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The present Implementation Plan for the Project “Valorisation of Turopolje Pig traditional products in 
Croatia” (from now on: “the project”) identifies and describes the foreseen activities for the proper 
execution of the project, i.e. the economic valorisation of the Turopolje pig breeding by means of 
production of a range of marketable products obtained by its processing.  

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 general objective of the project is the development of a comprehensive plan for the economically 
sustainable preservation of the Turopolje pig, by developing a range of marketable processed products.  

On this basis, a number of specific objectives are identified which are deemed necessary for the 
achievement of the overall one, and namely: 

1. To develop a range of products (at present already partially identified) obtainable by processing 
meat from these pigs; 

2. To increase and stabilise the production at the breeding farms level in the area of Turopolje, 
Posavina (HR); 

3. To develop a national trademark for the traditional products; 

4. To develop the market for these products, starting from commercialisation in the Lonisko Polje 
Nature Park, which is presently playing a crucial role in promoting the breeding in the area and 
supporting and fostering the whole project. 

Apart from the economic valorisation of the breeding, the project is expected to have wider positive 
effects on the local community, linking together agriculture, history and tourism within the Park. For this 
reasons, particular attention will also be paid to the constant involvement of local population throughout 
the whole process. 

2 Activities  

The activities foreseen for the achievement of the above mentioned objectives can be grouped under 
four main areas: product development, supply chain development, marketing approach and 
communication plan. Each of these areas includes a number of sub-activities and most of them are 
strictly linked for the achievement of the four specific objects listed in § 1.  This said, table 2.1 below 
provides a schematic description of the linkages between activities and objectives. 
 
Table 2.1 – Linkages between areas of activity and specific objectives 

Areas of activity Specific objectives 
Product development Obj. 1 

Supply chain development Obj. 2 

Marketing approach Obj. 2 and 3 

Communication plan Obj. 3 and 4 
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As further detailed at § 2.2, the project will be based on medium supply chains, which expected structure 
is drafted in figure 2.1. 
 
Figure 2.1 – Structure of the envisaged supply chain 

 
 

2.1 Product development 

2.1.1 Identification of the product(s) 

Already in 2007, through the study “Traditional products of the Lonjsko Polje Nature Park and protected 
areas of Sisak Mosalvina County” a series of local products were identified for a possible valorisation on 
the market; among them, a number of products were related to the Turopolje pig, and namely: 

1. Dried/spicy/ordinary pork sausage 

2. Garlic sausage 

3. Pressed sausage 

4. Blood/white sausage 

5. Fat and cracklings 

6. Homemade dry bacon 

7. Pork neck 

8. Pork shank 

9. Ham and shoulder blade 

All these products are presently considered potentially marketable and relevant for the economic 
profitability of the project, and will be consequently subject to tests and analysis to verify their feasibility 
in terms of required processing activities, production costs and quality and characteristics of the final 
products.   
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2.1.2 Development of the product(s) 

Although a preliminary list of potential products has already been identified, the development phase will 
include all the necessary activities for a correct characterisation of the different products. More 
specifically, the planned activities in this phase will mainly interest: 

• Chemical and nutritional description of products, by means of analytical tests on both raw 
materials and processed products; 

• Organoleptic description (e.g. sensory profile, aromas, taste) of products; 

• Exact definition of the processing methods for each product; 

• Trials and production tests; 

• Involvement of consumers for panel tests and relative feedbacks; 

• Set-up of the required quality standards; 

• Formalisation of codes of practice for breeders and production of guidelines for processors; 

• Definition of food safety and control systems (see also § 2.3.2 concerning certifications). 

Additional activities might include a prioritisation of the identified products, in case the parallel 
production of all the different typologies should reveal unfeasible or economically unsustainable. 

For what concerns the communication activities, during the product development phase these are 
mainly addressed to breeders and processors involved in the supply chain. In this respect, 
communication will be aimed at sharing and spreading results regarding the characteristics of the 
different products, their quality tests, as well as guidelines for their production and processing.  

