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The present Implementation Plan for the Project “Development of a traditional product from the milk of 
local cows “Bretonne Pie Noir”:  the Gwell” (from now on: “the Project”) identifies and describes the 
foreseen activities for a proper carrying out of the project, i.e. the development of the volume of 
production and the sales of Gwell, a traditional milk product produced from local cows “Bretonne Pie 
Noir”. 

While the main activities identified here are not expected to be subject to significant changes during the 
implementation period, it is worth noting that some adjustments could occur in terms of timing (starting 
or ending month) or sequence in which the activities will take place.  

The Implementation Plan is based on what already described by the relative ex-ante analysis (“Strategy 
for pre-project”) which already identified the priority objectives of the project itself. 

1 General objective(s) of the Project 

The overall objective of the Project is to develop the volume of production and the sales of Gwell, a 
traditional milk product (also called “gros-lait”) produced from local cows “Bretonne Pie Noir”.  
 
The Gwell is fermented milk rich of a microbiological flora, typical of the French Brittany region and 
specific in taste and texture from any other cottage cheese and yogurt.  
 
The project includes a number of specific objectives, necessary for the achievement of the overall one; 
these are: 

• Objective 1: To safeguard the local breed (the “Bretonne Pie Noir”);  

• Objective 2: To develop organic, sustainable peasant farming systems in the Brittany area; 

• Objective 3: To secure the ferment used in the production process; and 

• Objective 4: To valorise the Gwell through suitable marketing channels.  
 
The Project on the Gwell renewal is not new: it finds its origin from collective discussions initiated 20 
years ago by the breeders of Bretonne Pie Noir and from their wish to preserve their ancestral culinary 
heritage. Breeders involved in safeguard of the cow “Bretonne Pie noir” share common values promoting 
peasant and organic agricultures and local markets. In order to develop their idea in a structured way, 
they created the Union Bretonne Pie Noir (UBPN)1 and their reflections led to the wish to secure the 
ferment and the traditional recipe to avoid its loss, and to develop a collective marketing of Gwell 
through diversified supply chains allowing a high gastronomic, cultural and social value for the product 
and enlarging its market. The development of this milk product will lead to new opportunities to increase 
the cattle herd of Bretonne Pie Noir in Brittany and, therefore, to enhance conservation of its genetic 
resource heritage. 

2 Activities  

In order to achieve the overall objective mentioned above, several activities need to be implemented. 
These can be grouped under four main areas: product development, supply chain development, 
marketing approach and communication plan. Although the activities grouped under these areas are 

 
1 Union Bretonne Pie Noir - http://www.bretonnepienoir.com/ 

http://www.bretonnepienoir.com/
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strictly related to each other for the overall achievement of the project objective, Table 2.1 provides an 
indicative linkage between areas of activity and specific objectives of the project. 

 
Table 2.1 – Linkages between areas of activity and specific objectives 

Area of activity Description Specific objectives 
Product development Characterisation and conservation of the 

ferment, improvement of the milk production 
schemes at farm level and update of Gwell 
standard guidelines 

Objective 3 

Supply chain development Prioritisation of common objectives and 
enlargement of the stakeholders base 

Objective 2 

Marketing approach Development of an optimal strategy based on 
internal and external surveys, and testing of a 
place dedicated to rare breeds’ products 
promotion 

Objective 4 

Communication plan Communication, sensitisation and promotion of 
the local breed and of its products 

Objective 1 

 

 
Figure 2.1 below reports a scheme of the envisaged supply chain for the project. 
 
 
Figure 2.1 – Structure of the envisaged supply chain 

 

2.1 Product development 

2.1.1 Identification of the product(s) 

Bretonne Pie Noir is currently used by breeders in the production of different products: meats, cheese, 
milk, butter, etc.; in any case, the most specific product of this breed is Gwell. 

“Gwell” is a registered trademark from Union Bretonne Pie Noir since 1999; it is a kind of “gros-lait”, 
which is a traditional fermented milk with a kind of yogurt texture. This Breton specialty was essentially 
made with Breton cows, as these autochthonous breeds from Brittany were widespread in this region till 
the beginning of 20th Century. In mid-20th Century, both the traditional breed and the Gwell were almost 
forgotten in the region, although few breeders have been reviving the Bretonne Pie Noir breed for 40 
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years. Today, the trademark Gwell designates a gros-lait exclusively made with milk from the Bretonne 
Pie Noir. 

