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AT THE CENTRE OF THE GLOBAL LOBSTER MARKET IS THE NEED
TO DELIVER AND CAPTURE VALUE. THIS REPORT FOCUSES ON
CAPTURING AND RETAINING MORE VALUE WITHIN THE
HOLDERNESS REGION AND BUILDING A STRONG FUTURE FOR
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SETTING THE SCENE

8

Holderness Coast Lobster Project ‘Operation Pincer’

Introduction
Hull University Business School (HUBS) was
commissioned in November 2017 to undertake the
“Alternative Markets Research project”. The overriding
aim of the study was to investigate how the Holderness
Coast Lobster Fisheries Industry (HCF) can “catch less
and sell for more”. This was based on a realization
amongst elements within the fishing community that
the industry was not gaining the maximum return for
their catch. It also was a recognition that both
nationally and globally that the lobster industry was
evolving. However, this evolution was not fully
understood, but considerable opportunities for
alternative and more lucrative revenue streams can be
captured.
Table 1. Aims of The Study
1 To understand the drivers of value within the
industry at large and the extent to which these
are understood and actionable within the
Holderness Coast region.
2 To explore the global lobster industry while
identifying “best practice” that can be used
within the HCF.
3 To identify “alternative” markets and the means
and ways that these can be access based on
HCLFI current practice.
4 To consider and map what business and other
changes are needed for the HCLFI to access
alternative markets

9

Holderness Coast Lobster Project ‘Operation Pincer’

The study has been a complex undertaking involving
the collection of multiple types of data addressing a
wide and evolving set of questions. The reporting
strategy comprised verbal presentations and
stakeholder briefing sessions, which took place in late
autumn and winter 2018/19. At the time of writing, it
is anticipated that further presentations will occur to
highlight specific aspects of the study and disseminate
information to key stakeholders.
ACKNOWLEDGEMENTS
For this report we engaged with individuals and
groups across the whole of the lobster industry. We
are indebted to time, which they gave freely to help
us craft this report. The information we gained
provides a unique and comprehensive insight into
what defines a modern lobster industry. We
specifically acknowledge the support from NEIFCA,
the Holderness FLAG and the lobster industry in the
Holderness region.
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Executive Summary

The research methodology is wide ranging,
covering the main players in the region and
key parties involved in the global lobster
market.
Significant Value is Being Generated Globally
from Lobster. This is currently not captured
within the HCF.
Key drivers for long-term growth revolve
around building value. These include quality,
sustainability, SMART grading, holding and
new approaches to logistics.
A template for a modern growing lobster
industry is provided based on insights from
some of the leading companies and fisheries.
Holderness coast reputation is based on its
ability to land large volumes of European
lobster.
Alternative markets exist in the UK, but
challenges exist due to this market being
dominated by Canadian lobster.
Access to alternative international markets
requires adoption of modern approaches
and B2B branding.
Lobster tourism is prevalent across the
world, but not in the UK.
B2B branding differentiates, adds value and
communicates.
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Overview & Summary

METHODOLOGY: UNDERSTANDING THE UK & GLOBAL
LOBSTER MARKET & POTENTIAL FUTURE MARKETS
The study was ambitious in scope and required that the
research team engaged with a comprehensive range of
individuals, business, communities, NGOs and
government bodies. The industry is highly complex,
global and influenced by a multitude of factors. To
capture data and different views, the study used the
following methods:
Table 2. Research Methods
Interviews
Observation research
Shadowing
Data collection surveys
Focus groups

Each of these methods were used to understand
particular aspects of the industry. In combination
which each other, they have helped create insight into
the complex industry which is the global lobster
market.
Primary data collection activities were undertaken to
provide evidence to inform the next steps to be taken
by the HCF. In addition best practice, alternative ways
of doing things, barriers, challenges as well as
opportunities were specifically looked for.
Accompanying this document is a separate
methodology report that provides an in-depth
explanation of the scale of the work completed. The
image below provides a brief overview of ambitious
scope of the project.

DIAGRAM 1. METHODOLOGY: SCOPE OF RESEARCH UNDERTAKEN
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SIGNIFICANT FINANCIAL VALUE IS BEING GENERATED
GLOBALLY FROM LOBSTER
The Holderness Coast Industry is highly lean and
efficient and has developed clear routes to market.
Underpinning this are business practices that rely on
the rapid movement of lobsters into the supply chain
principally for export into the EU with minimal
handling. Whilst highly efficient, it means that the
financial reward for the harvesters and the landing
agents (which act as intermediaries between the
harvesters and the next stage in the supply chain)
reflects the commodity price current at the time of
landing. The price stretch is the difference between
price paid per kilo between one seller and the next
buyer in the chain. This reflects greater processing,
quality control, B2B branding, SMART grading and
ability to select the optimum time for selling because of
external factors driving higher demand and prices e.g.
Mothers-day, Bastille day, Christmas etc.
The implication is that based on current business
practice, that significant financial value derived from
the lobster catch is being captured elsewhere within
the supply chain, outside of the region.
FINANCIAL VALUE KEY CHALLENGE
Where should the financial value be generated?
Within the Holderness coast region or elsewhere?
The key challenge is for the Holderness coast to evolve
its business practices to enable it to operate in areas
within the supply chain (UK, EU and Global) that allow
more financial value to captured.
KEY DRIVERS OF LONG TERM GROWTH
The drivers for long term growth for the HCF indicates
a different way of doing business that mirrors industry
best practice. The markets, which exist for lobster and
lobster based products can be summarised as:
Table 3. Lobster Markets
Export live other than the EU
Export live to the EU
UK retailers (direct)
UK retailers via third party
Sell into food processing
Sell direct to food services (UK)
Sell direct to consumers
The study examined a number of organisations in the
UK, Scotland, USA and Canada to determine industry
best practice.
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The common themes that emerged through this
investigation are foundational to develop business
opportunities within the HCF. The valued added
activities that enable enhanced financial reward for
effort made are highlighted in table 4. It should be
noted that these can exist in isolation to each other,
but in combination enable greater financial reward to
be captured.
Table 4. Value Added Activities
Proven sustainability
Proven welfare activity
Embedded quality practices and processes including
industry standard selection and grading
(SMART grading)
Storage capacity
Efficient logistics
Relevant business capability and managerial skill sets
Diversified income streams based on market
development
Marketing and branding to build and support
reputation (B2B)
GROWTH KEY CHALLENGE
The key challenge is to develop value activities and
develop the local business before someone else does
or the market dynamics change.

A MODERN TEMPLATE FOR A GROWING LOBSTER
INDUSTRY
The study examined the business practices of market
leading firms engaged in the lobster industry. At a
macro level there is clear evidence of a direction of
travel which leading firms are navigating to, as they
become sophisticated businesses bolstering their
commercial capability.
As these activities (listed in table 5) are established
within this industry, they become the norm of how
business has to be conducted to ensure greater
commercial success.
Notably, the leading firms in the industry had a similar
starting point to where the HCF currently is. The
journey for those businesses is measured over a twenty
year period and is based on evolution and strategic
choice. For the North American and Canadian based
industries, their evolution was underpinned by their
ambition to increase the financial value/reward and to
overcome low prices. Holderness coast caught lobsters
have achieved above UK landed market price per kilo
due to volume and demand in core markets. This
perhaps served to remove the imperative for
innovation within the HCF. The potential changes and
disruption that may hit the UK lobster industry due to
the forecast exit from being a member of the EU plus
global opportunities suggest that now is the time for
this sector to seek to evolve.
Table 5. Market Leading Activities
Quality
Underpins all business practices
B2B Branding
Reinforces differentiation and key
themes: Sustainability, welfare,
quality, providence, authenticity
Growth
Investment in securing supply to
meet demand
Spread exposure
Recognise over-reliance on one
market e.g. EU
Effective logistics
Globally deliver quality and low
mortality
Customer centric
Understand segments and deliver
relevant value
SMART Science
Ensure sustainability, welfare,
storage, testing
Customer &
Food service, peak times, key
market insights
sectors.

HCF REPUTATION – QUANTITY OR QUALITY?
The current HCF business activity has been highly
effective at moving catch into the supply chain and
maximising reward for this activity. Based on
extensive discussions with global and national
industry players, the perception of the HCF is its
ability to land (within the UK and EU context) a
significant volume of European lobster. This has
allowed other firms in the supply chain to use the
value added activities featured in this report to
achieve higher prices than the landing agents can
necessarily gain. Given the “luxury” nature of the
offering, building a reputation based on quality must
be seen as a foundation for the local industry to
transit from its current market position to being
globally competitive.
ALTERNATIVE MARKETS - UK
A body of work was undertaken to explore the UK as a
market for local caught Lobsters within the context of
both, the need to sell volume and to establish routes
to market. The question is:

“Can the Holderness Coast based industry move
away from its reliance on EU exporting by
increasing penetration of the UK market which is
dominated by Canadian imports?”
The study explored this with three categories of
respondents – those involved in food services, those
involved in supplying in retail grocers and end
consumers. What emerged is that the idea of
consuming UK caught lobsters is attractive but
significant barriers exist which makes it highly
challenging for the domestic market to be penetrated.
UK consumers eat lobster and see it as a treat. They
can be segmented, but essentially they identify
themselves as foodies and will pay a premium for
specialist foods. Those who do consume lobster will
do so in restaurants and also when on holiday. In
many cases it is a luxury and a healthy alternative to
steak. Consumers know that it is expensive and have
had bad experiences when buying frozen lobster from
supermarkets, which have reinforced the fact that you
can get lobster at very low prices. All of the UK
market is dominated by Canada, which consumers are
not aware of.
Awareness of the fact that lobster is caught and
landed in the UK is very low. Consumers find it hard
to source lobster as fishmongers are in decline and it
may not always be stocked in grocers.
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ALTERNATIVE MARKETS GLOBAL

ALTERNATIVE MARKETS OTHER (TOURISM)

On a global basis the demand for Lobster is increasing
faster than the supply. The question of which are
growth markets for lobster consumption (and seafood
in general) has been addressed in various Industry,
NGO, government and EU and UN reports. The study
outlines the conditions, which have to be met to access
different markets or segments within those markets.
However, it is useful to consider where growth is taking
place and which areas are yet underdeveloped to
provide potential targets for export effort.

The study highlighted that considerable financial value
can be gained from association with the lobster
fishing industry, when it is used as a means to
encourage tourism. In all the overseas locations
visited, lobster based tourism plays a key role in
attracting spend to local communities, supporting the
industry with alterative employment during nonfishing times and increased demand for the local
caught lobsters.

China and Germany are the most attractive of all of the
fresh seafood and counter markets, ranking number
one for value, volume and growth. The predicted
growth rates in these markets are also the highest of
the comparator countries.
Other markets, which are attractive for live lobster,
are: France, Portugal, Spain, United Kingdom, United
Arab Emirates and Turkey. These markets are attractive
but have lower growth rates than Germany and China.
In this grouping, the British local market along with
Turkey is growing fastest. Volume of product consumed
is significantly higher in Portugal France and Spain
when compared against the U.K with the U.A.E
significantly less than all markets.
Turkey is not within the top export locations for British
seafood products so this may represent an as yet
unrealised market opportunity.
There are risks involved in entering new markets like
China, but many of the ‘war stories’ have been
mitigated through quality of supply, reduction in
lobster mortality rates and better payment terms.
There are some high priced niche markets like Japan,
where the European blue lobster is seen as a delicacy.
Most markets are ‘live’ markets with lobsters traded
for food service. However, suppliers from USA, Canada
and Singapore are entering global markets with new,
value added high priced products for specialist retail.
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Linking food tourism (centred on lobsters) within the
East Riding of Yorkshire could help increase footfall,
and spend into the region.

“Bridlington and the Holderness coast could
lay claim to the Lobster capital of Europe.”
A lobster based tourism initiative would support
brand development and on a UK level, increase
knowledge of the significance of the local industry and
its status as the premier region for landing Lobsters
within the UK.
Shediac in Canada claims to be the Lobster capital of
the world, whilst Bridlington and the Holderness coast
could lay claim to the Lobster capital of Europe.

BRANDING B2B

RECOMMENDATIONS

The study highlighted investment in sophisticated
branding for lobster and lobster based products in key
markets in North America and Europe. Branding has
been developed to create differentiation amongst
suppliers and regions as they attempt to communicate
the value proposition to their customers. This is largely
Business to Business (B2B) branding, helping to create
a reason to purchase and builds customer confidence
in the product. It is noticeable that in addition to
evidence about the quality of supply, B2B branding also
creates a story to build a strong brand image to
command a higher price. Key branding tools include:

The study provides an evidence-based approach to
bring more of the financial value into the Holderness
coast region. It provides insight into best practice and
culminates with key recommendations to develop the
fishery into a modern industry ready for the
developing global market. It was planned that this
research would form the first part of a two phase
piece of work to make the future a reality. Below are
the key recommendations that are explored in greater
depth throughout this report.

Table 6. Key Branding Tools
Provenance
Quality
Testing (SMART Science)
Welfare
History
Authenticity
Story telling
Differentiation
The study explored how B2B branding is used as a
means for lobster based firms to increase revenue and
financial value. Two factors emerged very strongly,
first that individual firms have invested in branding and
second that they are supported through branding
initiatives by regional and national government
agencies. The key learning from this is that the HCF can
use B2B branding to enable it to capture more value in
the future by communicate what makes their lobster
different and why customers should partner with them
rather than other suppliers. This is essential when
entering new markets where customers expectations
of lobster quality and value added activities have been
shaped by the branding of existing suppliers.
A key commercial benefit of building a B2B brand is to
reduce price commoditisation by positioning HCF
lobster as being different from others.
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Table 7. Key Recommendations: Summary
Build a foundation of quality
To establish activities and practices that support a
quality based industry. Invest in Lobster welfare
management, sustainability, grading, holding &
logistics as a foundation for a stronger business.
Build Commercial Capabilities
Scope and develop plans with the Landing Companies
that will enable higher returns from the catch and
capture new markets by increasing commercial
capability.
Branding & Marketing Activities
To develop a branding strategy and marketing
materials to enable the Holderness Coast to compete
on a national and international scale. This will be
predominantly Business to Business (B2B) and will
position the Fishery as a leading partner so that a
premium price can be gained.
International Markets
Identify and assess new international markets outside
of traditional EU customers and depending on
viability identify modes of entry.
UK/Added-Value Markets
Identify and assess a menu of options to develop in
UK market through added-value processing.

VALUE REPORT
PART ONE: INDUSTRY STRUCTURE
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1.0 The Supply Chain
The study examined the supply chain of the HCF. Diagram 2 outlines the key ‘actors’, influencers and stages that a
lobster may progress through from the time it is caught until its final consumption. By analysing this, we are able
to understand the complexity and opportunities of supplying lobsters into different markets.
This diagram is different to other markets like the USA, Canada or Orkney where significant value is derived from
lobster where it is an important anchor for the tourism industry. Lobster tourist spend in these markets is
considerable, supporting local businesses, ancillary and allied jobs making it a major contributor to financial
wellbeing of a region. This is currently absent from the HCF area.
DIAGRAM 2. MAPPING THE UK LOBSTER SUPPLY CHAIN

Landing Agents
(as business managers)

Fishing Facilitators
(Harbour Commission, materials,
suppliers e.g. boats, bait, pots, chandlery etc)

Lobster Catchers
(Harbour Commission, materials,
suppliers e.g. boats, bait, pots, chandlery etc)

Independent Agents

Landing Agents
(Holderness)

Transporters

Markets

Markets
Processors & Storage

UK
Food Service

Retail

EXPORT
Food Service

Retail

End User Consumption

The supply chain for UK caught lobsters has been mapped (Diagram 2) to identify key players, flow of activity and
the stages that exist between harvesters and end users. Based on this map it is possible to outline the various
roles that each ‘actor’ plays within the lobster industry.
Fishing Facilitators are organisations instrumental in enabling harvesters to fish. For example this includes North
Eastern Inshore Fisheries & Conservation Authority which license and set catch policy as well as regulate the
industry. It also includes the Bridlington Harbour Commission which “owns and operates” the harbour with
responsibility for maintenance and free passage of boats within the harbour. Other businesses such as ships
chandlers, boat maintenance / repair and bait suppliers also play an important role in supporting fishing effort.
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Landing Agents in the region operate on two levels; at
a higher level they are business managers, planning,
funding and supporting the industry on another level,
they act as ‘facilitators’ providing services for selling
the catch which ensures cash flow. The relationship
between each Landing Agent and harvester needs to
be explained to highlight the various responsibilities
and roles, which describe the basis upon which they do
business with each other.

Independent Agents also operate within the
Holderness coast fishery but are different to local
agents. Their relationship is typically more
transactional focused i.e. they are not responsible for
providing business services to the harvesters beyond
purchasing the product for onward sale. They may
also buy from the local landing agents using quality
and other criteria to suit their own upstream business
relationships.

Landing Agents and Processors can be boat owners,
which provide the potential for vertical integration.
Additionally, boat owners may operate as independent
actors, where they sell their catch to other
organisations to maximise profit. Boat owners may
also choose to use the services of a Landing Agent
based on contractual agreements or even be members
of a landing agent cooperative.