Table 2.2 provides a list of the main communications activities planned for the product development 
phase. 

 

Table 2.2 – Product development phase: Communication activities 

Phase 
Main 
communication 
targets 

Tools and approaches 

Product 
development 

Breeders and 
processors 

 

• Meetings to inform about the development of the 
project as well as to share results from tests and 
analysis on the products.  

• Guidelines addressed to breeders and processors to 
optimise the production and the quality of the final 
products.   

Consumer 
associations 

• Meetings and panel tests aimed at getting feedbacks 
from the final consumers on the new products, as well 
as to feed a “willingness to pay analysis” 
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2.2 Supply chain development 

2.2.1 Supply chain organisation  

Given the characteristics and the expected limited dimension of the production in first years, medium 
supply chains (Lonjsko Polje Nature Park buying fresh meet from the local farmers and producing final 
products sold in special shops) appear as the most suitable and profitable organisation for the supply 
chain itself. Despite this, the involvement of additional stakeholders will be necessary, especially 
butchers and other processors, for most products among those identified at 2.1.1. 

Given the supply chain structure, two main categories of stakeholders are identified: 

• Breeders in the selected areas (16 farms are currently breeding Turopolje); 

• Processors (mainly butchers involved in the slaughtering activities). The number and level of 
involvement of processors is still under definition, also on the basis of the actual possibility to 
internalise the processing phase through the construction of a dedicated facility (see § 2.2.2). 

The retail level of the supply chain is expected to be partially covered directly by the Park (direct selling 
of products to tourists and consumers within the Park area). Despite this, contacts are expected to be 
launched with small shops too, with the objective to have a certain distribution also outside the Park 
area. 

As per the formal internal organisation of the project, it is currently under definition; the Lonjsko Polje 
Nature Park Public is now acting de facto as the project coordinator although no official entity, linking 
together the different breeders (consortium or others), is already in place. Decisions regarding the 
possible constitution of ad-hoc entities (e.g. consortiums, cooperatives, etc.) will be made on the basis of 
the actual necessities of the project as well as on the results from the supply chain development 
activities (see 2.2.2). 

In this phase, communication will be mainly oriented to breeders and, to a less extent, to processors: an 
inclusive sharing of objectives and of the expected outcomes of the project will be in fact crucial for the 
successful completion of the subsequent activities. 

 

A number of additional categories of stakeholders, including both public institutions and private 
entities, will somehow get in touch with the project, with the role to support it or specific activities 
related to its fulfilment. Among these: 

• The Croatian Agricultural Agency – the Croatian official entity which is responsible for the 
breeding process mainly through animal identification and registration, quality controls and 
support in the development of production (general assistance, organisation of fairs and 
exhibitions, development of programs in livestock production and control in realisation); 

• The Croatian Paying Agency for agriculture, fisheries and rural development – responsible, 
among others,  for the implementation of national measures supporting agriculture and fisheries 
and for the implementation of EU CAP measures; 

• The First Ecological Station – in charge for the controlling activities on organic production and 
eco-friendly techniques; and 

• A number of laboratories and other service providers. 
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2.2.2 Supply chain development  

Starting from the supply chain organisation envisaged and described at 2.2.1, activities for the supply 
chain development will be primarily addressed to: 

1. Enlarge the number of breeders; 

2. Select a small number of experienced processors. 

 

The enlargement of the number of breeders, already cited among the project objectives, actually 
represents the precondition for the preservation of the Turopolje and for a stable production. Activities 
in this sense will be carried out through:  

• ad-hoc communication addressed to breeders (meetings, leaflets and other communication 
materials, workshops, etc.);  

• Definition and sharing of codes of practice able to facilitate the adoption of efficient breeding 
techniques.  