 

2.1.2 Development of the product(s) 

Characterisation (detailed definition of composition) of Gwell itself, as a final product, was initiated in 
2011 and 2012 with some organoleptic testing. The results of these original analyses have helped 
developing production guidelines in 2014. This process led to an increase in quality of Gwell especially in 
terms of more homogeneous products, although the initial characterisation needs to be completed with 
complementary studies in order to assess new producers’ production schemes and, in particular, the 
conservation of the ferment. 

Gwell sustainability largely depends on its microbiological heritage: today, the transmission of the milk 
ferment from a farmer to another is "hand in hand" and when a farmer loses his ferment, he may have 
difficulties to get a new one with the risk of being obliged to stop the production. In this context, it is 
worth noting that the ferment being used by farmers is variable in composition (and then in quality) and 
therefore biological activities are also variable: this leads to a lack of homogeneity in Gwell products (in 
term of texture and taste) as the ferment varies from farm to farm.  

For the reasons above, it is crucial for the project to homogenise the composition and biological activities 
of the ferment while maintaining diversity, especially the bacterial strains. The objective is not to have 
one unique strain of micro-organisms, but to maintain a few different ones - whose biological activity will 
be rather similar - while offering microbial diversity. 

In this context, the first set of actions is dedicated to the objective of developing and maintaining a few 
micro-organism strains associated to a better knowledge of their microbiological diversity.  

In order to achieve this specific objective, the approach is to complete microbiological and technological 
studies and quality testing (nutritional/sensorial) of Gwell. The steps/activities described in Table 2.2 are 
envisaged. 
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Table 2.2 – Conservation of the ferment: planned activities and operational steps 

Activities Operational steps 

Gwell characterisation   1. Identification of a panel of producers. Analysis of their methods of 
production and listing of their current problems 

2. Collection of ferment samples and organisation of laboratory testing 
3. Analysis of the results, conclusions and dissemination of results to the 

Gwell producers community 

Biochemical 
characterisation of 
Gwell  

4. Collection of samples from all producers 
5. Laboratory analysis: Bacterial flora determination, enumeration on 

selective media, isolation and purification 

Development and 
conservation of micro-
organism strains 

6. Evaluation of the microbiological diversity of the starter-ferments and 
identification of the component species 

7. Isolation of strains from typical Gwell and molecular characterisation of 
these strains 

8. Establishment of ferments of reference (reference samples) and 
conservation of the isolated strains to ensure the preservation over the 
long term by freezing and lyophilisation 

9. Analysis of organic acids and volatile compounds giving Gwell its specific 
flavour 

10. Dissemination of results to Gwell producer community 

 
 
In addition to these actions to develop reference samples of the ferment, the project aims at further 
communicating on Gwell in order to incentive consumers to buy the product and new breeders to 
produce more milk in order to allow increasing volumes of production. Therefore, at this stage, a number 
of specific communication activities are planned, as reported in Table 2.3. 
 

 

Table 2.3 – Product development phase: Communication activities 

Phase 
Main 
communication 
targets 

Tools and approaches 

Product 
development 

Producers 

• Regular meetings with producers aiming at presenting the 
project (dissemination) 

• Information for breeders on the proposed approach 
related to the conservation of the ferment and its use 

• Information for breeders about Gwell production process 

• Meetings with farmers organised by Union Bretonne Pie 
Noir to present the results of technical and economic 
analyses 
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Phase 
Main 
communication 
targets 

Tools and approaches 

Consumers 
(direct selling) or 
retailers 

• Leaflet about Gwell production process and standard 
guidelines 

• List of producers 

Local authorities, 
decision making 
bodies 

• Presentation of the project in order to promote its values 
to local decision makers in order to secure their support 
(technical, political, financial) 

2.2 Supply chain development 

2.2.1 Supply chain design 

From the ferment to the final product, the supply chain is composed of several stakeholders: 

• Laboratory INRA STLO Rennes: laboratory for microbiological analysis and ferment conservation. 
This laboratory will be in charge of characterising and conserving the ferment, as well as 
organising the distribution of the ferment to producers; 

• Union Bretonne Pie Noir: breeding association for the 450 Bretonne Pie Noir breeders, including 
130 members. UBPN is the link between INRA and breeders; 

• Gwell producers are the focal point of the supply chain, as they are simultaneously breeders, 

milk producers, Gwell processors and Gwell sellers; and 

• Gwell retailers or users: today a limited number of retailers or users (e.g. restaurant chefs or 
organic stores) already participate to the promotion and marketing of Gwell.  