THE INFLUENCE OF STORAGE

The functions that Local Landing Agents perform can
be summarised as follows:
Table 8. Key Functions – Landing Agent
Provide business services that enable the harvesters
to fish
Buy the catch for sale into ‘markets’
Manage onward distribution of catch to market
Develop new ‘markets’
Act as financial intermediaries by providing payment
to fishermen before receiving payment from buyers.
In this they accept the potential risk of loss through
non-payment or lower payment.
For local Landing Agents that act as intermediaries
between the harvesters and buyers in the supply chain,
financial risk is a critical commercial influencer. Risk
relates to the nature of revenue streams within the
industry. Currently the local Landing Agents buy the
product from the harvester (immediate payment
terms) for onward sale to a buyer. This means they
have to wait until the buyers pay them. The payment
terms for this are subject to negotiation and will vary
depending on who the customer is and industry norms.
In addition other costs add to the local landing agent’s
level of risk exposure and include storage,
transportation and loss from mortality. The capacity of
the local landing agents to work within this risk
envelope plays a significant role in shaping investment
decision and the ability of the local industry to change
its business model. Further, because cash flow is tied
up in existing activities this potentially makes the local
industry vulnerable to changes in trading relationships
e.g. a “no deal” Brexit could disrupt revenue and
challenge the viability of the sector in Holderness.
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One of the major influences on the trade of Lobster
and the ability to influence price and enter new
markets is storage. Short-term storage can be a
matter of days, compared to longer-term holding –
which can be weeks to months and is typical of the
North American industry.
Storage capacity and type determines when the next
stage of transit takes place within the chain. Within
Holderness coast, storage capacity is limited, mostly
short-term, necessitating the rapid onward shipment
of lobsters. Independent agents tend to have longerterm storage capability, enabling them to build up
stocks for sale when maximum market value can be
realised and delivering exact quantitates which is vital
for key customers. This puts Independent Agents at a
relative advantage when compared to local Landing
Agents that currently lack the ability to build up stocks
and tend to have to sell at current market price or
“quay price”.

AQUABIOTECH LONG-TERM LOBSTER STORAGE
EXAMPLE.

The Bridlington port relies on HGV’s and smaller vehicles to collect lobsters for onward distribution. In the main
this is outsourced to specialist firms with modified vehicles (Verviers and chilled units) to collect and take the
boxed lobsters to UK based storage facilities owned by other parties or straight to markets in the UK. Most of the
catch is transited to EU destinations specifically France (EU distribution hub) but also Spain, Portugal and Italy.
Some product will then be further exported to other parts of world via airfreight.
Independent Agents will also purchase for UK markets, but a significant amount of this purchase is also distributed
overseas within Europe and other markets, specifically within South East Asia.
Processers are defined by the activity they undertake. This may be as simple as providing viable storage, welfare
management, and grading to ensure quality and consistency to satisfy specific orders. Other forms of processing
also take place including the cooking and de-shelling of lobster to provide ingredients for further processed
products.

1.1 End User Consumption
For the Holderness coast lobster industry to retain greater levels of financial value from their effort requires an
understanding of the price stretch that takes place from harvest to end user consumption. This is outlined in
Diagram 3. (N.B. Price points are indicative and may vary due to seasonal demand).

End Consumer Price

DIAGRAM 3. PRICE CHANGES WITHIN THE SUPPLY CHAIN FROM HARVESTER TO END CONSUMER
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The nature of the supply chain of the Holderness coast
lobster industry means that a substantial financial
difference exists between the kilo price paid at the
quay compared to the kilo price paid by end users. The
study identified key differences between activities
which are business to business (B2B) and those, which
link the business to the end consumers e.g. retailers or
restaurants. It is to the latter that considerable price
stretch i.e. price increase, can be identified. This is not
unusual with “harvested” products, which in a B2B
sense tend to realise commodity based prices
compared to business to consumer (B2C) where other
factors allow higher prices to be charged. For example,
in food services, lobster is a perceived by customers as
a luxury product on a par with quality cuts of steak and
is priced accordingly.
CANADIAN INFLUENCE

This reflects the difference in scale between the UK
and Canadian lobster industry, where the UK is about
one tenth of that of the Canadian. This creates two
challenges for the UK lobster industry. First,
consumers are conditioned in retail about the price
point of lobsters making it difficult to sell outside of
the established price range. The implication for the
UK industry is that they would have to be willing to
sell at a much lower price than can be gained through
export. Second, the dominance of the Canadian
lobster industry within the UK has created
considerable barriers that would make it hard for the
UK lobster industry to enter in volume. When these
are combined, it makes selling into the UK market,
compared to exporting unattractive. Table 9
(following page) summarises the typical selling price
of predominately
Canadian caught
“The significant influence of the Canadian lobster
lobsters through the
main UK supermarkets.
industry on UK consumption cannot be

The picture in food retail is
less clear cut due to the
distortion created by sales
of ‘cheap’ frozen lobster
(whole/tails), as well as
understated.”
live lobster imported from
Canada which retail at a
premium price. Variation in quality of the lobster is
evident, with the lowest quality sold as ‘popsicles’ or
frozen via the major supermarkets/grocers and higher
quality “live” sold into food services direct e.g. Lobster
and Burger restaurants, or via wholesalers such as
Macro Ltd. which sell to both food service firms,
independent food retailers and member based end
consumers. Given that the UK exports as much
Lobster as it imports (see Alternative Markets report)
this reinforces that the UK consumption of lobster
comes from North America, specifically Canada. The
significant influence of the Canadian lobster industry
on UK consumption cannot be understated. The
Canadian industry, through multi-channel distribution,
dominates all markets/segments where lobsters are
sold for consumption in the UK. The Canadian
influence should not be viewed as negative as they
have played a large part in establishing domestic
consumer demand for lobster in the UK which
otherwise might not of have existed.

However, there is a downside because of the scale of
Canadian industry, their ability to segment based on
quality and price, and their presence in multiple
markets, means that they have effectively conditioned
how much consumers are willing to pay for a lobster
(fresh/frozen/parts). The retail price per frozen lobster
sold in the main grocers ranges from £5.99 – £14.99
(Dec 2018).
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Given the challenges
that exist in selling to the UK grocers it is likely that
the ability to stretch the Kilo price within the B2B
market offers more opportunity for the Holderness
Lobster industry. The study compared the current
business activities of the Holderness coasts lobster
industry to those from Nova Scotia, Maine, and
Scotland. Other UK based suppliers were also
compared to the Holderness industry to establish and
benchmark best practice. A key outcome of this
investigation was the need to fully understand what
value means in this industry and the extent to which
HCF activities facilitated its’ capture.
There is some evidence of selling direct from
harvesters to end users (consumers, small retail and
food services), though the majority of the catch is sold
via markets or direct to food services and to retailers.
The lobster is sold either as whole, live, whole frozen
or as parts.

Table 9. UK Supermarkets Frozen Canadian Lobster Prices (December 2018)
Store
Tesco

Morrisons

Whole £
400g, unit cost £6.00 ( £15.00 kg)
Deluxe 350g, unit cost £5.99 ( £17.11Kg)* without ice
Cooked: £10.00 400g: (£25.00 Kg)
400g, unit cost £11.00 (27.5kg)
Uncooked whole: 380g, unit cost £13.00 (34.21kg)
Half-dressed lobster: 100g unit cost £22.00 (£54.00Kg)
Whole Orkney lobster (cooked, previously frozen unit cost
£22.00 (45.80Kg)
350g , unit cost £8.00 (£22.90kg)

Waitrose
Lidl
Aldi
Iceland

570g, unit cost £15.00 (£26.32Kg)
350g £5.99 or 2 for £10.00
50g £6.00 offer = £1.99
Whole Cooked Price 300g-, unit cost £6.00 (£17.14Kg)

Asda
Sainsbury
M&S

1.3 Value

Tail £
220g unit cost £10.00, (£46.50kg)
299g, unit cost £10.00 (£50.00kg)
280, unit cost £10.00 (64.29kg)

Best lobster tails, frozen, raw 220g unit
cost £10.00 -(£45.45Kg)
210g unit cost £12.00 (£57.20Kg)
2.60g unit cost £9.99
220g unit cost £11.00 ( £50.00Kg)

CASE EXAMPLE #1
PRICE STRETCH – CANADIAN LOBSTER TAILS

Value can be captured or lost and it is vital to
understand the factors that lead lobster industries to
maximise the value from the catch.
Value is understood to mean various things to different
parties. From a financial perspective it can simply be
the difference between the cost of producing/
harvesting something and the price it sells for to
another party which then generates a monetary return.
In the context of the Lobster industry, harvester’s
financial value can only be realised when they sell their
catch (either independently into the supply chain or via
a Landing Agent). Income is directly linked to effort i.e.
boats have to go to sea to fish to provide a catch to sell
which then generates cash flow. This business model
categorises how financial value is captured within
much of the UK lobster fishing industry and underpins
the basis for the commercial relationships between
boat owners and landing companies.
The current business model, which relies on the resale
of the catch into the supply chain, means that the
financial value the harvesters receive reflects a
commodity derived price. As the lobster is sold to
other supply chain “actors” (including the landings
agents) which undertake some form of processing or
added value activity facilitates price enhancement
beyond the commodity price.
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Resale price reflects how each stage within the
supply chain adds more “cost” requiring a %
increase in kilo price to enable the firm to make a
profit. For example Canadian “Lobster Tails” retail
at approximately £60 per kilo compared to the catch
price (where it will be seen as a lobster of lower
quality and not likely to be sold whole) of
approximately £5 per kilo. The price stretch
however comes from a number of activities that
enable the final retailer to sell at a considerable
price premium. These activities, considered as
foundational by the Lobster Industry in Canada and
the USA, are based on sustainable fishing practices,
3rd party certification, handling the product like an
“egg” from catch to landing and through each stage
within the supply chain, ensuring welfare in storage,
ability to store to fulfil order and the use of “smart”
grading to differentiate quality.

NON-PRICE BASED VALUE
Value is also is the difference between what is paid for
and what the buyer actually gets. In a B2B sense this
can be seen in a number of different ways. Often in
the global lobster market, value is built on the activities
within the supply chain, which enables a higher price as
shown in table 10.

CASE EXAMPLE #2
EASTER PROMOTION FOR MAJOR OVERSEAS
RETAILER

Table 10. Key Non-Price Based Value Drivers
SMART Grading
Storage
Ability to guarantee quality
Branding
Experts in buyers business
Risk mitigation
By combining the activities above, e.g. SMART grading,
improved storage and the ability to guarantee quality
creates buyer certainty and opens up new market
opportunities. This allows customers e.g. retailers to
build their marketing and promotion activity as they
are confident that they will have product to sell to an
agreed specification when they need it. This decreased
risk for the customer is the outcome of non-price based
value driver and is vital for new markets.
Whilst this does mean increased cost and risk for the
landing agents (storing/grading) it does mean that they
can realise a higher price to market and results in more
predictable cash flows. Value is underpinned both by
the suppliers activities as detailed Table 10, but also by
building an understanding of how the “buyers”
business works i.e. becoming expert in their business

“Less of the real value of lobsters caught within
the Holderness coast region is being captured by
the local industry.”
and identifying how to make it easier for the buyer to
deal with them.
In comparison to best practice from overseas suppliers
and some players within the UK, less of the real value
of lobsters caught within the Holderness coast region is
being captured by the local industry.
Other players have invested more heavily and more
recently in foundation activities, allowing them to
realise the second form of value both through being
more commercially astute but also by becoming expert
in their buyers business. How the Holderness Coast
Lobster Industry can capture more financial value can
be understood by examining the role that different
‘actors’ play in contributing to the worth of a lobster
within the supply chain.
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Retailers across the globe run major lobster
promotions to coincide with festivals, holidays and
occasions where demand will be higher. Examples of
these could be Christmas or Easter in the EU, Bastille
Day in France or Chinese New Year. Volumes, prices
and consumer demand are all high and retailers are
looking for guaranteed supply, quality and in many
cases size or other grading. This allows the retailer to
build their marketing and promotion activity etc. as
well as creates confidence (decrease risk) that they
will have product to sell to an agreed specification.
For those agents who have built a strong brand
position, that can supply and meet the standards
required for these promotions, this business is
lucrative. There can be increased cost and risk of
holding initially, but it does mean that they can
realise a higher price to market. This is a clear
example of how value is underpinned both by the
suppliers activities outlined in Table 10 e.g. storage,
grading, branding etc. but also by a ‘category
management’ approach where the lobster supplier
has built an understanding of how the “buyers”
business works. They become expert partners by
identifying how to make it easier for the buyer to deal
with them and removing any risk that they buyer
would traditionally have in planning these
promotions e.g. lack of supply, poor quality and high
mortality rates.

Table 11. Main Actors And Functions Served Within The UK Lobster Industry.
UK ACTOR
Fisherman (F)

ACTIVITY
Bring lobster to land, Grade at sea
Initial welfare

Fisherman which sell
direct to customers (FD)
See Appendix 2, Direct
to Consumer Sales
Landing Agent HCF (LA)

Bring lobster to land
Grade at sea
Initial welfare
Sells direct to Customer
Find customers for catch
Manage Commercial relationship
with buyers
Facilitate commercial support for
fisherman
Short term storage

Distributor (simple)

Provide ungraded product to market
Facilitates logistics
Short term storage

Distributor (complex)

Buys from landing agent
Facilitates logistics
Grade products
Short term storage

Merchant/distributor

Buys from landing agent
Grades products (quality check)
Facilitates logistics
Short to medium term storage
Segments markets
Sells to various markets and
customers (export)
Buys from landing agent
Grades products
Facilitates logistics
Short term to medium storage
Segments markets
Sells to various markets and
customers (export)
Processes lobster to customer
requirements
Buys specified quality
Buys specified volume
Buys as ingredient

Merchant/Processor/
distributor

Retailer/food
service/(final stage
before end user)
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VALUE CAPTURED
Financial: Revenue = Price landing agents
negotiate
Commodity based price range £11-£21Kg
Financial: Revenue = Price gained by going
direct to either food services or consumers
(some mail delivered)
Not commodity based
Financial: Cost (F) + fee
Revenue difference between cost (F) and
management fee charged per kilo (LA)
Commodity Based Price
Ensure fisherman can ‘fish”; Carry payment risk;
Seek best price
Strong relationships with buyers and market
knowledge
Advocates for the regions fisherman
Financial: cost = F+LA
Revenue price gained at market (M)
Mainly Commodity for some buyers, market
price for others
Move product to market (graded and
segmented distribution to buyers)
Financial: cost = F+LA
Revenue price gained at market (M+) – F+LA
Commodity for some buyers, but get more at
market price
Move graded product to market (M+) for
onward distribution
Financial: cost = F+LA
Revenue price gained at market (M++) – F+LA
Some as commodity, more based on market
price
Global based business, seeks best price per
location.
May source globally, not only reliant on UK
Financial: cost = F+LA
Revenue price gained at market (M+++) – F+LA
Sells as marketed product – not commodity
Global based business, seeks best price per
location.
May source globally, not only reliant on UK
Adds value by processing, stock holding to hit
key demand periods
Financial
Cost into business, costs to process
Revenue is the end cost to consumer – costs*
this may be as much as 100% higher than price
paid to fisherman.
Luxury product – not commodity

UK LOBSTER INDUSTRY STRUCTURE

THE HOLDERNESS COAST FISHERY

The UK lobster industry is highly complex and
fragmented. This reflects the organic nature of its
evolution over a long period of time, and the high
number of SMEs involved in the sector. This influences
the bases for decision making with regards to
investment in facilities and business practice. But, it is
clear the current business models in the HCF have
generated the maximum commodity price for Lobster
from the region based on their ability to supply large
quantitates due to the amount of lobster landed.
For example, the ‘Merchant/Distributor’ business
model is based on buying from the Landing Agents at
near the commodity price. From this point the
‘Merchant/Distributor’ can add value from their
investment in storage, grading, branding and
processing. Storage specifically enables them to build
capacity and maximize their return on investment. One
example of this is selling into France to satisfy demand
for Mothers Day or Bastille day. To build capacity, for
their orders, such firms will source lobsters from
multiple locations within the UK, often seeking least
cost solutions. Importantly, because of how they
operate, they are able to plan their business activity
with greater certainty than local Landing Agents
(lacking storage capacity) who need to expedite the
catch from the quay into the supply chain quickly
forcing reliance on the current commodity price. This
is a typical example of value being added outside of the
region.

“This is a typical example of value being added
outside of the region.”
The structure of the industry leads to variations in local
activity related to boat ownership, size of local fleet,
development of cooperatives, and availability of
physical facilities. This is further influenced by
geographic location, which impacts logistics and
distribution activities and the relative importance of
tourism impacting availability of labour and
competition for resources.
The role of local authorities, FLAGs, MMO and
compliance organisations such as NEIFCA are
instrumental in the way a particular port is structured
and will develop in the future.
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The local FLAG has played a significant role in securing
and channelling funds into equipment, research and
development that has helped support the
development of the Holderness coast fishery.
Holderness Coast has significant landings of lobsters,
which has enabled it to build scale, reputation and
experience. Primarily due to scale of the fishery,
Merchants and Agents can purchase large quantities
per ‘trip’. This reduces the overall logistics cost when
compared to doing business with other smaller scale
fisheries in the UK, where there are extended logistics
chains from collecting smaller volumes. As one major
international business interviewed stated “the most
expensive fish, is no fish’, alluding to the cost of
carrying smaller volumes through a supply chain.

“The most expensive fish is no fish.”
However, the HCF is not fully equipped to sell into
non-EU markets, where the logistics chain is more
complex, smart grading and B2B branding are
required. These markets are often lucrative, so
seeking access to international logistics closer to the
fishery and reducing reliance on London based
airports is important. For example, building storage
capacity at local airports such as Doncaster Sheffield
Airport would both reduce transport costs associated
with moving lobsters to London based airports and
the total transit time that the lobster would have to
endure.

Whilst the overall descriptions of each actor and their functions mirrors those found in the USA and Canada, the
key differentiator between the UK and North American industry is their commercial scale. For example, In Canada
the scale of firms such as Clearwater allows them to go direct to major customers without recourse to
intermediaries. This gives greater control within the supply chain and the ability to negotiated better reward for
the value added they put into their product via selecting and grading. Scale also defines the type of commercial
activities a firm can undertake. Global players have used their scale and revenue to become sophisticated
business e.g. building capacity and capability infrastructure, skill development, business models, marketing and
branding. The fragmented nature of the UK industry means that no company has gained scale to compete head
on with the larger North American firms, or invested to compete in the mass market, which includes access to UK
grocers. Instead the UK industry tend to be specialist niche players but without the financial leverage to be
‘challengers’ to the global industry leaders.