 

The selection of processors to be involved in the project will be based on the outcomes of the product 
development phase (§ 2.1) – to understand the actual needs in terms of expertise for the processing of 
the different products – and, especially, on the possibilities to internalise the processing phase of the 
supply chain through the construction of an “internal” production facility (see also below). In this context 
it is anyway expected, at least in the first period, the involvement of external processors, which will be 
supported by: 

• Preparation of communication materials and organisation of extended meetings and workshops 
to involve potential processors and properly introduce the project; 

• ah-hoc meetings for the presentation of the project and the check of processors’ technical 
expertise; 

• Definition and sharing of production guidelines for the optimisation of processing phase; and 

• Business agreements and contracts in order to formalise the supply chain’s organisation (sharing 
of values, procedures, risk and profit sharing, etc.). 

 

A limited dependence on third parties for processing is considered an important factor for the economic 
sustainability of the project. In this context, as anticipated above, the construction and equipping of a 
production facility for the internalisation of the processing activities is also envisaged. For this purpose, 
the recourse to external financing will be crucial, and a number of activities are planned to involve 
potential financial partners and/or to find possible public support/ incentives for the plant. Among the 
other activities, it is possible to foresee:  

• Advisory in the presentation of requests for public financing;  

• Support in the preparation of investments materials for private investors; and 

• Assistance in the organisation of meetings with potential investors. 
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The supply chain development will proceed in parallel with the product development phase (see § 7). In 
this context it is expected a relevant exchange of inputs and feedbacks from this two main areas of 
activity; by a way of example, the definition of products technical characteristics and of the quality 
standards and certifications will have a direct impact on the additional stakeholders and actors to be 
involved in the project; similarly, feedbacks from consumers and consumer associations (and in 
particular elements regarding the optimal selling prices) will have to be taken in due consideration in the 
analysis of production costs.  

 

In the supply chain development phase the communication plan will be addressed to a wide set of 
stakeholders and partners, i.e. the identified counterparts who will be involved with different degrees in 
the projects. 

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

 

Table 2.3 – Supply chain development phase: Communication activities 

Phase 
Main 
communication 
targets 

Tools and approaches 

Supply chain 
development 

Breeders • Leaflets and communication materials on the project 

• Organisation of ad-hoc meetings with potentially 
interested breeders 

• Definition and sharing of code of practices for efficient 
breeding techniques 

Technical 
stakeholders 
(butchers, 
processors, other 
service providers) 

• Leaflets and communication materials 

• Meetings and site visits for the selection of processors 

• Preparation of production guidelines for processors 

• Meetings for the definition of contract (type, 
conditions, obligations, etc.) 

Public 
administration / 
private investors 

• Preparation of requests for financing 

• Preparation of communication materials and data for 
the potential investment in the project 

• Meetings with potential investors  

 

2.3 Marketing approach 

2.3.1 Market analysis and demand analysis 

Market analysis will be carried out with the objective to understand the competitive environment in 
which pig products will be marketed; in this context, more than an in-depth analysis of the whole set of 
competitors, the analysis will be focused on niche products which can be considered comparable or 
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substitutes for all or some of the Turopolje pig products (e.g. traditional meat products from the 
same/adjacent area(s), premium meat products, niche meat products). 

For the identified products/players, some key figures will be collected and analysed (e.g. number of 
substitute products in the same geographical area, pricing, quality, distribution, certifications, product 
positioning and main communication strategies, etc.). 

The market analysis will also include the participation of selected consumer categories, both for an ex-
ante evaluation of the appeal of different products and to verify the willingness to pay premium prices 
for these.  

2.3.2 Marketing plan  

On the basis of the outcomes of activities at § 2.1, 2.2 and 2.3.1, a marketing strategy will be finalised; 
more specifically, the following elements will be considered in the definition of the most suitable 
approach. If necessary, specific distinction will be considered for different products. 