The first step in supply chain development will be carried out by Gwell producers and the laboratory, 
who will have to formalise and prioritise their common objectives. This step can be simply achieved by 
using the tool developed during the VARAPE project 2012-2014, which is a guideline for breeders on how 
to set-up a group for the promotion of their products (see 2.3).  

Supply chain development will be implemented through signature of agreements and contracts, for 
example between INRA and UBPN to secure the conservation of the ferment and its availability for 
breeders. In parallel, communication activities will be implemented both for the information among 
existing breeders and for the contact and involvement of new stakeholders, mainly new breeders and 
retailers/users. 

 

2.2.2 Supply chain development  

To date, the low quantities and low quality of the ferment is an obstacle to the development of the 
supply chain, as already explained above: for this reason, the increase in the number of producers and in 
the volume produced will start when ferment is available in sufficient quantities (and quality). 
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The main actor of the supply chain is the breeder, who is in fact involved in all the main phases of the 
process; for this reason, the development of the supply chain is linked to the willingness of new breeders 
to produce Gwell and to the capacity to improve the technical efficiency and milk production at farm 
level (overall profitability of the production). On one side, in fact, Milk of Bretonne Pie Noir is a high 
value product (valorisation is around € 3 per litre); on the other side, the production process can still be 
improved for higher profitability at farm level.  

In order to increase profitability, the proposed approach will start from an analysis of the technical and 
economic results of 6 or 7 sample farms during the last 2 years in order to identify areas for 
improvement. This work will be done by the Union Bretonne Pie Noir technician (Mr Rim Chaabouni, see 
also §5) together with the farmers. The results will be synthesised by the Institut de l’Elevage (Ms Lucie 
Markey) that will provide expertise to identify areas for improvement. Follow-up will be carried out by 
Union Bretonne Pie Noir during the next 3 years. 

It should also be mentioned that several breeders are currently involved in another project called 
“Agriculture Ecologiquement Performante (AEP)” which aims at “Optimising the management of local 
breeds and the quality of their products” in an agro-ecological approach. In this project, which will be 
performed side by side with the present one, intrinsic quality of Bretonne Pie Noir milk will be analysed, 
providing interesting results for Gwell project. 

As a result of the above activities, the implementation of an improved quality control protocol of the 
product is expected; this will be achieved through a review and improvement of the production 
guidelines developed in January 2014 on the basis of the results of the optimisation of milk production 
processes. 

For what concerns the development of the retail phase, at the moment Gwell is produced and sold 
individually by farmers at local level (direct selling, farm shops, and markets): the objective in this 
context is to enlarge marketing channels by targeting dedicated niche market retailers (organic retailers 
e.g. Biocoop, high value product retailers). 

 

2.2.3 Development of the internal organisation of the project 

The current internal organisation of Union Bretonne Pie Noir is perfectly adapted to the project’s 
objectives, as UBPN – the organisation formally in charge of the project – is the official Breeding Society 
for Bretonne Pie Noir breed. UBPN technicians have strong relationships with breeders, Gwell producers, 
partners and any other stakeholders that have to be involved in this project; moreover, internal 
committees have been established at UBPN level, one of them (“the milk commission”) gathers several 
milk producers, including Gwell producers. These Gwell producers and UBPN technicians form the Core 
Team of the project (see § 5). 

In the supply chain development phase the communication plan will be mainly set up by UBPN and 
specifically by the Milk commission, and will be primarily addressed to external stakeholders and 
partners (breeders, public administration, potential retailers and customers).  

The specific activities related to the development of the supply chain and the organisation of its steps are 
outlined in Table 2.4. 
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Table 2.4 – Supply chain development: planned activities and operational steps 

 

The following table reports the main communication activities planned for the supply chain development 
phase. 