1.4 Risk

The role of risk is a significant moderator within the
value concept. Risk in this market can be understood
in a number of ways.
Table 12. Key Risk Factors
Low catch/supply
Mortality rates through the supply chain
Holding at the wrong price
Market fluctuations
Quality
Risk is when fishermen are unable to catch the product
at peak times due to inclement weather or that there is
a significant drop in catch availability. For example, the
‘Beast from the East’ in spring 2018 disrupted the
lobster breading grounds, which may have had a knockon affect, reducing the number of lobster available to
be caught in the lucrative November/December run up
to Christmas, affecting revenue generation.
Risk is linked to lobster mortality rates (mortality is the
death rate of life lobsters once caught). Mortality can
occur at any place within the supply chain, though it
relevance increases in financial and reputational cost
the nearer to the end user that it takes place. The
mortality rate is the number of lobsters of a particular
catch that die during storage or distribution. Mortality
matters in a number of ways. It decreases the
availability of the product to market, the ability to fulfil
orders and reduces revenue to the agent/merchant.
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Table 13. Mortality Matters
Reduces available supply
Increases cost/reduces revenue
Increases risk to quality reputation
Market fluctuations
Quality
Mortality during transit either via airfreight into the
Far/Middle East or via road/ferry into the EU usually
results in the “loss” being borne by the supplier (plus
costs) not the buyer. Whilst some level of mortality
may be inevitable because of the nature of shipping
live lobster, companies across the globe have
developed methods that seek to minimise and in some
cases prevent mortality. This will be vital for the HCF if
it seeks to expand in new markets with a premium
product.
More importantly, mortality leads to reputation loss,
which can have a dramatic effect on the ability to enter
new markets and will have a downward pressure on
profit. Large companies in Canada, USA and some in
the UK have built a strong brand that is linked to
quality and low mortality rates, which provides
certainty for customers. This considerable investment
adds greater certainty in managing revenue streams
and buyer relationships.
Understanding how to mitigate risk enables more
value to be captured, increasing profit margins and the
reputation of the supplier of the product sold. Within
the HCF an example of risk is the mortality rate. These
are kept low through export into the EU via viviers. In
the USA and Canada, this form of transportation is
seen as ‘old’ technology and one that adds significant
cost due to shipping large amounts of water, rather
than lobster.
Other forms of risk are volume of catch (which can
fluctuate due to weather conditions) and ability to sell
at an acceptable market rate. The HCF lacks flexible
stock storage to mitigate from these risks.

CASE EXAMPLE #3
THE LIVELY LOBSTER – THE MAINE COAST COMPANY

The Main Coast Company is one of the largest lobster companies in the USA. From humble beginnings, it has
grown to a turnover of $60M USD, which means that it can no longer supply enough lobster from its local fishery
and now sources lobster from all over the East Coast of the USA and Canada to fulfil demand for its high quality
products across the world.
Employing over 50 people with a holding capacity of over 80 metric tones, everything is focused on quality and
sustainability from the sea to the plate. Lobsters are carefully graded and tested for protein blood levels, before
being stored ready for deliver to customers all over the world. Maine Coast use the trademark ‘Lively Lobster’ to
describe how the product will reach its customers. This means that they have developed packing and logistics to
virtually eradicate mortality, reducing risk for them, their customers and other actors in the supply chain.
Different boxes and containers are used depending on the market and the time the lobster will spend in the
supply chain. For short(er) deliveries into North America, this may just mean using a ‘wax’ box with frozen ‘gel’
packs, whilst South East Asia may use a ‘styro’ box with compartments and ‘gel’ packs. These will be placed on a
pallet and wrapped with a thermal insulated pallet cover. Maine Coast state that they can ship to Europe within 8
hours of an order being placed, highlighting the sophistication of their operations. For deliveries by road, chilled
trailers and wax boxes are used, compared to viviers, this is low cost, delivers a greater quantity of lobster and is
more efficient.

27

Holderness Coast Lobster Project ‘Operation Pincer’

LEARNING FROM OTHER MARKETS
A differentiator between the Holderness coast based
industry and its North American and Canadian
counterparts is the use of blood protein testing.

The landing agent’s reliance on existing long term EU
based trading relationships, which take the majority
of the catch, reduces the capacity for alternative
business development activity. This reflects the finite
amount of lobsters available to be landed and that
alternative markets acquisition would require that
less of the catch would be offered to existing
customers.
Within the constraints of lack of scale, existing
infrastructure and established business models the
issue is how the Holderness Coast Lobster Industry
adapts to ensure that it can capture more financial
value from the commercial catching of lobsters.

Reliance on this technique to assess viability of a
lobster for storage and export to reduce mortality is
not evident in the current business practices of the
local industry or extensively within the UK, even
though it is increasingly accepted as a standard
commercial practice elsewhere in the world. This
situation places the industry at a disadvantage when
compared to other global and UK suppliers, especially
the American and Canadian suppliers that have
invested in technology and science to reduce lobster
mortality in storage and distribution.
The evolution of the Holderness coast lobster industry
and the considerable success it has enjoyed has been
based on a simple set of business activates which have
perhaps removed the impetus for it to go through the
type of changes that competitors within the UK and
overseas have. In a sense the challenges faced by the
Holderness Coast industry and much of the UK industry
requires a systemic level change if it wants to compete
with the best in industry from North America and
Canada. Whilst the HCF operates as lean businesses,
the ability to act in an “agile” way is limited. The
Bridlington based landing agents face greater costs for
raw materials (compared to North American fisheries)
based on the price paid to the fisherman for each
lobster. This is further impacted by having to operate
with dated infrastructure. This is coupled with limited
opportunities to increase margins due to the scarcity of
storage facilities, limited experience of smart grading
and business practices, which lack the sophistication of
other national and global firms. Rather than seeing this
as a negative, it represents a huge opportunity to
upgrade and capture more value in the Holderness
coastal region.
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“It represents a huge opportunity to upgrade and
capture more value in the Holderness coastal
region.”

PART TWO: BUILDING THE FOUNDATION FOR
REALISING HIGHER VALUE
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2.0 Introduction

The report has outlined how the Holderness coast
Lobster industry has evolved and the considerable
challenges it faces in capturing greater value from its
efforts. Additionally the report has highlighted the
strong potential for the local industry to undertake a
range of activities that will yield greater rewards for the
effort of fishing. For the industry to move forward it
has to make decisions about pursuing valued added
activity or entering alternative markets. The current
commercial arrangements of the Holderness based
lobster industry may limit its ability to move into new
activities because of the potential threat it would have
on existing revenue streams. However, the risk’s are
relatively low as there is more demand for lobster,
particularly European caught than there is supply.
Any decision about entering alternative markets or
undertaking value adding activity has to be weighed
against the risk of financial loss (however small this is)
and the available resources that the local business have
access to.
The markets, which exist for lobster and lobster based
products can be summarised as:
Table 14. Summary of Lobster Markets
Export live other than the EU
Export live to the EU
UK retailers (direct)
UK retailers via third party
Sell into food processing
Sell direct to food services (UK)
Sell direct to consumers
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To retain more financial value, the Holderness coast
lobster fishing communities current business activities
have the opportunity to evolve and become
comparable with best practice that can be seen in
other UK based and overseas lobster industries. One
good example of this is in CASE EXAMPLE #3
THE LIVELY LOBSTER – THE MAINE COAST COMPANY.
This organisation has embraced the key activities to
grow in size from a two man operation to a global
business with a turnover of over $60M USD,
outgrowing the catch of the fishing ground in which it
operates.
Best practice from a number of organisations in the
UK, Scotland, USA and Canada was investigated to
facilitate value capture. Common themes emerged
through this investigation, which we consider
foundational to developing business activities within
the Holderness lobster fishery to enhance commercial
capability. These are featured in table 15.
Table 15. Key Value Added Activities
Proven sustainability
Proven welfare activity
Embedded quality practices and processes including
industry standard section and grading
Storage capacity
Efficient logistics
Relevant business capability and managerial skill sets
Diversified income streams based on market
development
Marketing and branding to build and support
reputation

2.1 Local Industry Capability

The Holderness Coast Lobster industry is highly
successful and has evolved to ensure a fit between its
activities and the markets it serves. Providing that
existing trading relations with the EU are maintained at
no extra cost and the global market structure remains
constant, the ability for the industry to continue its
success is high. There are two significant factors that
challenge the existing status quo:
• Uncertainty about the future UK trading
relationship with the EU
• Increased global pressure/competition
The first factor concerns the relationship with the EU,
which continues to be uncertain. The potential impact
on the industry could include; increased costs,
increased non-tariff barriers and delay in getting the
product into EU markets. These in combination would
be highly determinately to the welfare of the industry,
making trading into the EU unattractive. Add to this
the decrease in trade tariffs for Canadian lobster, the
price differential for UK lobster could be large, or
fishermen may have to take a reduced income for their
catch.
The second factor reflects on the fact that the lobster
industry is truly global. The “rules” of the game for
competing within the industry are set by firms and
countries other than the UK. This implies that the UK
industry will ultimately have to conform to these rules
to access alternative markets. The relevance of this is
made more acute because of the uncertainties of
future trading relationships with the EU making access
to other revenue streams of great strategic importance
to the HCF.
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The Bridlington based landing companies are
constituted either as a Ltd. company or as a
cooperative. The landing companies are highly lean
businesses. This means that cost control,
infrastructure and commercial activity have evolved
to make them highly efficient in moving lobsters from
catch into the supply chain. In essence these firms and
the fisherman they support have become experts in a
narrow area of the business they are involved in.
But, as identified in the Industry Structure section of
this report, the majority of the financial value gained
for lobster is currently being captured outside of the
region, when arguably the job which has the highest
risk (fishing, landing and initial logistics) is done within
the region.

“The majority of the financial value gained for
lobster is currently being captured outside of the
region.”
The Bridlington based landing companies have
performed extremely well in gaining an increased
premium for the lobsters landed in the region. Across
the UK and the world, industry specialists all recognise
that Bridlington is a high priced harbour to purchase
from. This is mainly due to the ability to supply large
volume of European lobster. The fishery has sustained
growth over a number of years and has maximised its
reward based on the role that it plays in the supply
chain. While this has been a considerable strength, it
also means that the need to embrace new ways of
doing things has not been urgent. The local industry
has many positives, but this success has perhaps
removed the impetus for the type of business
development that can be seen specifically in North
America and also within agents and distributors
within the UK. In other markets, parties had to
develop to survive in a competitive landscape.

2.2 Other Firms Comparison

When the Holderness coast Lobster Fishery landing
agents are compared to other players in the industry,
different and diverse business models, skills and value
creating activities emerge. Unsurprisingly the Canadian
and USA lobster industries have led the way in
introducing innovation that has shaped the global
market. Driving the North American industry is their
need to secure supply and build scale to maximise
ability to exploit a wide range of markets and deliver
better financial reward. To facilitate this key players
have developed a full range of commercial skills
allowing them to capture different markets, which are
growing and are more financially attractive.
Comparative advantage is gained as many of these
companies have invested in activities that have
enabled them to profitably enter new markets. The
activities are featured in Table 15, covering investment
in people, SMART science, storage, equipment,
logistics, marketing and branding. As part of their
business development, these firms have spent time to
understand their customers, becoming experts in both
lobster wholesale and retailing (whole,
live/frozen/parts and ingredients). Examples of
companies featured in this report include the following
case studies:
Table 16. Featured Case Studies of Other Firms
#1
Price Stretch – Canadian Lobster Tails
#2
Easter Promotion For Major Overseas Retailer
#3
The Lively Lobster – The Maine Coast Company
#4
Cotter’s Ocean Products Inc.
#6
Nova Scotia Seafood
#7
Canadian Selecting & Grading
#10 Orkney Crab
#11 Portrait of Brands
#13 Development of seafood brand: Nova Scotia
#14 Development of lobster brand: Shediac
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Within the UK, more sophisticated lobster exporting
and processing based businesses exist outside of the
Holderness coast area. These UK based competitor
firms have considerable less resource compared to
the large Canadian and American firms, but have
invested in such things as storage, branding, grading
etc. to allow them to capture lucrative market
opportunities. Because of this, Lobsters caught off
the Holderness coast are being exported into Japan,
China and the Middle East in addition to being graded
and sold into retail throughout the EU at higher
prices.
The study identified that the global lobster industry
varies in types of business practices, but it is
increasingly traveling in the same direction. There is
increased Investment in the practices highlighted in
this report which is adding financial value to firms
outside of the Holderness fishery. A number of
implications arise from this:
• The HCF is still early in its journey to mirror the
best practice of global players.
• The HCF is in effect being kept from entering
more lucrative markets, whilst other firms
benefit from the impact of their practices.
• The limited financial resources and cash reserves
potentially lowers the resilience of the HCF to
negative change caused by reduction in income
due to non-fishing days or for example the
imposition of tariffs into EU.

CASE EXAMPLE #4 COTTER’S OCEAN PRODUCTS INC
For 17 years Cotters have been supplying lobster from
their base in Lockeport, Nova Scotia. Owner Mike
Cotter runs a family business, which goes back more
than 35 years. We met Cotters at Seafood Expo Asia,
where they were exhibiting to valuable Chinese and
Asian customers.
An absolute focus on quality has enabled the business
to grow from a small operation to its current position
exporting live lobster globally to 24 countries. 90% of
sales are overseas, with strong markets in China and
Japan. When asked how the business transformed,
they spoke at length about quality and an investment
of what we now call ‘SMART grading’. Cotter’s have
built their business on the following principles:
Table 17. Cotters Principles
The freshest lobsters bought from the boat
Improved handling to reduce mortality
Investment in education for fishermen
Blood protein testing
Grading
Holding/storage facilities
Improvements in logistics
Specific packaging for different markets
Investment in processing
An understanding of customer needs has driven this
focus on quality and Cotter’s are able to deliver quality
and quantity to any market, including Asia, where
Lobsters are in high demand.
YOUR BRAND IS YOUR PROMISE
Cotters promise is that their lobsters will arrive alive
and this is something that they take very seriously. It is
estimated that lobsters may spend 60-80 hours in a
box, so testing and storage of the lobsters that are
most likely to survive this journey is key. Grading
means that the fittest, healthiest lobsters will be stored
and those that will not last are processed into added
value products or sold domestically.
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The focus on quality starts with education, working
with fishermen so that they are handled as lightly as
possible from the ‘trap to the crate’. In Nova Scotia,
they use the phrase “treat them like an egg”. Cotter’s
use 12 different types of shipping packaging for
different markets, to ensure that lobsters are alive and
well on the long journey to China and Japan.
BUILDING SCALE
From a small beginning, Cotter’s business is huge when
compared to similar businesses. As demand for their
product is so strong, they now have C.50 boats fishing
for them and purchase from other parts of Canada and
Maine. Holding capacity is over 100 metric tons and
they are planning to increase this.
The processing business has grown to include an
annual order of about 500,000 split lobster for a cruise
line.

Purchasing product fresh off the boat is important, considering
a major portion of Cotter’s business is live shipments to China
and Japan. “90 percent of our business is overseas,” says Mike.
“We sell live lobsters to customers in China and Japan and we’ve

“My great-grandfather, grandfather and father were al
living in a small fishing community,” says Mike. “F
their livelihood. My father later moved to British Co
I lived and went to school there for some time.”

2.3 Proving Sustainability

The importance of any fishery proving that it is
sustainable cannot be overstated. It is clear that
Canada, USA and Orkney (Scotland) have invested
heavily to build an industry that has achieved MSC
certification. This has provided significant reputational
gains, which has supported commercial activity,
marketing and brand development. Ensuring long
term sustainability is a commercial imperative, the
importance of it as a signaller to buyers is fundamental
for growth. Increasingly firms are concerned with their
own CSR (Corporate Social Responsibility) reputation
and how their activities are seen by the public, media
and other stakeholders. Companies, which purchase
lobsters e.g. grocers, cruise companies, food
processors etc, need to comply with their own CSR
policies and seek reassurance that suppliers have
shared environmental and sustainability values. Having
a sustainable supply chain is increasing in importance,
meaning that firms which already have catch from
certified fisheries can access these types of buyers.
Gaining certification is a further example of becoming
expert in the buyers (retailers/wholesaler’s) business
which helps position lobster suppliers in a specific way
as well as reinforcing a commitment to a longer term
business relationship.
A number of certification providers exist, with the most
industry recognized being the Marine Stewardship
Council (MSC). Other 3rd party certifiers are gaining
traction within the seafood industry such as the RSPCA
as well as geographic based organisations e.g. Alaska
Responsible Fisheries Management (RFM) Certification
Program. Gaining certification should be seen as a
strategic priority for the Holderness Coast lobster
fishery. This is a key enabler to gain access to higher
value markets beyond the EU. It is acknowledged that
the industry needs to consider a cost benefit analysis
due to the level of work required to gain certification,
the need for on-going maintenance and costs
associated with this. However, this should help to gain
access to high profit sectors.
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CASE EXAMPLE #5
MSC ACCESS TO UK GROCERY MARKETS

The Canadian lobster industry uses 3rd party
certification to access the UK grocery markets and to
sell into high value segments such as the cruise
industry. In a similar vein, Orkney have built a strong
brand over decades, using the MSC certification to
underpin their sustainability story as they have
dominated UK grocery markets traditionally with crab,
but also successfully with lobster.
From a consumer perspective, sustainability is
important, but there is limited unprompted
awareness and knowledge of the MSC brand. The
strength has been B2B, where MSC holders
particularly from Canada and Maine have promoted
this as a way to help grocery and other buyers prove
that they have strong CSR and sustainability practises.
Maine lobster uses other triggers to create an
impression of sustainability. Symbols and signals like
‘Wild Caught’ and ‘Humanely Harvested’ are used to

boost the sustainability credentials.
In 2018 Orkney withdrew from the full MSC
assessment process, so it no longer holds the
accreditation. How the UK grocers will respond is not
yet clear, but it could clearly impact their business.