Table 2.5 – Supply chain development phase: Communication activities 

Phase 
Main 
communication 
targets 

Tools and approaches 

Supply chain 
development 

Technical 
stakeholders 
(mainly breeders) 

• Preparation and diffusion of a leaflet about the project 
and the product 

• Organisation of meetings and farm visits 

• Specific meetings or working groups for the definition of 
the project (e.g. analysis of existing or potential 
stakeholders) 

• Meeting with farmers organised in autumn 2016 by Union 
Bretonne Pie Noir to present the results of technical and 
economic analysis 

Activities Operational steps 

Formalisation of the 
supply chain  

1) Signature of an agreement between INRA STLO Rennes and Union 
Bretonne Pie Noir, specifying:  

a) Number of ferment strains maintained by INRA  
b) Methodology of conservation 
c) Conditions of the ferment supply to Gwell producers  
d) Financial terms 

2) Listing and prioritisation of common objectives by stakeholders (one 
day meeting) 

3) Identification of new stakeholders to complete the supply chain 
(regional or/and national retailers) 

Validation and 
enlargement of 
stakeholders/partners 
base 

4) Preparation of basic information material for communication about the 
project and the product 

5) Ad-hoc meetings and farm visits aiming at identifying new 
partners/stakeholders for the project 

Enhancement of the 
technical efficiency and 
milk production at farm 
level  

6) Technical and economic analysis of the current production system (6 or 
7 farms) 

7) Identification of areas for improvement in the production scheme;  
8) Dissemination of results with breeders 

Updating of the Gwell 
standard guidelines 

9) Analysis of the composition of the Bretonne Pie Noir milk 
10) Breeders information about Gwell process and control of process 

implementation 
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Phase 
Main 
communication 
targets 

Tools and approaches 

Public 
administration / 
decision makers / 
local authorities 

• Preparation of communication material targeting 
potential investors/funders of the project 

 

2.3 Marketing approach 

2.3.1 Market analysis and demand analysis 

About 20 farmers are currently producing Gwell on farm. As mentioned in the previous section, this 
production is mainly sold directly to consumers via direct selling in street markets, AMAP (Associations 
de Maintien de l’Agriculture Paysanne, peasant baskets network), on farm direct sales, direct sales to 
some restaurants, Terroirs d’Avenir in Paris (delicatessen products distributor for professionals and shop 
for individuals) and organic shops (e.g. Biocoop). 

Despite the existence of marketing channels already available, a market analysis is deemed necessary in 
order to secure an optimal access to the market. More specifically, UBPN considers that the demand for 
Gwell product exceeds supply although no clear evidence has been identified to date. The market 
analysis will start by validating information about the number of producers, the volumes of production, 
periods or peaks of production, production zone, selling approaches, prices, willingness to pay, and 
analysis of typical Gwell consumers.  

This initial analysis will be used as a base line to further reflect on the drafting of a full market analysis. 
This latter will concentrate on demonstrating whether or not volumes of production can be increased 
(and by how much), as well as on the opportunity to extend the Gwell label to other old Breton breeds 
with similar quality (e.g. Froment du Léon) without depreciating the product. 

New market opportunities (e.g. Breton and Parisian fine grocery stores, restaurants, organic shops) open 
the possibility of a collective marketing approach. The market analysis will also assess the relevance of 
these opportunities, focusing on estimated volumes, knowledge of the product, willingness to 
communicate on a very specific product (for retailers) and willingness to pay (for consumers). 

2.3.2 Marketing plan 

On the basis of the outcomes of previous activities, a marketing strategy will be developed. The Core 
Team aims to study a collective marketing approach, while maintaining the existing distribution channels 
(mainly local short supply chains). 

More specifically, the marketing plan will consider the following elements: 

• Valorisation via the use of a trademark (product differentiation): the collective valorisation of 
the product is now in progress as a trademark was registered in 1999 at INPI (Institut National 
de la Propriété Industrielle - National Institute of Industrial Property) and renewed in 2009. This 
trademark has been an important step in the valorisation approach: however, it does not 
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address the quality of the product itself. Therefore, the breeders would like to start a process 
for obtaining an official sign of quality at EU level by applying to obtain the TSG label 
(Traditional Speciality Guaranteed- Spécialité Traditionnelle Garantie). The Core Team plans to 
initiate, write and submit the request within 2 years;  

• Product pricing: on the basis of an analysis of demand and of production costs, a collective 
product pricing strategy will be developed and communicated to all producers; 

• Marketing channels/distribution: in parallel with the existing marketing channels, 
identification, contact and involvement in the project of dedicated retailers distributing high 
value products will be started; 

• Labelling/Packaging: a common packaging is already available for farmers of Union Bretonne 
Pie noir, with the name "Gwell®"; marketing analysis will consider the opportunity for a 
renewal. 

The marketing plan and – to some extent – the previous market analysis, will take into account the 
current plan for a testing of a place dedicated to the promotion of local breeds and their products  in 
the context of the broader project “Prévalaye Paysanne”, founded by the Foundation Daniel and Nina 
Carasso. 

In the framework of an umbrella programme called “Sustainable food systems and diets”, environmental, 
nutritional, social and economic parameters are currently analysed and discussed with a large range of 
actors from producers to consumers; at the same time, cultivated biodiversity development is associated 
to the renewal of local breeds (especially cows Bretonne Pie Noir for their historical interest and specific 
adaptation to the region). All these elements will be re-introduced together in an agricultural area (a 
“farm lab”) situated at the periphery of Rennes, so as to facilitate the connection between rural and 
urban areas. This farm lab will help farmers to experiment the reintroduction of several traditional 
regional products on the market in direct relation with consumers. The link to be created under such 
platform is a strategic step in the overall project and an interesting support for the producers in the 
promotion of the breed and of the product. 

Specific activities in the marketing approach phase are summarised in Table 2.6. 

 

Table 2.6 – Marketing approach: planned activities and operational steps 

 

 

Activities Operational steps 

Market 

analysis  

1) Creation of tools (survey to producers) to understand current volumes produced 
2) Creation of tools (survey and interviews with retailers and consumers) to estimate 

market potential on the basis of specific criteria 
3) Launch and running of the surveys and interviews 
4) Drafting of a marketing plan on the basis of different hypotheses/scenarios 

Marketing 
plan 

5) Focus groups to finalise the marketing plan, taking into account the results of 
market analysis 

6) Drafting of a dossier (request to obtain the TSG label) 
7) Review and upgrade of Gwell packaging 



 
Preparatory action - EU plant and animal genetic resources in agriculture 

 

12 
 

Table 2.7 presents actions addressed at specific stakeholders during the marketing phase. 
 
Table 2.7 – Marketing phase: tools and approaches 

 

2.4 Communication plan 

The activities presented above already include the use of communication tools and awareness raising kits 
that are specific to each individual task and activity.  

The additional and complementary communication activities that will be carried out during and after the 
Preparatory Action are presented in Table 2.8. 

  

Phase 
Main communication 
targets 

Tools and approaches 

Marketing 
plan 

Retailers and 
consumers 

• Updating of the website with all relevant information 
about Gwell and its producers; 

• Short video clip for presenting Gwell processing and 
characteristics during show-cases, in-store tastings; 

• Preparation of other communication material and 
sensitisation of local press and specialised press 

Breeders and other 
involved stakeholders 

• Communication about TSG request;  

• Organisation of ad-hoc meetings and preparation of the 
necessary information to sensitise other stakeholders 
(top chefs, cheese specialised shops…); 

Public administration / 
other financers 

• Preparation of meetings and other communication 
material and sensitisation of local press and specialized 
press 
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Table 2.8 – Complementary communication activities 

3 Data gaps and remedies 

Potential data gaps will be identified in the course of activities 2.1, 2.2 and 2.3 with the objective of 
properly managing possible delays in the completion of the activities. The Core Team and the Support 
Team will be in charge of adapting the implementation plan in order to fill the observed gaps. 

Generally speaking, potential data gaps might occur in all the planned activities; despite this, three 
specific threats have already been identified in the context of the project and possible solutions have 
been envisaged. 

 

Table 3.1 – Project’s potential issues and relative planned solutions  

 

Activities Tools and approaches 

Improvement of 
existing communication 
tools  

1) Redrafting of UBPN website  
2) Presentation of the project, its actors, and its products during the “Salon 

de l’Agriculture” in 2017 (based on label “Breed of the year” received in 
2016) 

3) Information to national specialised press (target: consumers, decision 
makers, etc.) 