Table 18. Examples of Third Party Certification Providers
Website: https://www.msc.org
Key Message: “Wild, traceable, sustainable: the blue fish label is only applied
to wild fish or seafood from fisheries that have been certified to the MSC
Fisheries Standard, a science-based set of requirements for sustainable
fishing”.
A certified sustainable source: Each MSC certified fishery has been
independently assessed on its specific impacts to wild fish populations and
the ecosystems they're part of.
Handled with care: All along the supply chain, from ocean to plate, MSC
certified fish and seafood is separated from non-certified. It is clearly labelled
so it can be traced to a certified sustainable fishery.
Trustworthy: Regular DNA testing has shown that MSC labelled products are
correctly labelled. So, you can trust that the fish is what its packaging or
menu says it is.
Credible: For over 20 years we’ve worked with scientists, fisheries, seafood
producers and brands to develop our standards and promote sustainable
fishing. The MSC is the only wild-capture fisheries certification and ecolabelling program that meets best practice requirements set by both the
United Nations Food and Agriculture Organization (UNFAO) and ISEAL, the
global membership association for sustainability standards. In March 2017,
the MSC became the first global seafood certification program to be
recognised for rigour and credibility by the Global Sustainable Seafood
Initiative (GSSI).
Website: https://www.rspcaassured.org.uk
Key Message: ““The RSPCA welfare standards cover all aspects of the fish’s
lives, including health, diet, environment, care and handling”.
Trustworthy: RSPCA Assured assessors and the RSPCA’s farm livestock
officers check that the RSPCA welfare standards are being met.
Credible: The RSPCA Assured label makes it easy to recognise products from
animals that have had a better life. Recognised by the government as a
higher welfare scheme. Animals must be given enough space to move
around, a good diet, be comfortable and things to do so they can exhibit their
natural behaviours. In 2019, RSPCA Assured (previously Freedom Food)
celebrated 25 years of improving standards.

35

Holderness Coast Lobster Project ‘Operation Pincer’

2.4 Enhanced Welfare

Welfare refers to all the activities involved in handling
lobsters from trap to the end consumer whilst alive. Its
role in value is twofold:
• Ensuring that the product is handled to ensure its
health and wellbeing – “treat it like an egg” (Nova
Scotia). The key benefits are a reduction in
mortality rates, less physical harm (lose of claw etc.)
and stress (which can reduce blood protein levels
making lobster unsuitable for shipping to the Far
East).
• Welfare standards may form part of the certification
process which unlocks access to certain markets.
Again we found firms that had invested in ensuring
quality via welfare and used this to support their
business and brand activities. Achieving welfare is
based on investing in equipment, creating handling
policies and training all those who come into contact
with live lobsters in how to “treat them like an egg”.
Table 19. Key Components in Welfare Management
Treat like an ‘egg’ – from harvesting to final
consumer
Hygiene levels in storage tanks – quality of water
filtration
Number of lobsters in each storage tank, gender,
active, banded
Ambient conditions (temperature / lighting levels)
Time length in storage (function of storage system
used)
Method of death - movement to ban “boiling”
Further reading:
• https://animalstudiesrepository.org/cgi/viewconten
t.cgi?article=1262&context=animsent
• https://www.novascotia.ca/fish/licensing/lobsterpr
ot3.pdf
• https://www.pfhcb.com
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CASE EXAMPLE #6
NOVA SCOTIA SEAFOOD – A COMPLETE APPROACH
TO WELFARE & QUALITY

A behemoth in the global lobster market, Nova Scotia
Seafood (NSS) is a government body that supports the
seafood industry in its global expansion and has
developed market leading welfare approaches. Nova
Scotia exports c. $1bn (Canadian) in seafood to more
than 75 countries. A strong brand presence is
underpinned by wide ranging welfare practices, which
are aimed at improving quality right through the
supply chain.
Mandatory courses are available throughout the
supply chain and NSS developed the phrase ‘treat
them like an egg’ to provide a simple message that
could be understood by anyone involved in handling
lobster at any point in the supply chain.

Treat Them Like An Egg

The campaign has had a positive effect on the welfare
and quality of lobster as well as improving the
perception of quality from B2B customers.
Mandatory training and licensing is required by
harvesters, processors, merchant that store or hold
lobsters and even buyers are not granted a permit to
purchase lobster without completing training.
Nova Scotia Minister, Keith Colwell says lobsters need
to be handled delicately, and typically they're not.
"If we can get more lobsters on the marketplace in a
better quality, we can actually increase the market
value for lobsters and help the local economies."
"Every lobster we lose not having proper handling
practices in place means we are losing revenue for the
Province of Nova Scotia and for rural communities in
Nova Scotia."

2.5 Grading & Selecting
The study identified that the grading process of lobsters is multi-staged and specific to business type. For
example, for the fishermen it begins with the inclusion of escape hatches in pots that lets undersized Lobster swim
out, this continues on-board e.g. by returning egg bearing hens back to the sea and at the quay when landed. It is
also clear that further types of grading takes place at various stages within the supply chain based on size, quality,
visual look etc. The various type of grading enables a differentiated product to be created to enter various outlets
to end consumers at varying price points. This in essence is a two stages process divided into “selecting” lobsters
to be landed and then “grading” for onward sales into the supply chain.
STAGE 1: SELECTING
The first stage is to select. Selecting is the act of choosing at catch (i.e. when bought on-board), which lobster to
land. This will be based on size, berried, gender, hard/soft shell, v-notched etc. This quantity may be determined
by license, availability, regulatory compliance and sustainability objectives.
STAGE 2: GRADING
Grading is the act of differentiating the quality of each lobster based on a set of criteria to enable price
differentiation, market segmentation, and distribution objectives to be met. In the UK grading follows a traditional
mechanism. This includes criteria such as size, weight, and visual appearance (crippled, colour, hard/soft shell,
meat content). American and Canadian producers and some UK producers use blood protein testing to assess
viability of ‘live” for longer term storage and onward long haul distribution, enabling them to enter new markets
which are at great distance with a high quality product. For example, please see:
http://aquaproduction.ca/lobster-blood-protein-tutorial/
Selecting and grading are key activities that unlock value from harvested lobsters. Much can be learnt from the
way elements of the Canadian lobster industry select and grade through the use of SMART processes to
differentiate their product to access different market segments.
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CASE EXAMPLE #7 CANADIAN SELECTING AND GRADING
The study identified that the global lobster industry
varies in types of business practices, but it is
increasingly traveling in the same direction. There is
increased Investment in the practices highlighted in
this report which is adding financial value to firms
outside of the Holderness fishery. A number of
implications arise from this:
The researchers held interviews with a range of key
players involved in the Canadian lobster industry. This

processing into value added products. This can be
ingredient based, tails or frozen. The remaining
lobster is “blood protein tested” to evaluate “life
viability” of each lobster relative to the needs of
different market locations and customers types.
Through discussion the company broadly divides the
market into four levels based on the quality of the
lobsters and the market they are targeting for selling.
Additionally they store large quantities of lobster for
sale at premium periods when supply is low and
demand is high, this can generate up to 100% increase
on the value of the lobster.
Blood protein levels of 10-12 means that they can be
held for long periods of time and will survive a long
shipping process where the lobster may be in a box
for up to 4 days. Lobsters with medium blood protein
levels will be sold within North America and low blood
protein levels will be sold locally where they will be
consumed quickly or they will be sent for value added
processing. Low blood protein levels is linked directly
to mortality rates and these lobsters will not survive
in a holding system or shipping.

included owners of lobster businesses, key players in
Government, industry bodies and the Marketing
Director and the Science Officer of a leading global
Lobster and shellfish company based in Nova Scotia.
It is clear from these interviews and further evidence,
that a significant amount of selecting and grading is
carried out to maximise the return on the harvested
product. The initial selection will involve taking lobster
that is visually unsuitable for a premium product (size,
weight, appearance, limbs etc) and sending this for
DIAGRAM 4. EXTRACTING MORE VALUE FROM THE CATCH
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HIGH PRICE / QUALITY MARKETS

VALUE ADDING PROCESSING

Testing for blood protein provides a numerical value
that when used with other quality indicators can help
determine the viability of a lobster for medium to long
term storage and export. The numeric scale is used to
differentiate each lobster so that only the very best
(most likely to survive in storage and transit) are either
retained in storage to realise a higher market price or
exported to premium markets such as cruise ships or
high-end food services. The value added element
comes from the ability to work to a specification (size,
weight etc.) and to ensure lowest mortality rates which
when combined provide customers with certainty (risk
reduction). This increases the supplier’s profit margins,
whilst meeting customer expectations. In turn, this
provides a platform for repurchase and for relationship
development between lobster sellers and their
customers.

Value added processing facilities take lobsters with
the lowest protein scores that are otherwise viable
which are then frozen using various techniques.
These lobsters provide the low price low quality
frozen in water “popsicles” for retail. Better quality
lobsters tend to be flash frozen enabling higher prices
to be gained compared to popsicles. NB: there is a
category of processing (HPP lobster – High Pressure
Processed) which exposes the lobster to high pressure
as a means to separate the meat from the shell in its
raw/uncooked form. These are sold at a premium
price into food service and are considered as specialist
application of processing.

“SMART grading is a core process to realise
additional value from the catch.”
REGIONAL MARKETS
Blood protein testing also facilitates market
differentiation and segmentation in other ways in
addition to creating premium products. For example,
in Nova Scotia they contend with having to transport
their product over large distances both within Canada
and to the USA, which are the 2nd and 3rd largest
countries in the world. Keeping lobster alive over great
distances enables market penetration.
LOCAL MARKETS
Lower scored lobsters which are not viable for storage
or long haul into Asia/Europe can realise good prices
locally, but less than for those targeted at the premium
end of the market. Lobsters for local markets score
lower on blood protein tests, but are also still viable,
(visual, size, limbed etc). They are unlikely to survive
short distance transportation and need to be
consumed soon after catch. Such lobsters are typically
sold into foodservice, local grocers, and direct to retail.

HPP and other
processing (including
final products like
ready meals) allows
lobsters that would
not be of a quality to
sell as a “whole” to
realise higher market
value as “parts” or as ingredients for other food
offerings. This may be in the format of tails, or
knuckles which provide ingredients into ready meals
e.g. “Lobster Mac”. This is a growth area and one
seen as a means to leveraging extra financial value out
of what historically would have been a waste or low
value product.
GRADING CONCLUSION
Product assurance, which stems from the practices
and procedures used from catching to end user are
central pillars in securing financial value for differing
quality levels of lobsters. Other factors provide a
“halo” to these, including: product availability during
high demand period in desired volumes, proven
sustainability, traceability (MSC or similar certification
may be critical to sell to certain markets), robust
labelling to show location of origin and compliance
with regulatory controls (including customs and excise
for exporting) that help remove actual and potential
for illegality.
Using SMART grading via blood protein testing is
increasingly used as a means to both assess quality
and the likely viability of lobsters for longer term
storage or long haul export into growing markets. For
the HCF to adopt blood protein testing requires
investment in equipment to test lobsters and changes
in process. However it should be noted that SMART
grading is only one activity required to enable HCF to
sell into lucrative export markets.
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2.6 Storage
The ability to store live lobsters is a significant value
driver. The study identified three forms of storage:
Table 20. Storage Types
Short-term
Medium-longer term
Farming
SHORT-TERM HOLDING
Short-term holding is from landing to quay and then
onward distribution. This may be for a matter of days
to a few weeks to build up stocks to ensure distribution
efficiency and cost viability and for order fulfilment.
The majority of storage in Holderness can be
categorised as short term with limited ability to store
beyond a few weeks and with low capacity (when
compared to other UK suppliers and oversees
companies). The facilities tend to utilise concrete and
/or plastic basins filled with cool seawater where
lobsters (claws bound) freely roam.

MEDIUM TERM – LONGER TERM
This performs similar functions to the short term, but
with the ability to extend the viable time length that
live lobsters can be stored for without quality
degradation or mortality occurring at a significant level.
This may use concrete basins or some form of holding
tanks which may store the lobster immersed in water
or in crates which have water pumped through them.
The aim of medium storage is to move the lobsters into
a dormant stage by reducing ambient temperature. In
addition the success of medium term storage requires
only healthy lobster (SMART graded) to be identified
prior to storage and the use of a high quality water
filtration system.
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Such systems are the norm within the US and
Canadian industry and examples can be seen in other
parts of the UK. The key benefits are ability to build
stocks for specific order fulfillment such as the cruise
line industry, hold to achieve better prices, and hedge
to cover short falls in daily supply because of for
example poor weather or other factors that prevent
fishing. It also supports more developed business
activities which the immediacy of short term storage
negates.

‘FARMING’
There is growing interest in ‘farming lobster’ to maximise its financial value and this has mainly been evidenced
with warm water/spiny lobster in countries where farming crustaceans is popular.
Through interviews, this study found that ‘farming’ of cold water, Homarus gammarus/European lobster is
emerging to maximise the financial return from the catch and build stock for the busiest/highest price periods
throughout the year. The farming tends to include storage activities that replicate the type of natural
environment Lobsters live in. This is being done in Norway and in Orkney where lobsters are purchased at the
lowest price point and then effectively ‘farmed’ (provided with an environment and food where they can grow) for
sale when the market is at the highest price.
CASE EXAMPLE #8 ORKNEY ‘LAGOON’

Based in Orkney, a company acquired a small, disused
salmon farm, located in a former quarry in close
proximity to the sea on the tiny island of Land Holm.
The quarry replicates the water and terrain conditions
of the local sea area and is protected from strong
winds and storms etc. by high walls. The proximity to
the sea means that fresh seawater can be cheaply
pumped into the quarry over night, when energy
tariffs are very low, providing a natural and clean
environment for the lobster. The location of the
‘lagoon’ is next to a site for the Orkney Shellfish
Hatchery, which was being rebuilt in 2018 as a
commercial research centre for shellfish and farming.

O’Fish Shell, a shellfish merchant, lease the quarry,
which can hold in the region of 15 tonnes of lobster.
The business model is simple, they buy female
lobsters early in the season (August to September)
when prices are at their lowest and to keep them until
prices spike for Christmas demand. Typically, they will
be buying soft-shell lobster, which is the cheapest and
will fed them with discarded soft-shell crab and other
feed that the merchant cannot sell.
When the company needs to access stock to sell, they
use traditional lobster pots and then drain the quarry
to obtain the remaining lobster.
While this has many positives as a storage method, its
viability is based on the availability of a suitable
storage environment, access to seawater, cheap
lobsters and low cost feed.
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2.7 Transportation, Logistics &
Distribution
Earlier in this report, we presented Diagram 2, which mapped the UK lobster supply chain, highlighting the main
influencers and stages that a lobster may go through from the time it is caught until its final consumption. At each
point in the supply chain, value is added. The report highlights that the majority of this happens outside of the
Holderness coast region.
This report presents the lobster industry as a truly global food sector. It is impossible to view any single point of
supply without viewing the wider industry. As demand has increased for lobster from countries with a growing
middle class, logistics and transportation have evolved to deliver high quality product in various forms to
customers across the globe. Diagram 5 shows a detailed view of transportation of lobster from UK catchers to the
various points across the globe.
This diagram highlights once again how value is added outside of the region, both in the UK, Europe and across
the globe. A considerable amount of lobster sold to UK and EU distributors in shipped to other markets at a
premium. The HCF will benefit from developing logistics and transportation to enable it to reach some of these
markets directly and retain more of the value generated.
DIAGRAM 5. MAPPING UK LOBSTER TRANSPORTATION
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Transportation describes the activities involved in
moving the lobster from the harbour through the
supply chain to the end user along the routes
highlighted in diagram 5. In this it performs the
following vital functions:
Table 21. Key Functions of Logistics
Cost efficiency
Time efficiency
Keeping lobster live/reducing mortality
COST EFFICIENCY
The first function is to move the lobster in a cost
efficient way through the supply chain. In terms of
European lobster, Bridlington has traditionally scored
well in this measure as it has high volume, which
means a single collection point and maximising space
utilisation of vivier systems, which are used to
distribute lobster to Europe. Viviers are effectively
aerated water tanks in a large temperature controlled
trailer.

TIME EFFICIENCY
The second function is to move the lobster in a time
efficient way through the supply chain. This means
being able to deliver lobster in the volumes required
for diverse customers at specific times. Currently the
lack of storage facilities within the HCF means that the
regions lobster industry is not fully able to supply
direct to new customers. This is a primary reason why
UK and EU distributers are meeting market demand
by buying lobster from the Holderness region and
holding it before shipping to customers when they
need it and in many cases, when the price is at the
highest, for example at Christmas or Mothers Day.
KEEPING LOBSTER LIVE/REDUCING MORTALITY

Lobsters have to be supplied “live” into the supply
chain (or processed/frozen quickly), with as little
handling as possible to reduce stress. Reducing stress
and keeping the lobster live and in good condition
during the transportation process is vital to ensure
that full value can be
realised. The approach
Globally, vivier systems are
“Significant reductions in cost can be made by utilising taken by the Canadian
used less frequently as they
and American industry
other methods.”
are costly and have poor
provides some useful
space utilisation. During the
insights into how to
research for this report,
gain efficiency within this and thus decrease the level
viviers are commonly referred to being out of date and
of mortality in a lobster consignment (see Case
inefficient, due to the fact that they are shipping large
Example #4 & #7).
amounts of water rather than lobster.
Viviers are used to deliver to UK based markets such as
Billingsgate in London, to other agents within the UK or
into the EU via ferry to markets in France, Spain, Italy
and Portugal plus others. We did not identify that the
landing agents based in Bridlington are involved in
airfreight, though others within the locality are
exporting to the Far East (China and Hong Kong). This
is via London Heathrow and Gatwick where Lobster
storage facilities support both export and import.
Significant reductions in cost can be made by utilising
other methods. This report previously outlined some
of these. In Case example #3, Lively Lobster use wax or
polystyrene boxes with frozen ‘gel’ packs as an
effective method to ensure welfare and reduced cost.
For road freight, these are shipped in a refrigerated
unit. In case example #4 (Cotter’s Ocean Products inc)
highlights that they use 14 different shipping methods
depending on the market.
Alternative methods include crates with cooled water
‘showering’ the lobster during transportation.
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The starting point is to select the very best lobsters
based on blood protein. In these cases, lobsters are
then packed into boxes with frozen gel packs, then
stacked and wrapped in plastic and finally a thermal
insulated pallet cover is used to maintain a low
ambient temperature. In Canada, the plant where
this takes place has a secure customs and excise
certified compound. Consequently, lobsters once
packed in such facilities can then be loaded straight
into a refrigerated truck to be delivered to the airport
(2 hour drive) for immediate loading onto an aircraft.
This limits the stress on the lobsters by reducing
handling and transit time giving mortality rates of
around 1% when shipping to Asian markets.

GLOBAL GATEWAY FOR HOLDERNESS COAST
TRANSPORT
The current transport used by the HCF has evolved
over a period of time. This report has highlighted the
inefficiencies of vivier transportation and alternatives
used across the world. Looking at the Canadian and
American models, it is clear that for the HCF to export
to more lucrative markets, the following is required:
• Improved UK & EU transport methods
• Improved efficiency in time from catch to loading
onto aircraft
• Investment in grading technology to ensure only the
best lobsters are selected for export to further
destinations.
While reflecting perhaps a historic picture, it seems
unusual that East Coast and Scottish caught lobster are
transported to London airports. For example, based on
best case for exporting from Holderness into Hong
Kong, delivery to Hong Kong would mean 4 hours in
storage at the quay, 7 hours in a refrigerated truck to a
London airport, 3 hours at the airport, 14 hours in flight
then time for onward distribution in Hong Kong (28
hours).

The proximity of Sheffield/Doncaster (FlyDSA) airport
to the Holderness coast, means that this is a route that
should be explored. FlyDSA has a capability for large
commercial freight aircraft and lower landing costs
compared with London, making it an attractive
alternative. Building storage facilities at Robin Hood
airport could provide at hub for viable numbers of
lobsters to be collected to gain scale for onward export
by airfreight. Further, the decrease in road transit plus
improved short-term storage would enhance the
survivability of the lobster during airfreight increasing
access to more lucrative overseas markets.
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Other fisheries in the UK already use airfreight to
access lucrative markets. For example, Orkney do not
have the volume of lobster to compete with the HCF,
so they target markets in Asia and Scandinavia, using
commercial and chartered flights. They also test blood
protein levels to ensure a quality product is delivered
into these markets.
CASE EXAMPLE #9
NORTH AMERICAN SHIPPING HUBS
Live Stor is a company in Nova Scotia, Canada focused
on live seafood storage and shipping. They have plans
to create facilities to store 500 tons of live lobster to
ship across the globe, cost-effectively.
Live Stor in partnership with LIG Assets are testing
high-tech holding facilities that will eventually be a
hub to distribute live lobster and crab. From future
hubs, they will transport into North America via
chilled road trailers and internationally via air freight
and specialised sea containers.

These facilities will be open to the North American
lobster industry to take advantage of the scale that it
will deliver. Live Stor expect that these hubs will
change the way that lobster are stored and
distributed, putting pressure on the industry to
update their practices in order to meet growing
demand for high quality live lobster, on-time in the
volume required.

PROCESSED LOBSTER EXAMPLES (1)

2.8 Processing
Processing in the lobster context can mean a number
of things. It can simply be the act of undertaken basic
grading, or more complex such as dressing a lobster
ready for sale or including lobster as an ingredient in
ready meals. These are typically sold into retail and
food services.
PROCESSING ADDS VALUE
Each type of processing unlocks a different level of
financial value. Basic grading based on condition and
size results in commodity pricing, however this is the
lowest investment in terms of cost, effort and
materials. Whereas investing in HPP or High Pressure
Processing equipment, to extract lobster meat raw
from its shell for use in premium foodservice requires a
significant capital investment.
Table 22. Main Processing Options
Type
Cost
Cooked whole
Low
Cooked parts
Low
Dressed lobster Medium
Ready meals
Medium
HPP
High (capital cost)

Value Add
Low
Medium/High
High
High
High

When looking at the table above, the value add for
cooked lobster parts can be extremely high. In many
cases, the lobster used for processing cannot be sold
whole as it is low grade, crippled or has low blood
protein levels. In traditional business models, these
lobsters would be sold at a lower price and used in
foodservice as an ingredient for dishes like paella. By
gaining access to appropriate processing, these lower
grade lobsters can be sold at a significant premium.
This also enables premium pricing for the remaining
catch as the lower grade lobster has been removed.

Raw Lobster Tails: Bridlington Morrisons £60/kg

HPP Lobster Tails: Canada £77/kg

Crab & Lobster Mac & Cheese: UK £17/kg
(less than 10% lobster)

Costs are associated with processing beyond basic
grading and requires either investment in facilities or
relationships with other firms within the supply chain.
The current situation within the Holderness coast is
that the level of processing undertaken is negligible.
Other firms take these lobsters and maximise value by
processing the lobster (either for export food services
or as ingredients).
Belle Cove Lobster to Go (NPD) using ‘waste knuckles’:
USA
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PROCESSING: OPTIONS

PROCESSED LOBSTER EXAMPLES (2)

Processing offers the following benefits:
Table 23. The Benefits of Processing
Increased financial value from the catch
Route into new markets
Flexible use of the catch
It is recommended that the HCF considers access to
processing to take advantage of the opportunities that
are highlighted in this report.
1) Develop Processing
This inevitably has the highest cost associated as
an option, but it will also provide the highest
return and maintain value in the Holderness
region. This could be done by one of the existing
players in the industry, a new player or a
collaborative approach. Funding for such
development may be supported through
Government and non-Government bodies.

Halves of Dressed Lobster (Canadian): M&S UK £63/kg

2) Third Party Processors
There are existing processors within the UK and
these will vary in experience and facilities
depending on the market they serve (e.g. raw
ingredient for food service or ready meal for
retail). Third parties can be identified and
partnerships could easily be formed. This will be
low capital cost, but this would yield a lower
overall return.
3) Retail Partnership
Retailers e.g. M&S or Waitrose are keen to
develop premium UK based products. The HCF
could work in partnership with retailers existing
processors in developing added value products
from the ‘lower-end’ of the catch. As in option 2,
this would have a low capital cost. A key benefit
of this would be to begin building a brand, linking
lobster to the region in the way that Orkney have
done with crab (see case example #10).

Lobster Thermidor (Canadian): M&S UK £78/kg

Maine Lobster Tail: Waitrose £75/kg
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CASE EXAMPLE #10 ORKNEY CRAB: BUILDING A BRAND THROUGH A VALUE-ADDED BUSINESS MODEL
Fisherman’s Society knew that
they needed to build a brand
to protect the future of their
fishery.

The Orkney Crab industry has moved from the ‘catch
and shift’ model, which typifies the business practices
of Holderness, to a value added processing one. This
was achieved through the creation
of co-op owned processing with
the capability to dress crab and
lobster, package it for retail,
mechanically reclaim meat for use
in ingredients or to sell as
white/brown meat. In addition
they have built the ability to
conduct R&D into new meal ideas.
Increasing Value
The key driver behind the formation of the co-op and
the creation of processing was to increase the value of
crab at a time when prices were low and Orkney’s
difficult to reach geographical location meant fierce
competition from the mainland. By processing the
product it moved from being commodity based, where
price was influenced by market forces, to one where
price levels could be controlled because demand for
the product became more predicable (being sold via
major retailers). The business model was strengthened
by the proactive nature of the cooperative in working
with major retailers on ways to improve route to
market, develop new and ensuring that MSC
certification was gained and maintained. The business
model was reliant on the price for crab being stable
within a certain range. This was historically the
commercial reality that allowed for considerable
business success.
Building a Brand
Historically, the price of shellfish from Orkney was
below national levels, due to the remote nature of the
island and increased logistics cost. The Orkney

47

Holderness Coast Lobster Project ‘Operation Pincer’

The Orkney Crab brand was
developed by building retail
presence in partnership with
major retailers like M&S and seafood giants Young’s.
This has been supported with marketing promotions
from the cooperative and the
regional marketing board with
Visit Orkney and Taste of
Orkney being key campaigns,
which supports provenance.
Orkney Crab is a key part of the
Orkney food and drink offering
and creates a reason to visit the
island.
The Impact of China
More recently, with the ban on selling crab in China
lifted, the demand for UK caught crab has increased
substantially. The has resulted in Chinese agents
going direct to the fisherman and offering them much
higher prices than the processing plant can pay. This
has led to a significant drop in the volume of crab
going into the processing factory, threatening the
commercial viability of the plant. For the fishing
community this is a mixed blessing. The crabprocessing factory provided a sustainable revenue
stream, and alternative routes to market. It secured
employment, which is now threatened, as is the
viability of the
cooperative itself.
However, the
“harvesters” i.e.
the boats that
catch crabs are
realising much
higher prices for
their catch,
increasing their overall profitability.
The risk is that the trading conditions which support a
much higher commodity price are based on demand
from a single country - China - that has in the past has
banned the live import of crabs because of cadmium
levels. If such a situation arose again, the price of
crab would drop dramatically. If the ability to process
is lost, there will be a significant, detrimental impact
on the local industry.

2.9 Quality
This study has identified what quality means in the context of lobsters. Understanding quality is fundamental to
build value for any lobster industry. At every point of this research, all respondents have talked about quality with
differing views of what this actually means. Competitive advantage and access to new markets can be built by
understanding how others view quality. However, a key challenge faced in this study was that quality – what it is
and how achieved - is commercially sensitive information. In some cases, this information is proprietary, because
it is foundational to their business model and it is the outcome of significant R&D and subsequent investment.
This goes beyond the definition provided by the US based TAA (Trade Adjustment Assistance for Farmers 2016)
which describe the attributes of lobster quality in terms of: High survivability in storage or transport (low shrink),
high meat yield, good shipability and good taste and texture. This is based on a shell hardness, physical injury, loss
of claws or legs, stress levels, molt cycle, nutrition etc. When these combine, the impact is to support a higher
price into the supply chain.
Quality attributes can be defined in Diagram 6 below.
DIARAM 6. DEFINING QUALITY – THE ATTRIBUTES
Drawing from best practice within the industry,
firms win by using quality as a way to compete and
create differential advantage. Quality is deeply
embedded into their organisational DNA and has
evolved over time to serve the following purposes:
Table 24. Benefits of Quality
Differentiation in a commodity market
Access to new markets
Increased value from the catch (higher prices)
Brand building
Secure revenue
The desire to be a quality based business influences
purchase decisions of equipment and the
development of improved and innovative practices
and processes. For these firms, they both respond to the evolving needs of the customer regarding the quality of
the product supplied, and invest to build their commercial advantage. This indicates that access to specific
markets will become more controlled by a select group of companies making it harder for lobster fisheries to
compete unless they too have invested in quality. In turn, these create barriers for new suppliers to entry more
lucrative markets.
The challenge for the HCF is to take the steps needed to embed quality into their activities. Some of the steps to
enhancing quality within the local industry are about how the lobster is treated from catch to landing, other steps
require training interventions in the use of new techniques, as well as investment in key activities related to
testing, storage and distribution. There is evidence that some of the HCF is moving in this direction, but
ultimately, if more value from the catch is to be captured in the region, the industry will need to develop. It is
appreciated that this will involve an investment in time, finance and support.
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2.10 Branding
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2.10 Branding

CASE EXAMPLE #11 PORTRAIT OF BRANDS

INTRODUCTION
From the beginning of this research project, many key
stakeholders were keen to explore branding to build a
strong image for the region and lobster caught off the
Holderness coast. Globally, branding is used extensively
within the lobster industry and this is reported on
numerous occasions throughout this report. Branding
supports many of the aspects of business, provides
differentiation and enables market access.
B2B VS B2C BRANDING
The majority of branding activity in the lobster market
is B2B (Business to Business) and is used as a business
enabler across international markets. There is limited
B2C (Business to Consumer) branding, but this is still
evident in retail and on a regional basis where lobster is
promoted to encourage tourism as part of the growing
trend of food tourism. This report strongly
recommends building a brand for HCF lobster in a
similar way that Orkney has developed its crab brand,
Maine is known for its lobster and Nova Scotia has
developed a strong global seafood brand.
WHY USE B2B BRANDING? – A BRAND IS YOUR
PROMISE
A brand is much more than a logo or a set of images to
promote a product or service. A brand enables an
owner to communicate what makes it different and
state a promise to someone buying it. This report
features a number of case studies focusing on lobster
businesses where branding is used to create
differentiation amongst suppliers and communicate
their value proposition to their customers.
Table 25. Lobster Case Studies Featuring Branding
#
Details
3
The Maine Coast Company – Lively Lobster
4
Cotters Ocean Products
6
Nova Scotia Seafood – Welfare & Quality
10 Orkney Crab
11 Portrait of Brands
12 Branding & Risk Reduction Strategies
13 Development of Regional Brand: Nova Scotia
14 Development of Lobster Brand: Shediac
The investment that these and other businesses have
made in areas such as processing, quality and logistics
is maximised by having a strong brand (cont. next page)
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Greenhead Lobster: Maine, USA
Positioning: Wild caught lobster – the way it should
be
Key statement/promise: ‘The Way Lobster Should
be’ — is a play on words of the State of Maine’s
official slogan, ‘The Way Life Should Be’, that adorns
signs welcoming visitors to our Pine Tree state. Our
customers can have confidence that by choosing
Greenhead Lobster, you are receiving only the very
best premium Stonington, Maine lobster to enjoy with
family and friends… just ‘the way lobster should be’….
Support: When lobsters are harvested, selected, and
shipped under the Greenhead Lobster name, only the
best will do.
Provenance: Inseparable from Maine, family business.
Caught by local fishermen, delivered daily to the dock.
Quality: The cold clean water of Penobscot Bay is the
perfect environment for producing the sweetest
lobster.

Maine Coast Lobster: Maine, USA
Positioning: LIVELY Lobster (an initialism for Location
Innovation, Experience, Lobster, You).
Key statement/promise: The world loves lobster, and
we’re setting the standard with the Lively Lobster™
from Maine Coast. We’ve spent our whole lives
around these cantankerous crustaceans and know
how to keep them healthy, hearty and happy. We
know lobster, it is our passion, it is in our blood.
Support: Experience, state of the art facilities, testing,
holding and shipping across the globe. MSC.
Provenance: Inseparable from Maine.
Quality: Testing and holding. State of the art facilities,
innovation in distribution.

(cont. next page)

The brands featured in this report are using B2B
branding to help create a reason to purchase and build
confidence in their product. B2B branding is also used
to create a story and build a strong brand image to
command a higher price. The following table highlights
the main reasons to use B2B branding for the HCF:
Table 26. Key B2B Branding Benefits
Identify the supplier/region
Business protection
Signify quality
Create barriers to competition from other
supplying regions
Secure a price premium
Communicate a difference
Communicate the promise
Create cohesiveness in the HCLI
Improve perceptions
Build loyalty
Increase marketing & new market effectiveness
Makes purchasing easier for customers
SME’s often believe that branding is just a logo and a
graphical identity. Such businesses know their existing
customers needs and in commodity sectors they can
believe that customers are only interested in price.
Branding is often overlooked because of the pressure
of running a busy, successful business leaves little time
to develop the assets required.
Identify the supplier/region
As illustrated in case examples #11 on this and the
previous page, the majority of lobster B2B branding
identifies a location and/or a specific supplier. The HCF
has substantial and important stories to offer its
audiences. The geography and topography is unique,
creating a different environment for lobster. The
harvesting of lobster is traditional, with a long history
of people and families who are still involved in building
the next generation. Lobster can be sourced from
many different places around the world, but there is a
difference in location and the point of harvest and this
is important to many buyers.
Business protection
Strong branding can protect a business from many of
the threats that exist in a marketplace. In the case of
Orkney Crab, the cooperative are able to maintain their
listings with retailers, even when prices are rising as
they have a recognised brand. In the case of Nova
Scotia Seafood, they have developed their brand to
protect the region’s sales, even though lobster can be
purchased from many places in Canada and
neighbouring Maine. (cont. next page)
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CASE EXAMPLE #11 PORTRAIT OF BRANDS (cont.)

Clearwater: Nova Scotia, Canada
Positioning: Premium quality, wild, sustainable
seafood.
Key statement/promise: Our focus has always been
to provide premium quality, wild, sustainable seafood,
second to none. We will always strive to find new and
innovative ways to serve our customers and
responsibly harvest shellfish – but you can rest
assured our focus will never change.
Support: Ocean to plate proposition, with best
practices and innovation at every point.
Provenance: Being a global business, provenance is
not as strong, but a clear link to the sea and managing
the precious resources.
Quality: ‘Not all seafood is created equal’, the
Clearwater way ensures sustainability and quality
through grading, SMART science and cutting edge
holding, processing and distribution.

Tangier Lobster: Nova Scotia, Canada
Positioning: The best of the best lobster exported
around the globe. “Love at first bite’.
Key statement/promise: We are in the ‘relationships
business ’ (we just sell lobster on the side). It is our
relationships with suppliers and clients and service
providers that drive our business successfully. If we do
the right thing by those key relationships, everything
else falls nicely into place.
Provenance: Caught locally, enjoyed globally. 21
countries from a tiny village of 176 people on the east
coast of Nova Scotia. A little piece of heaven with a
seafood product to go along with it.
Quality: Variety of holding, testing and shipping
methods to provide lobster all year round. Tangier
also use the term ‘lively lobster’.