Roadshow 4) Organisation of 4 roadshows in Brittany: choice of the best period for 
visiting a Gwell producer, validation of target audience, contact of 
different speakers, communication about the events.  
 
The aim is to set-up two B2B roadshows (to increase awareness at 
production level – roadshows including mainly producers) and 2 B2C 
roadshows (targeting consumers and other users, such as restaurant 
chefs). 

Video clip  5) Development of a video clip  

General communication 
about the project 

6) Organisation of ad-hoc dissemination meetings (list to be defined as 
project runs) 

Potential issues Envisaged solutions 

Lack of involvement from breeders or other 
stakeholders (meeting participation…) 

Better information about the importance of the 
collective decisions and specific animation during the 
focus-groups 

Surprising results from technical and 
economic analysis or from market analysis 

Prompt adjustment of activities (additional analysis, 
modification of timetable, etc…) 

Unavailability of public funds and threat of 
losing technicians specialised in Gwell 
project 

Search of other sources of funding (private sector, 
crowd-funding, establishment of a participation on 
product sells…) 
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4 Monitoring plan  

4.1 Identification of indicators  

A monitoring plan will mainly be based on time performance indicators, namely consisting in checking 
the actual completion of activities with the deadlines already foreseen by the project GANTT, as provided 
at § 7. 

In addition, a number of indicators have been identified with the objective to monitor not only the timely 
completion of activities within the foreseen deadlines, but also the quantity and the quality of the 
obtained results in each relevant phase. A preliminary list of indicators for the monitoring of project’s 
economic, social and environmental impacts is provided in Table 4.1; for some of the envisaged 
indicators, the definition of a target will be possible only in the next phases of the project on the basis of 
the results of specific analyses. 

 

Table 4.1 – List of indicators to measure progress of the project during the preparatory action  
 

Indicator Type Relation 
to project 
objectives 

Ex ante situation Description and indicative 
target at the end of the 
project (May 2018) as 
compared to the current 
situation 

Number of 
characterised 
ferment samples 
from Gwell 
producers 
(microbiological and 
sensitive analyses) 

Economic, 
social 

1, 2, 3 The number of lots of 
ferment that will be 
collected at farms’ level, on 
farmers’ request, will be 
monitored during the 
project. No collection done 
prior to the preparatory 
action. 

9 Gwell samples collected and 
analysed (basic bacteriological 
analysis) 
5 Gwell samples precisely analysed: 
25 strains isolated, characterised 
and maintained. 

Number of tasting 
workshops 

Economic 1,3,4 Implication of producers in 
specific sensorial analysis 
(tasting) workshops will 
enable them to be active in 
the description of specificity 
of their product. 
Workshops with public who 
does not know the product 
will raise public awareness 
about a traditional recipe. 
No workshop performed 
prior to the preparatory 
action. 

3 workshops: 1 with producers and 
2 with other publics, mainly 
consumers, journalists, cooks). 

Number of farms 
testing the 
“reference lot(s)”? 
 

Economic, 
social 

1, 2, 3 The number of t lots of 
ferments that will be 
distributed to farmers, on 
request, will be monitored as 
soon as the reference lot is 
established (end 2017).  

At least 2 reference lots, tested in 3 
farms. 

Evolution of the 
number of farmers 

Economic, 
social 

1, 2, 4 The number of farmers is not 
precisely known (about 15 - 

The data will be precisely 
estimated at the beginning of the 
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producing Gwell 20). We have to differentiate 
between Gwell produced 
with milk from “Bretonne pie 
noir” and from “Froment du 
Leon”. 

project, and updated at the end. 
The objective is to increase number 
of producers by 10% by end of the 
preparatory action. 

Evolution of the 
volume of Gwell 
produced by 
farmers 

Economic 1, 2, 4 The volume of Gwell is not 
known. The survey 
performed at the inception 
of the preparatory action will 
help estimating volumes of 
production. 

The objective is to increase number 
of producers by 10% by end of the 
preparatory action. 

Number of new 
outlets (including 
evolution of 
volumes of sales) 

Economic, 
environmental 

1, 2, 4 The number of newly established specialised and collective outlets 
will be monitored to analyse whether or not the Preparatory Action 
has been able to develop new marketing channels over the 18 
months period. The objective is to set-up at least one new 
marketing channel during the project (Biocoop). 

Evolution of 
volumes of sales via 
short supply chains 
based on a sample 
of farmers that are 
regularly selling 
their products on 
local market 
(minimum once a 
week). 

Economic, 
environmental 

1, 2, 4 Farmers actually sale Gwell only on local markets. The project aims 
to identify the distribution of sales in the different local markets 
and measures its evolution during the preparatory action. 

Number of 
meetings organised 
with external 
stakeholders 
(including number 
of participants) 

Social, 
economic 

1, 2, 4  Up to 5 (20 participants per event) 

Press publications 
after each event: 
citations and 
extracts about 
Bretonne Pie Noir 
and/or Gwell in 
newspapers, radio, 
TV, internet... 

Social, 
economic 

1, 2, 4  To be monitored 

Percentage of farms 
which are producing 
Gwell which are 
certified organic 
farms 

Environmental 2 Today about 60% of farms are organic. This percentage should 
increase in the future. It will certainly not increase during the 18 
months project as it takes sometimes to be certified organic; 
therefore we will collect here intentions of farmers to request 
agreements to become organic farms in the coming 5 years.  
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5 Organisational structure of the Preparatory Action 

Figure 5.1 provides a schematic description of how the preparatory action team will be organised and 
work for the purpose of the project itself. 

 

Figure 5.1 – Current organisational structure 

 

 

The Core Team - led by Ms Clémence Morinière and also including Mr Vincent Thébault and Ms Marie-
Noëlle Madec - will be responsible for the whole implementation of the project and for the assistance to 
the Support Team in data collection and in review and feedbacks for the activities listed at § 6 and in the 
GANTT (see § 7). The Core Team represents the Union Bretonne Pie Noir association, leading the Gwell 
project. 

Union Bretonne Pie Noir is an association registered according to the 1901 regulation in France, and will 
be the legal structure coordinating the project. Within this association, counting 124 members,  a sub-
group “le groupe lait” of 25 breeders, specifically involved in the valorisation of Gwell, will manage the 
activities associated to the projects, but has currently no legal status on its own. 

The Union Bretonne Pie Noir will coordinate the project with the help of two-three professionals: its 
director Mr Vincent THEBAULT, an employee of GIE (Groupement d’Intérêt Economique Elevages de 
Bretagne), Clémence MORINIERE, who is part-time (about 0.2 LU) devoted to these actions and will lead 
the Core Team. Rim Chaabouni, UBPN technician, can be asked to participate from time to time. 

The Core Team will be completed by a referent of Laboratory INRA Rennes STLO (Science et technologie 
du lait et de l'œuf), Ms Marie-Noëlle MADEC. This laboratory includes the Biological Resource Centre 
(CRB) for the conservation of bacteria of food interest. The CRB attached to STLO is operational since 

Core Team 

(2-3 UBPN +

1 INRA STLO referent)

Union Bretonne Pie Noir

Support Team

(3 members)

Other breeders Other stakeholders Public Administration

Arcadia International

Laboratory INRA Rennes 
STLO

INRA - UMR SAD Rennes 

Institut de l’Elevage
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2006, has competences to isolate, characterize and maintain bacterial strains of food interest for milk 
processes. 

The Support Team (ST) – coordinated by Ms Lucie Markey and including Ms Véronique Chable and Mr 
Daniel Traon – will lead the consulting and research activities and will support the Core Team in the 
management and in the coordination of the project. 

The Support Team project members will also represent the following organisations:  

• French Breeding Institute (Institut de l’Elevage), which coordinated the VARAPE project 
(2012-2014) about specific promotion of products from rare breeds. Idele referent will be 
Lucie Markey; 

• ARCADIA International referent Mr Daniel Traon; 

• INRA - UMR SAD Rennes referent Ms Véronique CHABLE. 

For a more detailed definition of roles and responsibilities please refer to GANTT at § 7. 

6 Support to the project – Role of the Support Team 

Support to the project for the above activities will be primarily provided in the form of consulting 
services both on horizontal aspects as well as on specific sub-activities. With respect to the horizontal 
aspects, the role will mainly consist in project coordination activities and support in the organisation of 
agenda, selection and finalisation of priority activities and monitoring of the planned timing/reaching of 
milestones. 

As for specific activities, which will be mainly carried out by the ST, these might be modified/extended on 
the basis of the outcomes of the first steps during the development of the project.  