Nova Scotia recognise that they are part of a global
industry and that they need to provide reasons for
customers to buy lobster from Nova Scotia rather than
other locations.
Create barriers to competition from other supplying
regions
Branding is used to create barriers in the industry. If
each lobster region and supplier are created equal,
then market dynamics take control and it becomes a
commodity market focused on price. This report
explains all of the aspects, which create value in the
market, but without distinct branding, the benefits of
building value through activities like testing, holding
and improved logistics are not fully realised.
Companies supplying lobster into Asian markets,
communicate their value through their branding
activities, which makes it difficult for other generic
companies to enter. Buyers expectations are high and
branding helps to provide confidence and remove risk.
Secure a price premium
The researchers met many companies who have been
single minded in reducing their exposure to the lower
priced/commodity sector of the lobster market. They
have built strong brands and targeted more premium
buyers to secure higher prices. This was the challenge
set by the HCF when this research project started ‘sell
lobster at higher prices’. Branding reinforces reasons
why buyers should be paying more for lobster from
some suppliers than others.
Communicate a difference
In a commodity market, differentiation is difficult, but
not impossible. Branding in the lobster market helps to
communicate differences. In many cases, these are
stories, some of
which are
communicated in
Case Example #11.
Tangier Lobster for
example
communicates a
difference based on
geographical location, family values and the people
who are involved in the industry. This is underpinned
with quality and a guarantee that customers will
receive the best, healthiest and liveliest lobster. The
Holderness region is like no other and has a host of
stories that can create a difference.
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Communicate the promise
If the heart of branding is to
communicate a promise, then
this is done in many cases by
some of the leading regions and
suppliers. In Case Example #13,
we feature the story of the new
Nova Scotia (NS) Seafood brand
from our interviews with the NS
Government and their branding
agency. Faced with a competitive
generic marketplace the NS Government support
sales of Nova Scotia seafood across the globe. Their
promise is that the ocean is a way of life, the catch is
always fresh and it’s a difference you can taste. “This
is Nova Scotia. Pure.”
Create cohesiveness in the HCF
Branding can help to ‘pull’ people and business
together, to fight for a common cause and to build
success. The Maine Lobster
Marketing Collaborative for
instance means that Lobster
harvesters, dealers and
processors work together to
grow demand, both for whole
live lobster and a variety of
value-added products. They
promote the core values of
the Maine Lobster industry, which are sustainability
and traceability that’s deeply rooted in tradition. They
support one of the largest lobster festivals and they
have a brand that they are proud of to unite behind
with common objectives.
Improve perceptions
The global ‘perception’ of the HCF is not particularly
strong, but it is renowned within the industry as being
a location for high volume of
European lobster. From a
consumer perspective, there
is no awareness that lobster is
landed in the Holderness
region (evidence from Focus
Group research in section
3.2). Branding can improve
perceptions by communicating
value to customers and stakeholders.
One example is Shediac in New Brunswick, this small
town (20.8m2) with a population of 7,184 has
positioned itself as the ‘Lobster Capital of the World’.
Shediac is a lobster processing town and a tourist
destination in competition with many locations in
Atlantic Canada. Branding has helped improve the
perception of this town, which lacked some of the
tourist assets of other locations, but it has a unique
proposition, which is lobster centric.

Build loyalty
Just as the Tangier Lobster company has recognised,
suppliers of lobster are in a ‘relationship’ business. The
HCF has many examples of strong, long-term
relationships, which have been the foundation of
successful business in the region. One of the key
strengths of the landing companies is how well they
have developed and maintained these crucial
relationships of many years. Branding can help to
communicate the value and benefits of dealing with
the HCF with new buyers and new markets.
Increase marketing & new market effectiveness
Strong branding creates a central idea for marketing
activities, so that a region and its businesses can speak
with one voice. This improves marketing effectiveness,
as communication is consistent and focused around the
key differences and stories of the region, in effect, the
reasons to buy. Entering new markets can be more
effective with branding as companies have something
to communicate to new customers who may have high
expectations. It is noticeable when visiting Seafood
Expo’s that some regions and companies have strong
branding and this attracts new customers, whereas
those suppliers with limited branding and marketing
attract fewer visitors, as they are working harder to
communicate any differences.

Makes purchasing easier for customers
Purchasing from a new supplier involves risk. Strong
and consistent branding can help to improve
confidence and reduce risk in building new
relationships. The cases outlined in this report feature
companies and regions that have supported their
brand with web, video and other marketing ‘collateral’
with the aim of taking away the feeling of risk and
improve moving potential customers from a prospect
into one that is willing to try a new supplier.
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CASE EXAMPLE #12 BRANDING & RISK REDUCTION
STRATEGIES
Leading lobster suppliers understand that buyers face
risks when deciding to work with a new lobster
supplier. The risk reduction strategies which include
holding, SMART grading and tailored logistics are built
into their branding activities. In this case example, we
review some of these.
Tangier Lobster – Nova Scotia, Canada
Tangier include detailed information on their website
http://www.tangierlobster.com about quality and
logistics as they position themselves as ‘Canadian
Specialists in Live Lobster Export for the International
Marketplace’. They explain that they have
experienced staff and have 30 year relationships with
lobster harvesters. Tangier describe their lobster
grading and
quality control,
relies upon their
instincts and
experience in
addition to the
increasing use of
applied science. A database of protein analysis is
maintained for all purchase lots to support and assist
their daily decision-making. Finally Tangier use video
assets to bring this story to life. One example is a
Q&A video developed to answer typical questions that
customers have. https://vimeo.com/201522832
Lobsters R Us – Nova Scotia, Canada
‘Efficiency. Traceability. Premium Product’ is Lobsters
R Us mantra. Their facilities have been developed
making energy efficiency a top priority for
environmental purposes. An efficient data system
and scanning process
allows complete
traceability of Lobster
‘from the bottom of
the ocean, through
the sorting and
grading process, to
storage and shipment
and to its final destination’. Lobsters R Us website
(https://www.lobstersrus.ca/the-process) clearly
explains a thorough sorting and grading process,
before blood protein testing. This dictates holding,
which for the strongest lobster will be up to 4 months.
Customers are reassured that they are buying a high
quality, traceable product. Additionally that volume is
available as the supplier communicates that they can
hold up to 450 tons of live lobster at their facility.

CASE EXAMPLE #13 THE DEVELOPMENT OF A REGIONAL SEAFOOD BRAND: NOVA SCOTIA

Introduction
Nova Scotia is one of the largest seafood exporters in
the world, but it recognised that this market,
particularly for lobsters is becoming increasingly
competitive. Atlantic Canada is well known for its
lobster, but as Fisheries and Aquaculture Minister Keith
Colwell said “We realised sometime ago we have to
have a unique brand for Nova Scotia”. They
understood that to build and protect their business,
they needed a strong B2B brand that communicated
something about their province and not the whole of
Canada.
Communicating a difference
In developing the brand, the regional government
wanted to build on the platform of Canada, with its
positive brand associations but also communicate a
difference. This is the
premium quality of Nova
Scotia seafood,
inextricably linked to its
place of origin and
perceived sustainability, so
they purposefully
designed a logo that
strongly tied the brand to
Nova Scotia – in
geography and spirit. The cold seas of the Atlantic are
seen as wild, untouched and pure, all of which are
important, particularly to Asian customers. Nova
Scotia is perceived to be welcoming, friendly and
trusted, which would be reflected in the brand.
Building value
The Nova Scotia seafood brand is more than lobster.
The regional Government wanted to build the value of
lobster and not just sell more (catch less, sell for more).
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The brand would be supported by policies and
training for everyone involved in the seafood industry.
This includes harvesting, handling, grading, holding
and logistics. In Nova Scotia, even buyers of lobster
are required to hold a licence showing that they have
the training to look after live lobsters.
More than a logo
Nova Scotia is remote and relies on the sea for a
considerable amount of its trade and industry.
Therefore a new logo was developed which plays on
the geographic location 45º North 63º West, which
are coordinates that fall squarely in the province.
Research showed that Nova Scotia was well known,
but not visited widely and there was some mystique
about the location (much like the Holderness coast).
The new logo builds on this mystique and ‘pure’
nature of the region.
International expansion and new
markets
The new brand has reinforced the
quality proposition of Nova Scotia in
developing internationally in new
markets. The brand launched in
China at exhibitions and working
with new customers to find
innovative ways to market, including a partnership
with the biggest online retailer in the world, the
Chinese ecommerce company Alibaba. Nova Scotia
began to work with partners in China to improve their
handling, holding and processing. Initial feedback
from the brand launch in China has been positive,
with customers identifying more positively with Nova
Scotia lobster ahead of Canadian lobster, which was
one of the planned outcomes of the new brand.

CASE EXAMPLE #14 THE DEVELOPMENT OF A LOBSTER BRAND: SHEDIAC, CANADA

Shediac is a small lobster processing and seaside town
with a population of 7184. It competes locally and
regionally as a seaside
destination with numerous
other resorts in New Brunswick,
Prince Edward Island and Nova
Scotia. Whilst it has an
attractive sailing club and
working jetty, it lacks many of
the natural resources that
Atlantic Canada has.
With fierce competition for tourist dollars, it has built
its reputation on lobster. Lobster and lobster themed
activities creates a central reason for tourists to want
to visit Shediac.
Shediac is the regions largest Lobster processing town.
However, it only has two boats actually fishing and
landing lobster, requiring it to source lobster from all
over Atlantic Canada for processing and selling in North
America and exporting overseas.
Shediac has positioned
itself as the Lobster
Capital of the World,
hosting an annual week
long lobster festival
which is now in its 70th
year, transforming the
whole town into a giant
lobster-fest with
numerous lobster
themed events and
activities. Shediac is
Lobster centric, with an
abundance of Lobster
themed signage, food stores, tourist souvenir shops,
restaurants and Lobster themed street furniture (bike
racks, gates etc). Visitors are in no doubt that Lobster
is the reason to visit Shediac compared to other
neighbouring seaside towns.
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As you approach the outskirts of Shediac, it is clear
that Lobster is central to the town and the experience
of visitors. You are
immediately greeted with
Lobster themed welcome
signs and an impressive
lobster sculpture built in
2009. It is claimed that
this sculpture is the
‘Worlds Largest Lobster’,
at 11m in length, 5m in
width and 5m in height, it weighs around 90 tonnes.
A staircase has been erected to allow visitors to climb
up on to the monument to have their pictures taken
(driving online word of mouth through social media).
Bus tours also bring visitors to this location which is
surrounded with tasteful seaside and lobster themed
souvenir stores, shops where you could buy lobster to
take home and lobster rolls to eat. The immersive
experience of this area includes a kids play park and a
small lake where there are canoes and paddle boards
to hire for trips.
The simple message that Shediac is essentially lobster
is impossible to misunderstand. The brand has been
built in a way that is fun, engaging and unique.
Everything supports the brand, from themed souvenir
shops, food and restaurants to the celebration that is
the Lobster Festival, this is one town that has built a
lasting legacy on the product that sustains it… lobster.

BRANDING RECOMMENDATIONS
If the HCF is to benefit from the value added
recommendations made in this report, creating a
differentiated B2B brand is essential to build a
sustainable and successful future.
The research and the report highlight how regions and
companies around the world are using B2B branding to
differentiate and create meaningful brands that help
them access new markets and gain a premium price.
Core brand building activities are listed in table 27.
Table 27. Key Branding Recommendations
Develop brand identify for the HCLI
Agree a name and logo to be used for B2B
marketing
Develop brand guidelines
Develop web and video assets
Develop display material for exhibitions and trade
fairs
Develop and maintain social channels
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2.11 Barriers to Realising Value
The value analysis of the HCF in comparison to industry
best practice highlighted the gaps that currently exist
between it and its competitors both nationally and
globally. The study has highlighted the type of
development required to enable greater financial
reward (and value) to be captured by the fishery.
However, the HCF journey towards realising its
potential has to be considered in light of the significant
barriers this report has identified.
SCALE VS NICHE
Whilst the lobster fishery and landings in Bridlington
are significant, within a European and UK context they
are relatively small when compared to the Canadian
and USA industries. For example, the total UK lobster
catch is approximately 10% of the Canadian catch. The
scale of the UK lobster fishery is further diluted due to
the structure of the Bridlington industry where the
majority of landings go through three companies. This
means that the UK industry cannot compete head on
with the North American industry, which has the
capacity, capability and infrastructure to target all
market segments.
This highlights the need to compete in quality
segments via superior products in market locations
where customers and consumers have high demand for
premium, luxury products. These markets increasingly
are in Asia and the Middle East, requiring the ability to
export sufficient volume for scale to be gained. The
ability of the HCF to take ownership of exporting to
these markets requires the industry to find ways to
create scale either through amalgamation of landing
agents, cooperative working practices or via other
mechanisms. If the HCF becomes larger in scale it
would help secure “lobsters” for order fulfilment.
Additionally, such increases in scale and capacity for
order fulfilment would ensure the enhancement of:
commercial capabilities, investment into longer-term
storage and access to airfreight.
From, a business development perspective the level of
volume available for export indicates that the HCF
should seek to compete as “niche” supplier. The
distinctive characteristics of blue lobsters and their
relative scarcity in a global context, suggests that a
niche market entry strategy would be worth further
investigation.
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For this strategy to generate similar returns or even
enhanced revenue streams would require investment
and development of alternative business activity. It
would also need to be supported via marketing and
branding to reinforce distinctiveness and scarcity to
enable segmentation, targeting and positioning to
take place. It was notable that at exhibitions, many
North American lobster suppliers are trying to pursue
niche strategies as they try to realise higher prices.
COMMERCIAL INFRASTRUCTURE AND
ENVIRONMENT
The type and level of investment seen in the American
and Canadian industry has created up-to-date and
state of the art businesses Typically these businesses
operate close to the quay in purpose built factory
units to facilitate processing, testing, storage,
packaging, onward logistics and export. This situation
provides significant advantages in relation to quality
control, reducing stress, order fulfilment and cost
management. The situation in Bridlington, which is
not atypical of the UK, is significantly different. The
industry has to operate in comparison to its foreign
competitors, with ageing infrastructures, difficult
transportation access and limited space. These
factors impact the industry making it difficult to
achieve the same type of business outcomes as the
‘best in class’ competitors from overseas. Given the
physical restraints that exist within the physical
environment and quayside operations in Bridlington,
viable alternatives for moving processing (testing) and
storage off site should be given serious consideration
if additional quayside space cannot be found.
SKILL SET AND COMMERCIAL ACUMEN
HCF businesses are highly capable entities, successful,
with considerable industry knowledge, established
relationships and commercial insight. The success of
the UK industry in part is that it emerged at the same
time as demand for lobsters on a global scale began to
increase. The industry faced two important market
conditions:
1) Growing demand
2) Limited (global) supply, particularly for
European lobster
These markets conditions are still prevalent, but the
skill set of the global industry has evolved to embrace
a wider set of commercial capabilities to meet the
demand of sophisticated global buyers. While the
existing HCF skill set is fit for purpose providing
establish trading conditions remain unaltered, they
limit the ability of the industry to evolve to compete
on a global basis. This indicates a skill and knowledge
gap, which needs to be addressed to ensure the longterm sustainability of the industry.

VALUE REPORT
PART THREE: UNDERSTANDING UK CONSUMERS
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3.0 UK Consumer Market

INTRODUCTION
To understand the UK Consumer market, we carried
out 360O degree research project to gain a complete
picture of consumers attitudes and market
development opportunities within the UK. (See table
28 for data sources.)
Table 28. Key UK Consumer Market Sources
YouGov national survey
Consumer focus groups with ‘foodies’ in London &
Leeds
Data and interviews with major seafood brands
Kantar Worldpanel data from UK retail
Interviews with retail, foodservice and UK agents
Mintel data
Seafish data
British consumers eat more lobster than was initially
expected. The retail market through supermarkets is
worth £5.2M (Kantar 2019) and the food service
market at wholesale is estimated at approx £28M.
KEY CONSUMER INSIGHTS
• UK consumers enjoy significantly more lobster in
restaurants than is eaten in the home.
• Restaurants serving lobster are perceived as being
of higher quality than other restaurants. They are
‘destination’ eateries for dinners where lobster is
perceived as ‘top of the menu’.
• UK consumers enjoy lobster as a treat. It is a healthy
way to indulge compared to other luxury foods.
• Lobster is inextricably linked to holidays and the
seaside, as a treat and part of big celebrations e.g.
birthdays and Christmas.
• Price is perceived as a barrier that prevents
increased consumption, followed by difficulty in
cooking. However, foodies are less concerned about
price as it is a luxury reward/treat purchase.
• Consumers are concerned about where lobster is
sourced and if this is done ethically.
• Lobster is a ‘forgotten’ ingredient; it lacks visibility,
availability and media coverage. Foodies love it, but
it is not always top of mind.
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• To encourage increased consumption
improvements in format and availability would
help to improve visibility.
• UK lobster in supermarkets would be attractive.
• Lobster is a classic dish, not trendy. It lacks
presence on social media and with celebrity chefs.
Online/apps are where foodies look for inspiration.
• For ‘foodies’, more involvement from celebrity
chef’s, online influencers and social media would
encourage them to be adventurous and try more
lobster dishes. Lobster in ‘90 second’ stop-frame
videos would be very helpful.
• UK consumers do not really understand the benefit
of the MSC logo, but are concerned about welfare
of lobster and provenance. Sustainability of
lobster is not considered an issue.
• UK consumers have little understanding of where
lobsters are landed and how they reach their plate.
• Connotations of Yorkshire are positive for natural,
untouched beauty and for honest, authentic food.
• Knowledge of Bridlington as a premier harbour for
the landing of lobster is absent. In fact there is
‘complete shock’ when this fact is shared.
• There is widespread concern when consumers
learn that lobsters eaten in the UK are
predominantly from Canada. When coupled with
the knowledge that lobster is landed in the UK, this
led to widespread bemusement.
• UK consumers who are foodies are willing to travel
to festivals and locations that have a strong food
tourism base. This is attractive for lobsters.
• There is a lack of awareness of lobster pricing,
consumers undervalue lobster based meals. A
campaign highlighting the premium nature of UK
lobster would stimulate sales.
CANADIAN INFLUENCE
Canada dominates the UK consumer market,
supplying most of the £34M of lobster imported into
the UK. Most of the lobster used in food service is
from Canada, including live lobster for The Burger and
Lobster chain, that imports 1 million live lobster into
the UK each year to sell in its 9 restaurants in London.
In retail, the North American influence is widespread
with the majority of lobster (whole, part, processed
and frozen) being from Canada. The frozen ‘popsicle’
style, which typically sells around the £5 mark in
retail, has damaged UK consumers view of
supermarket lobster as they are often full of water,
over cooked and low in flavour. From an industry
perspective, Canadian lobster companies and the
Lobster Council of Canada are ‘embarrassed’ that this
type of product is sold as it undermines the quality
image of Canadian lobster.