Table below summarises the main areas of involvement for the ST. 

 

Table 6.1 – Expected activities involving the Support Team 

Activity Description 

Characterization of study 
protocol and the 
sustainable preservation of 
specific microorganisms 
essential for Gwell 
processing 

The ST will provide technical support for finalising the study protocol and 
financial support for contracting out the different microbiological tests 

Further development of 
present implementation 
plan 

Technical support from the ST and financial support for the hiring of one 
or more trainees 6 months and / or financial support to the management 
engineer working time 

Support to develop a 
marketing plan 

The ST will provide coordination with a research and consulting company 
(Areté) performing market analysis and developing – in accordance with 
the ST and the Core Team – the marketing plan 
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Activity Description 

Support to develop 
business relations 

Support to search for new outlets for the product and logistics 
implementation of the supply chain (in coordination with Areté) 

Communication plan The ST will coordinate the communication plan, providing assistance in 
the preparation of information materials and in the organisation and 
management of meetings and roadshows 

 

7 GANTT  
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Tasks - sub-tasks Budget Roles
Oct 

16

Nov 

16

Dec 

16

Jan 

17

Feb 

17

Mar 

17

Apr 

17

May 

17

Jun 

17

Jul 

17

Aug 

17

Sep 

17

Oct 

17

Nov 

17

Dec 

17

Jan 

18

Feb 

18 

Mar 

18

Apr 

18

May 

18

1 Identification of the panel of producers who will complete the organoleptic tests CT

2 Samples collection and organization of tests: texture, taste… ✓ CT

3 Analysis of the results and share of the information ✓ CT

4 Samples collecting to every Gwell producers for laboratory tests ✓ CT

5
Laboratory analyses : texture, pH, characterisation of organic acids produced, 

polysaccharides … ✓
CT

6
Evaluation of the microbiological diversity of the starter-ferments and identification of the 

component species ✓
CT

7 Isolation of strains from typical Gwell and molecular characterisation of these strains ✓ CT

8 Establishment of ferments of reference CT

9 Analysis of organic acids and volatile compounds giving Gwell its specific flavour CT

10 Diffusion of the results ✓ CT / ST

11 Signature of an agreement between INRA and UBPN for securisation of ferment strains CT

12 Listing and prioritization of common objectives ✓ CT / ST

13 Identification of new stakeholders to complete the supply chain ✓ CT

14 Preparation of basic information materials for communication about Gwell ✓ CT

15 Ad-hoc meetings for project update/sharing of objectives (with farm visits) ✓ CT / ST

16 Technical and economic analysis of 6 or 7 farms ✓ CT / ST

17 Identification of improvement paths CT / ST

18 Share of the results with breeders CT / ST

19 Analysis of Bretonne Pie Noir milk composition ✓ CT

20 Breeders information about Gwell process and control of process implementation CT

21 Market analysis (supply) : survey model destinated to breeders ✓ CT / ST

22 Market analysis (demand): survey model destinated to retailers or consumers ✓ CT / ST

23 Organization of a campaign of surveys, analysis of the results CT / ST

24 Creation of scenarii to rebalance supply and demand ✓

25 Focus group to formalise the marketing plan ✓ CT / ST

26 Initiation and following of STG request CT

27 Renewing of Gwell packaging and graphic charter used for communication tools ✓ CT

28
Renewal of UBPN website graphic charter and updating the website with all information 

related to Gwell project
CT

29
Use of the event “Bretonne Pie Noir breed of the year” for the “Salon de l’Agriculture” to 

present Bretonne Pie Noir and its product Gwell
CT

30
Press sensitisation, including specialised press destinated to consumers or to 

administration and other financers
CT / ST

31
Elaboration of a communication plan to link the identified segments of consumers with the 

most effective marketing tools ✓
CT / ST

32 Organization of 4-days road-show ✓ CT / ST

33 Video clip : definition of target audience, dissemination plan, film shooting ✓ CT / ST

35
Organisation of had-hoc meetings and preparation of the necessary information to 

sensitise other stakeholder ✓
CT / ST

Process activity

Milestone

✓ Activities partially covered by the budget

Core Team = "CT"

Support Team = "ST"

Communication plan

Supply chain development

Product development

Marketing approach