3.1 UK Consumer Data – YouGov
National Survey

31%

A national representative sample of UK consumers were sampled. This was to
Of the UK population
provide an overview of consumers usage and awareness of lobster. Following
this, in-depth consumer focus groups provided deeper insights into influences
have eaten lobster
and motivations in the consumption of lobsters. The national data gives an
overview, but must be understood in conjunction with the focus group data as
this targets consumers who see themselves as ‘foodies’, the main target for luxury food items like lobster.
UK lobster consumption
31% of the UK population have eaten lobster, but it is not a regular dish in their repertoire. When we asked people
that have eaten lobster “how often”, the vast majority eat lobster less than once every 6 months. This is expected
for a luxury item, importantly the overall number of consumers eating lobster indicates a healthy marketplace.
Restaurants ‘rule’ when it comes to eating lobster
The chart below highlights the dominance of restaurants/foodservice when it comes to the consumption of
lobster in the UK. This strongly suggests that to penetrate the UK market a focus on foodservice should be a
priority, supported by B2B brand activity.

Holidays, seaside and celebrations are key eating occasions
Whilst just under 30% of UK consumers who have eaten lobster don’t link it to a specific occasion, many others do.
The ‘seaside’ and ‘being on holiday’ are the two main occasions linked to eating lobster where it is seen as a major
treat, part of their seaside/holiday experience. Celebrations and birthdays are also key occasions.
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UK perceptions of lobster
Amongst adults who eat lobster, the main perception is that it is a luxury item, consumed as a special treat (65%).
Whilst, 33% suggest that lobster is too expensive, interestingly the majority see price as reinforcing the luxury
nature of the product.

Consumption at home is linked to occasions and special offers
The foodservice market is estimated to be significantly higher than the sales through supermarkets. However,
lobster purchased for home consumption is driven primarily by being a treat (37%) and when its on special offer
(37%). Again, celebration is important with 32% of lobster eaters saying that this was a reason to eat it at home,
making lobster an important centrepiece for such occasions.

What prevents people eating lobster at home.
When considering barriers to home consumption, lobster consumers were most concerned about price and
difficulty in cooking. Price is to be expected, as it is a premium/luxury product, which is not regularly consumed.
There is some concern about quality, presumably as they have had bad experiences with poor quality lobster in
the past.
Main Barriers
Its too expensive
Difficult to cook
Ethics/caught/sourced
Difficult to eat
Worried about quality
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How to drive increased consumption at home?
As we are interested in how to increase consumption amongst existing lobster eaters, we probed factors that
would simulate increased sales.
As expected, consumers sate that lower cost will drive increased consumption. This is likely to be a conditioned
response due to heavy discounting in the run-up to seasonal occasions e.g. Christmas, Easter by multiple retailers
such as Aldi and Lidl.
Offering ready to eat (RTE) and being easy to cook are important considerations. This is because it helps
overcome the perceived barrier of difficulty to prepare.
Being on promotion/special offer is also very important. Special offer doesn’t just mean price promotion. It could
be linked to a special celebration period or part of a ‘dine at home’ offer with discounted wine.
Main Factors to Increase Home Consumption
Lower cost
If it was fully prepared (RTE)
Special offer
Easy to cook

All GB Adults Who Ever Eat Lobster
44%
35%
40%
20%

Consumption in restaurants is also linked to occasions
Mirroring earlier findings, UK adults that eat lobster in restaurants primarily link this to a special occasion (41%)
and a treat (47%). Consumers who eat lobsters are also are driven to buy lobsters in restaurants when it is on the
‘specials’ board (29%). We found in the consumer focus groups (featured in the next section of the report) that
lobster significantly improves the perception of a restaurant and these findings reinforce the benefits of
restaurants increasing lobster and lobster based meals on their menus.
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3.2 UK Consumer Data – Consumer
Focus Groups
UK CONSUMER DATA – CONSUMER FOCUS GROUPS
Three focus groups were held; two in London and one
in Leeds. Focus groups provide the opportunity to ask
more in-depth questions, test propositions, probe and
ask ‘why’ questions. We were particularly interested in
speaking to ‘foodies’. These are people who are
passionate about food, adventurous, have disposable
income and are the main target audience for premium
food ingredients like lobster.
Table 29. Focus Group Consumer Sample Profile
Gender
• Female
Socio• ABC1
economic
• (Higher income, higher education,
groups
professional jobs)
Attitudes
• Enjoy eating shellfish
• Adventurous with cooking at home
and what they eat
• Identify as ‘foodies’
• Watch food cooking
programmes/follow online food
‘influencers’ & social media
• Would not reject Lobster
• Healthy approach to food
Eating out
• Regularly eat at independent
restaurants/gastro pubs (not
chains)
Shopping
• Waitrose, M&S, Sainsbury’s at least
once a month
Interests
• Interested in provenance (where
food is grown/farmed/
produced/caught)
Attitude to food
For foodies, it is all about new tastes and new textures.
Food is an experience, mentioned numerous times,
linked to travel and the idea of experimenting. Lobster
is a major experiential food and the industry should be
taking advantage of this rather than treating
preparation and eating as a challenge. Foodies
describe themselves as ‘live to eat’, rather than ‘eat to
live’. They are adventurous with their cooking and seek
out retailers and restaurants that offer something
different. They want variety; shellfish in general offers
something ‘out of the norm’.
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What and who influences them?
Whilst cookery books remain important, their
influence is on the wane. Celebrity TV chef’s such as
Jamie Oliver and Gordon Ramsey are also important.
However, increasingly online and social media is the
big driver to discover and try new things when it
comes to cooking and eating out. The respondents
are more likely to ‘Google’ a recipe than look through
a cooking book to find one, but they need influence
and motivation to search online.
Social media sites are full of recipes, short interactive
videos and images. Foodies like ‘stop-frame’ videos,
which show them how to prepare something from
scratch. It was noticeable that when we discussed
lobster with these groups, it is not a food featured in
the online sphere, so is not top of mind or ‘trendy’.
How friends and family influence
There are two key ways in which friends and families
influence this group to try new foods, both of them
are Word of Mouth; one online and the other face to
face. It is clear however that these consumers see
themselves as influencers, and are very likely to
encourage others to try something new or visit a new
restaurant. When discussing online, the importance
of public platforms like Instagram, Pinterest and
Facebook are key; food is very ‘instagramable’.
However, none mentioned that they saw lobster,
which means that the market is not benefiting from
the boom in these platforms promoting food. Face to
face is mainly dinner parties, where foodies ‘show-off’
their culinary skills to others.
Background to shellfish/seafood
These foodies love shellfish/seafood, it is a treat and
indulgent; the ultimate in luxury. Whilst they do not
eat lobster regularly, it is mentioned spontaneously
alongside more common seafood like prawns, mussels
and calamari.
Price is spontaneously mentioned, shellfish is
expensive and they have had some bad experiences
with lobster bought from supermarkets with little
meat in it. They use price as a way to differentiate
between different quality levels. Frozen ‘popsicles’
are cheap, fresh prepared is expensive, but there is a
perceived quality gap between the two. For a special
occasion, which is mainly when lobster is consumed,
they are prepared to pay for a premium product.

Background to lobster
Not many respondents would cook a live lobster at
home, so would buy something prepared or as an
ingredient in ready to eat foods e.g. starters at
Christmas. Foodies enjoy and look forward to eating
lobster in restaurants. They buy it on holidays as a
treat, particularly when close to the sea when it will be
something that they actively seek and plan to buy.
There is an assumption that it will be fresher when
bought near the sea.
Many have tried the cheap frozen ‘popsicle’ and find it
disappointing in size, texture and taste. This comes
with experience. They agree that it is fine for an
ingredient in a dish, like lobster sauce, but that is all.
Lobster is a luxury food and something that they don’t
want to eat too much as it would lose the special
appeal. It is linked to special occasions, like birthdays,
Christmas, valentines day and of course, holidays.
Eating out/restaurants
London consumers talked about two chains that
specialise in lobster; The Burger and Lobster and The
Big Easy. These are seen as casual dining and are
bringing lobster to the masses. They talk about these
places as being busy and generally a positive
experience. The Leeds focus group were all aware of
the main restaurants that serve lobster and mention
San Carlo as the place to go, particularly for lobster
pasta and risotto dishes.

Casual eating out is a major trend and these chains
have capitalised on the theatre/experience of eating
lobster, building successful businesses in the process.
Eating lobster in UK restaurants is a destination event.
This means that when
foodies want to eat
lobster, they will select
the restaurant based
on whether it is on the
menu and how it is
rated by past
experience, friends or
online review sites like
TripAdvisor. Restaurants selling lobster are
automatically perceived as better than others and
lobster is seen as the premier ‘top of the menu’ dish.
Is home preparation a challenge?
Even amongst foodies, there is a spontaneous
conversation about boiling lobsters alive and
‘screaming in the pot’. Whilst this may not be true, it
is a perception. Stories of lobsters trying to ‘swim’
from the pot are common urban myths, they feel bad
about it, but then add ‘it tasted lovely’, so the guilt is
short lived. Foodies don’t mind someone else doing
this for them, but they don’t want to do it themselves.
Once it is cooked there is the challenge of eating,
many talked about specialist ‘tools’ that are needed.
However, as mentioned earlier in this section, this
should not be a challenge, but turned to be part of the
experience of eating lobster, which few other foods
can offer.
They would like more options for prepared lobster,
for example cooked in store and separated/shelled.
This is something that we saw in Canada and HK (live
lobsters in supermarkets where you could buy live to
take home or they will cook it and prep it whilst you
shop).
Whilst they are self-confessed foodies, they still seek
out easy to cook or upmarket ready-meals. They talk
of lobster ravioli, linguine, mac & cheese and risotto.
All of these make great options for easy to prepare
ready-meals.
Availability is a barrier to increasing consumption
Where to buy lobster is a major barrier to increasing
consumption. Different respondents knew of specific
places to buy it fresh (Doncaster market, Big Ben
fisheries in London), but the lack of availability in
supermarkets in all formats means that they do not
consume as much as they would if it was more visible.
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Holidays and seaside – lobster is key to memories
Both the survey data and consumer focus groups
highlight the importance of the link to holidays and the
seaside. Whilst this is obvious, lobster provides
something to look forward to when travelling,
providing an anchor
memory to fond times. Few
foods do this, but as lobster
is something eaten on rare
occasions, it is always
memorable. Connected
memories of other
experiences related to the
eating occasion (holidays, celebrations etc) exist for
many years. Eating lobster conjures up images of
sipping rosé wine in Barcelona or sunny France.
Lobster lacks visibility with influencers and social
media
To encourage increased consumption with UK
consumers, lobster needs to build on its status as a
‘classic dish’. Lobster Thermador for example was seen
as cool in the 70s and 80s and not something
commonly consumed ‘nowadays’.

“Lobster needs revamping to be trendy,
it’s like a 80s luxury.”
In terms of social media and celebrity chefs, it is
virtually invisible. For foodies, social media is part of
the way they signal how advanced and adventurous
they are or how they discover cool/new restaurants.
Lobster is not part of this conversation, even though it
is a food they love. We spent time talking to
foodservice specialists and it is evident that in many
cases lobster is not an ingredient that chefs train with,
as it is expensive and difficult to source.

“It’s (lobster) a classic, you wouldn’t see
modern chefs cooking it.”
Food trends are either driven by a cyclical reemergence of previous dishes or entirely new
ingredients/dishes. When asked what is ‘cool’, ostrich
steaks, Kobe beef, avocados and quinoa were
mentioned. Again, lobster is not seen as an ingredient,
which is described as cool. But ostrich steak and Kobe
beef, are expensive products, are top of mind due to
social media and availability in restaurants. The
implication of this is that UK lobster needs to be more
visible and available to increase consumption.
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Social media motivates foodies to try new ingredients
and recipes when they see images on social media
(Facebook, YouTube, Pinterest and Instagram being
key). Friends ‘tag’ each other when they see
something that they want to try or restaurants they
wish to visit. One respondent mentioned that her
children tag her in food videos to highlight what they
would like to eat. Often they are part of food groups
or networks, sharing content and recommendations
with like minded people. Lobster is not part of this
‘conversation’, with few recipes, products or
restaurants being shared. This is a gap that must be
addressed if the UK consumer market is to grow.
Supermarket food adverts (online, TV and in
magazines) are also seen as a driver of interest in
different ingredients. Lobster once again is never
featured in this format, preventing it being top of
mind.

“If I see something on social media it gives me
more confidence to try it.”
Huge opportunity to drive consumption with
different formats
Mirroring the YouGov national survey, cooking and
preparing lobster restricts consumption in the
household. Even adventurous foodies are concerned
about what to do with a ‘live animal’ or a cooked
product in a shell. In this report we featured formats
from around the world and the UK is behind the curve
in providing value added products that are easy to use
as ingredients. We tested different formats of
products in the focus groups and foodies responded
extremely positively. Offering consumers the formats
featured in table 30 would greatly increase usage:
Table 30. Lobster Formats to Increase Home
Consumption
Fully prepared lobster
HPP (High Pressure Processing) lobster
Lobster meat
Ready meals e.g. Lobster & Mac and Lobster Linguine
Cooked lobster
Separated lobster
Alternative product
formats like this
Waitrose Canadian
Cooked Lobster, were
received extremely
positively as they are
perceived as easy to use,
convenient and offering
significant added value.

Cost at home and in a restaurant is not really an issue
Whilst the national YouGov survey said that price is a
barrier, the reality with foodies is slightly different.
They know that lobster is expensive, but that it is also
eaten as a treat or celebration, so price is not such a
challenge. As a few respondents said “if I’m going out
to eat lobster, I know it is going to be expensive.”
Where do they think lobster consumed in the UK
comes from?
Spontaneously they think that it will come from Devon,
Cornwall, some mentions of Grimsby and then
Scotland/Ireland. There is no unprompted awareness
that lobster could come from Yorkshire or North
America.

“I won’t eat Danish bacon, it has to be English”
Provenance is a major issue, once they understand
where lobster comes from
There is an assumption that lobster eaten in the UK will
be from the waters surrounding the British Isles.
Foodies want to know where their food comes from,
they prefer it to be locally sourced and like to be
connected to its story.

“I don’t want lobster from Canada to be sold
here, why has it come so far?”
Consumers felt that the branding of Canada and USA
on lobster packaging sold in the UK was ‘surreptitious’,
meaning that it was kept secret, especially because it
would not be approved of if they fully understood
where it was from. Once they were made aware that
the majority of the lobster they consume in the UK is
flown (frozen and live) from Canada, they are shocked
and think that this is incredulous. They cannot
understand why they would be buying North American
lobster when UK lobster could be available and would
rather eat British. They are concerned about how it is
shipped over such great distances and what the impact
on the environment is.
There is a feeling that British lobster would be much
better to eat. That it would be fresher, it would benefit
local seaside communities and would be more
environmentally acceptable. They could imagine
someone like Hugh Ferney-Whitinstall ‘doing
something on it’, exposing the fact that Canadian
lobster is keeping British lobster from sale.
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Local/provenance branding is important
To build on the theme of provenance, consumers
want to go much further than British branding, they
mentioned Cornish Clotted Cream and Jersey Royals
as examples and would welcome more information on
geographical location. One consumer said “I would be
much more interested if it said something like Cornish
or Yorkshire lobster”. All respondents would rather
eat British food if they had the opportunity. Finding a
way to communicate the location of Holderness
caught lobster is of great value to these consumers.
Associations with Yorkshire
We probed the image of Yorkshire and it is extremely
positive, both from groups in London and Leeds.
Fresh air, unspoiled countryside and beaches,
holidays, peaceful and long coastlines are the
immediate associations mentioned. Honest,
wholesome and down-to-earth is the expectations of
food. Some respondents recognise that there is a
fishing heritage and this again is positive, but this is
not top of mind. When shown vista images of the
Yorkshire coastline, many respondents were surprised
at the beauty, as if it was waiting to be discovered.
They don’t associate Yorkshire with shellfish.
Associations with Bridlington
London respondents are not really aware of
Bridlington, those that are, recall seaside arcades and
fish and chips. However, these are largely generic
ideas about British seaside destinations.

In Leeds there are mixed feelings about Bridlington,
some see it as dated ‘faded seaside glamour’, whilst
others have fond memories of holidays with family
when they were children. There is a polarized view,
with some feeling that it is a ‘little rundown’/’requiring revamping’. However, others are
more positive about the promenade and re-creating
their favourite childhood memories.

Consumers are amazed that Bridlington is the largest
lobster fishery in Europe
Respondents in London and in Leeds demonstrated no
knowledge that the UK has a large lobster fishery and
‘are staggered’ that it is in Bridlington. Even in Leeds,
they are ignorant about the existence of Yorkshire
lobster. This prompted them to ask where UK lobster
was sold and why they cannot buy it in the UK. When
informed that it is sold to France and Spain, they
quickly made the assumption that when they are on
holiday in these countries eating what they think was
local caught, it was likely to be HCF landed lobster.
This was seen to be ‘incredulous’, but it is their own
‘assumption’ based on this newly found knowledge.

“Bridlington…the largest lobster fishery in
Europe, that can’t be right.”
Respondents wish to understand why they do not
know this information and feel that it is a big secret
that has been kept from them. They would rather be
eating British caught lobster and some respondents are
quite angry that they are not. This reflects the limited
UK branding of lobster.

“Wow. I am going to say wow, where do all of
these lobsters go?”
Sustainability important, but not understood
As with most seafood, consumers are aware of
sustainability issues, but when it comes to lobster they
are not really considering sustainability. It appears that
this is largely due to price; as it is
expensive, there is an assumption
that it is sustainable. Whilst this
is not correct, it highlights
consumers viewpoint.
Consumers don’t recognise or
understand the MSC logo and
don’t look for it. They assume
that it has something to do with
quality and perhaps sustainability.
They assume that if it is on a pack, it means something.
These focus groups reinforce that MSC is more of a B2B
branding device used within the industry to maintain
standards and make it easier for ‘business’ buyers to
select product, which they can assume, is sustainable.
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Lobster and seafood festivals
Leeds respondents are extremely keen to attend a
lobster festival in Bridlington. London respondents
already attend a number of foodie festivals. But, to
attend a Bridlington based one there needs to be a
wider offering due to the time and effort involved in
travelling. They would like to know more about
Yorkshire lobster, food experts, scenery, things to do,
art/craft etc. Pairing this with a regional beer and
beverage offering was expressed as something that is
very attractive.
The addition of a celebrity chef would also be a major
draw for a lobster/seafood festival. Someone who
also cares about provenance and promoting UK
produce was the consensus from the respondents. If
they were from Yorkshire, then this would be even
better.
London respondents also asked if Bridlington/
Yorkshire lobster providers could come to food
festivals in the South East. They see regional
providers attend festivals, so would expect to see this
type of collaboration. Providers such as Orkney Crab
and Whitby Seafood are already taking advantage of
this brand building opportunity, by having their own
mobile food festival vehicles.

3.3 Consumer Concept Positioning
A concept board to test a brand positioning for HCF lobster was evaluated at each focus group. A concept board is
a simple statement and image to represent HCF lobster to stimulate conversation. The board outlined attributes
and benefits related to HCF lobster. In the original boards, images of the coast and lobster were evaluated. We
also tested geography by stating ‘Holderness coast’ in the text. The key outcomes are listed below:
•
•
•
•
•
•

Holderness coast is not understood; it is a geographical location that respondents have not encountered
Yorkshire as a location is positive.
Respondents continued to state how surprised they are that lobster is caught off the Yorkshire coast.
Consumers value the connection to ‘local fishermen’, rather than big corporate organisations.
‘Fewer food miles’ is a very attractive proposition to UK foodies and creates a point of difference vs Canada.
The idea that lobsters are caught in a traditional and sustainable way is positive, as most foodies do not know
how lobsters are caught.

THE FUTURE BRANDING CONCEPT
A concept board that captures key positive comments expressed by consumers has been created. This highlights
key purchasing cues for consumers, specifically why HCF lobster is more desirable than Canadian lobster. This
allows further branding elements to be tested and will form the basis for developing a marketing plan.
Geography and provenance are vital to build a differentiated regional brand. Consumers are unaware of
Holderness as a location, but had high levels of awareness of Yorkshire being an attractive place. The challenge is
to create a proposition, which benefits from the positive connotations of Yorkshire, whilst remaining distinctively
local to the HCF area. For example, Nova Scotia (featured in case study #12) has a distinct geographic lobster
brand, which benefits from the positive aspects of Canada whilst building its own story and reputation.
A strong regional lobster brand that links Yorkshire to the HCF region and the coast is required. As Holderness is
not known, we propose using ‘Bridlington Bay, Yorkshire’ as this covers a large part of the HCF region and uses the
word ‘Bay’ which has positive connotations linked to the coast.
DIAGRAM 7: HCF LOBSTER POSITIONING CONCEPT BOARD
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VALUE REPORT
PART FOUR: CONCLUSIONS & RECOMMENDATIONS
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4.0 Conclusions

“CATCH LESS – SELL FOR MORE”

In the first scoping meetings with HCF landing agents,
harvesters and key stakeholders, the driving mission of
the study was outlined, specifically to “catch less – sell
for more”.
The vital statistics for the global lobster industry are
clear:
• Demand outstrips supply
• Growth markets such as the Far East are still in
development
• The product sits in a luxury food segment
From a simple business perspective these commercial
conditions suggest that seeking new markets, which
are willing to pay a premium, would be relatively
straightforward. However, during the 12 months of the
study it emerged that the ability of HCF to capture
more lucrative markets, which would allow them to
‘catch less and sell for more’, was constrained by a
number of factors. In essence by exploring best
practice within the global lobster industry and
comparing it to the current activities of the HCF, the
study identified the changes needed for the sector to
evolve to capture alternative markets. This is not a
criticism of the HCF industry, but an acknowledgement
that other players; some global, some UK and even
Yorkshire Coast based have innovated and invested
because of their need to solve unique commercial
problems. This has created business models based on
SMART science, quality and valued based marketing.
The study identified examples of best practice in the
global leading firms, as would be expected, but also in
smaller businesses similar in scale to those found in
HCF. There are two structural changes, which highlight
how the global industry is evolving.
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Table 31. Global lobster industry structural changes
Global industry business models are based on SMART
science, storage, quality and value and are
increasingly the established norms of doing business.
This gives companies the ability to determine the
rules of the game to their own commercial
advantage.
Commercial buyer’s criteria for working with suppliers
will be shaped by the above “norms” and their own
business imperatives e.g. Consistency of supply,
sustainability, animal welfare etc.
The implications in table 31 will require the HCF to
adapt its activities in line with the changes that
continue to take place both on the supply side of the
global lobster industry and demand to meet buyers
expectations. Failure to do this will make access to
high value markets more challenging and puts the HCF
at a commercial disadvantage. This means that value
capture will take place outside of the holderness
region.
Collectively and separately, the firms that make up
the HCF have to decide what the future of their
industry will be. In the short term and whilst the
ability to trade into the EU remains unchanged, the
industry can continue to operate successfully.
Though with the caveat that this does not easily allow
it to capture more value or fulfil the ambition of
“catch less, sell for more”.

If trading into the EU becomes problematic and the
revenue HCF derived from this activity is reduced,
then the industry has to look to enter alterative
markets. The strengths of HCF, based on volume
landed, a sought after luxury product, resilience and
capability are important foundations to allow it to
develop and capture more value and ultimately, new
markets. But, as this report has highlighted the global
lobster industry has changed, meaning that the ability
to access the markets that would be attractive to HCF
(based on volume and price) requires significant
investment. Some of this should come from HCF
itself, but also looking at the Orkney and Nova
Scotia/Canada industry it is clear there is a significant
role for national and regional government to play.

Capital investment is needed in infrastructure to
enable the industry to mirror the processing, logistics
and trading capabilities that underpin the success of
the North America lobster industry. In addition, UK
caught lobster is a high value export product that
needs support from trade missions to build a
recognised brand in a similar way to how Canada has
supported its industry. The Nova Scotia case study
(#13) in this report shows how regional government
can additionally support their local economy through
the development of branding and trade missions.

4.1 Recommendations
1

2
3
4
5
6
7
HCF is part of the global industry. The key global
players have significant reach and are businesses that
can supply quality lobsters to demand, all year round.
In a global market where demand is increasing faster
than the ability to supply, this makes the volumes
landed in HCF highly attractive. Looking at ‘scallop’
fishing, the need to secure supply has resulted in
significant investment by a leading Canadian company
into the Scottish industry. If a similar type of
investment was made into the HCF it is uncertain what
the impact of this would be on smaller boat owners or
the established landing agents. Such investment would
inevitably change the way the HCF industry operates in
line with the examples of best practice outlined in this
report.
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8

9

10

Accept that the status quo which the HCF has
operated in for the previous 20 years has
changed. There are now compelling reasons
for the HCF to evolves its’ business activities
and practices to mirror best practice which
underpin the global industry.
Build a lobster industry based on quality as
identified in this report.
Invest in SMART testing.
Develop holding facilities to realise
opportunities in new sectors.
Build commercial capability to enable HCF to
compete globally.
Build a strong B2B brand, underpinned by value
based marketing.
Develop a business plan through engagement
with key HCF stakeholders to enter and capture
alternative markets. These markets must be
used to position HCF as a quality provider of a
luxury product capable of sustaining a premium
price.
To identify how more value through processing
of lobster parts can be gained through
collaboration with processors and potentially
retailers.
Lobby National and Regional government to
support the development of the UK lobster
industry and specifically HCF to make it globally
competitive.
Raise funds from other relevant sources to
support the new business plans.

APPENDICIES
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Appendix 1: Key Definitions
B2B

Business to Business

B2C

Business to Consumer

CSR

Corporate Social Responsibility

EU

European Union

FLAG

Fishery Local Action Group

Fly DSA

Doncaster Sheffield Airport

FMCG

Fast Moving Consumer Goods

Focus Groups

A qualitative research/interview technique using a group of people
assembled to participate in a discussion about a product/idea before
it is launched, or to provide feedback on proposed plans

HCF

Holderness Coast Fisheries

HPP

High Pressure Processing

HUBS

Hull University Business School

ISEAL

International Social and Environmental Accreditation and Labelling

LA

Landing Agent

MMO

The Marine Management Organisation

MSC

Marine Stewardship Coucil

NEIFCA

North Eastern Inshore Fisheries and Conservation Authority

NGO

Non-profit Organisation

NS

Nova Scotia

NSS

Nova Scotia Seafood

RFM

Responsible Fisheries Management

RSPA

Royal Society for the Protection of Animals

RTE

Ready to Eat meals.

SMART grading/SMART science

Describes the increasingly technical approach to selecting, grading,
storing and shipping lobster using modern techniques which includes
blood protein testing and modern storage/logistics to enable access to
different markets

SME

Small to Medium Enterprises

Styro box

A box used for shipping made from Styrofoam

UN

United Nations

UNFAO

United Nations Food and Agriculture Organisation

YouGov

One of the worlds largest market research and data analytics
companies
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Appendix 2: Examples of Direct to Consumer Sales: Crab & Lobster (Feb 2018)

Organisation

Size / price
Fresh .4kg = £19.58
.5kg = £24.58
.6kg =£29.37
.7kg = 34.27
1.0KG = £48.96

Fresh - meat

Frozen meat

Delivery

1x200g bag = £32.95
2x200g bag = £65.90
3x200g bag = £98.85
4x200g bag = £131.80
5x200g bag = £164.75
6x200g bag = £197.70
7x200g bag = £230.65
8x200g bag = £236.60
9x200g bag = £296.55
10x200g bag = £329.50
Claws
Fresh
1kg (4 portions) = 19.95
Frozen
1kg (4 portions) = 17.95

Minimum order
value £25 = £7.95.
Delivery free on all
orders over £100
except on Saturdays
(extra £10.00)

Fish for Thought
Location: Cornish
Crab

£11.95 /kg (1 whole crab)
Dressed:
Small £8.95
Large 10.95

The Fish society
Lobtser

Cornish/Scottish
Raw £47Kg

1x200g bag = £48.95
2x200g bag = £97.90
3x200g bag = £146.85
4x200g bag = £195.8
5x200g bag = £244.75
6x200g bag = £293.70
7x200g bag = £342.65
8x200g bag = £391.60
9x200g bag = £440.55
10x200g bag = £489.50
White meat
250g = £15.95
450g = £26.95
Brown meat
454g = 6.95
Mixed meat
500g = £19.95
economy lob meat
150g £17.50 = £117KG

44(0)1428 687768
Fish Palace,
Coopers Place
Godalming,
GU8 5TG

560g £26.30
580g £27.30

Cornish lobster meat
100g £12.50 = £125KG

Fish for Thought
Location: Cornish
lobster

economy lob meat
225g £26.40= £117KG
Cornish/Scottish
Fresh cooked £49kg
460g £22.70
480g £23.70
500g £24.70
520g £25.60
540g £26.70
560g £27.60

The fish Society
Crab

The Whitby Catch

Crab
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1xS half-dressed lobster £90kg
120g £10.80
130g £11.70
300g £27.00
960g £81.60

680g £37.20 £55kg
700g £38.20
1360g £74.80
1400g £77.00
1500g £82.50
1540g £84.70
1600g £88.00
raw shelled king crab
£180kg
180g £32.40
190g £34.20
200g £36.00
210g £37.80

average 500g each
£3.60 per 100g - £36 KG
Boiled Whole Crab £0.90
per 100g

Cornish lobster meat
300g £35.50= £118KG
economy lob meat
675g £72.90= £108KG

Dressed crab
Cornish
180g £9.90 £55kg
150g £7.50 £50
720g £34.70 £48

Fresh Dressed Crab
£6.00 per crab (approx. 225g
each

Holderness Coast Lobster Project ‘Operation Pincer’

White crab meat
227g £18.00 £79kg
Claw/body meat blend
227g £12.80 £56
Claw meat
908g £59.70 £66
Claw/body meat blend 908g
£46.90 £52kg

Brown Crab Claws £1.20 per
100g
CRAB MEAT WHITE £4.30 per
100g
CRAB MEAT BROWN
£2.20 per 100g
CRAB MEAT MIXED
£3.29 per 100

STANDARD
COURIER DELIVERY
IS BY 1PM
to all non-remote
post codes for
deliveries
on any Tue/ Wed/
Thur/ Fri chosen by
you.
under £100 - charge
£10
under £150 - charge
£5
over £150 - FREE
delivery

Organisation
FAVIS
(boat, processer,
distributor to
retail and trade)
Lobster
office@favisos.com
Torr Quarry
Industrial Estate
East Allington,
Totnes, Devon.
TQ9 7QQ
Crab

Wing of St Mawes
Ltd, Unit 4,
Warren Road,
Indian Queens
Industrial Estate,
Indian Queens
TR9 6T
Lobster

Crab

Size / price
Fresh £30.00
Live Whole Lobster
£30.00
Cooked
£35.00

Fresh - meat

Frozen meat

Delivery

Dressed Lobster

Lobster meat

500g- 700g = £35.00
700g- 1kg = £42.00
1kg- 1.5kg = £67.00

250g = £120.00
£480kg

UK Delivery: £10.00
UK Delivery: FREE
(orders over £250)

Live crab sizes
Small Hens
600g - 900g £7.50
1kg+ £8.00
Small cock crabs under 1kg
=£8.00
1 - 1.5kg =9.50
Large cock crabs 1.5 - 2 kg
=£10.00
X large cock crabs 2kg+
£10.50
Fresh Cornish Lobster
Large
£43.65 / Lobster
Price per kilo £48.50/KG

cooked crabs
Small Hens
600g - 900g £8.25
1kg+ £8.75
Cock Crab sub 1kg £8.75
1 - 1.5kg - £10.25
6oz dressed crab = £7.50

Hand Picked Salcombe White
Crab Meat
125g 9.50
454=£20.00

Fresh Cornish Lobster Medium
£36.38 / Lobster
medium lobster is about 750g

Fresh Cornish Lobster Small
£24.25 / Lobster
a small lobster between 450500g,

Cornish Crab Large
£18.20 Crab (av 1.3kg).
£14.00/KG

Dressed Cornish crab
£6.95 per unit

White Crab meat
1kg £55.00
Brown meat
1kg - £13.00
Claws 1kg 18.95

Medium
£8.24 per crab (av 750g) =
£10.99kg

Fine Food
Specialist
Unit D59, New
Covent Garden
Market
London
SW8 5LL UK
AO Seafood
1-7 Canning
street, Burnley,
Lancashire, BB12
0A

Brown meat
125g £5.50
454, £7.50

Small
£4.95 per Crab £10.99/K
Native Lobster, Live, 500600g
£25.50
Canadian Lobster, Live,
800g-1kg
£36.75
Fresh(cooked)
700-800 grams.
£28.95
Cooked (Frozen)
350g. = £9.90
Live Lobster
7-800g = £27.95
Live Lobster
5-600g. = £19.95
Brown Crab
Cooked
approx weight 500 kg.
£7.95/kg works out at
£4.77/portion.
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UK Delivery: £10.00
UK Delivery: FREE
(orders over £250)

Free Seafood
Delivery: On all
orders over £60
Standard UK
Mainland Delivery:
Tuesday to Friday.

Dressed Crab
Whitby Dressed Crab.
£4.50 @ 6oz
£5.50 @ 8oz
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Organisation
The Smelly Alley
Fish Company
11a Union Street
Reading
RG1 1EU
Lobster
Crab

Celtic Crab
Products LTD, Unit
1, Horeb Business
Park, Ceredigion,
SA44 4J

Colchester Oyster
Fisheries
Pyefleet Quay,
East Road, East
Mersea,
Colchester, Essex,
CO5 8UN

Size / price
Fresh Cooked UK lobster
400g £22.00
700, £38.00
Tail 140g £15.00

Fresh - meat

Cooked
700g £11.00
Soft shell
1kg £40.00
Local caught lobster900gm
– 1kg £29.00
Supplied Blast Frozen

Cooked claws
130g £3.50
250g = 13.25
Dressed £7.00

White Devon meat
227g £17.00
Devon Brown meat
227g £6.00

Brown Crab
Size (Live weight):
700-800gm £7.90
800-900gm £8.90
900 – 1kg £9.90
Supplied Fresh or Blast
frozen
Canadian lobster Cooked
whole
S(450g-550g) £18.50
M(650g - 700g)
25.30
L (900g - 950g)
£34.25
Dressed
S(450g-550g) £19.50
M(650g - 700g)
26.50
L (900g - 950g)
£35.25

Brown crab meat (frozen)
180g £5.95

Dress Crab
150g 5.95

Delivery
K Online
Fishmonger - Free
UK Delivery over
£50 - £30 in the
Reading area

White crab meat
90 gm £6.25
180 gm £12.25
Supplied Blast Frozen

End of report.
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FREE STANDARD
DELIVERY
ON ORDERS OVER
£100
NEXT DAY DELIVERY
ORDER PRE 12PM,
MIDDAY
£25 MINIMUM
ORDER
DELIVERY
INFORMATION