• Product characteristics and quality standards, defined on the basis of results from technical  
tests, feedbacks and panel tests with consumers, market and demand analysis; 

• Pricing, based on production costs and on the willingness to pay analysis on consumers, as well 
as on prices of substitutes/similar products in the area; 

• Marketing channels/distribution, based on currently and perspective available channels as well 
as on the most suitable ways to reach targeted consumer categories; and 

• Labelling/communication, on the basis market analysis’ outcomes and in coherence with the 
other aspects of the marketing mix. 

 

Product characteristics and quality standards will be defined on the basis of results from the product 
development phase (see § 2.1.2) and consequently supported by other activities such as: 

o Quality certifications, which will have to be coherent with the product specific features and 
its positioning in terms of pricing (e.g. full traceability, organic, sustainability, etc.); 

o Roadshows and ad-hoc events in the context of culinary tourism, in connection with the 
Nature Park’s activities; and 

o Dedicated website describing the history of Turopolje pig and its qualities. 

 

Pricing of products will be defined on the basis of a series of activities including: 

o Analysis of the positioning of each product category in terms of quality, image, certifications, 
etc., also in comparison with substitutes/similar products;   

o Analysis of prices of substitutes/similar products; and 

o Willingness to pay analysis for high-quality products to be sold to tourists within the Park.  

 

On the retail side, distribution is planned to be carried out in the Park as well as in small shops; this 
choice will allow to emphasize the excellence of the Turopolje meat and its high-level products and to 
properly manage the limited volumes expected in the first period of production. In this context a first 
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shop is planned to be located in the Nature Park itself and is already in operations for non-food products, 
while a second shop will be based in Zagreb. 

 

Finally, activities related to labelling will include: 

o Creation of products’ name and designation; 

o Definition of the visual parts of the brand (name, slogan, logo); and 

o Development of quality logos consistently with different certifications. 

Communication activities, tools and approaches related to the marketing phase are described at § 2.4. 

2.4 Communication plan 

As highlighted above, communication activities will proceed throughout the whole project and its 
different phases, affecting different categories of stakeholders, including stakeholders not directly 
involved in the supply chain activities.  

This said, most part of the communication plan will be dedicated to “external” communication destined 
to consumers and to organisations and institutions (public administration, press, institutions for culinary 
tourism, etc.). 

Table 2.4 provides a list of tools already foreseen in this respect.  

 

Table 2.4 – Communication plan: tools and approaches 

Phase 
Main 
communication 
targets 

Tools and approaches 

Marketing 
approach 

Consumers and 
consumer 
associations 

• Development of a website providing all the relevant 
information 

• Roadshows for the promotion of Turopolje’s products 

• Preparation of other communication materials and 
sensitisation of press / specialised press 

Public 
administration 

• Preparation of other communication materials and 
sensitisation of press / specialised press 

Other 
stakeholders 

• Organisation of ad-hoc meetings and preparation of the 
necessary information materials to sensitise other key 
stakeholders (institutions for culinary tourism, etc.) 

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 to 
properly manage possible delays in the completion of the activities. Generally speaking, in case of 
relevant data gaps the following approach will be applied: 
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Judgment of data gap in terms of importance for the completion of the current activity and for 
the preparation of the following ones: 

• In case of limited importance, continuation with the planned activities and agreement of 
the necessary remedies to address the problem (alternative sources, primary and/or 
secondary data, etc) 

• In case of high importance, prompt coordination between the contractor/Support Team 
(from now on: “ST”) and the Core Team in order to set up effective solutions, 
consequent adjustment of the timetable of activities 

In general terms, potential issues might occur in all the planned activities; despite this, two 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 

Potential issues Envisaged solutions 

Difficulty in involving new farmers in 
breeding activities 

o Relying on existing breeders, increasing the 
average number of animals per single farm. This 
will allow to start increasing population and 
stabilising the production. 

o Going on with the project until the first results on 
the marketing phase will be available. This will 
allow to prove the financial sustainability of the 
project and to provide more solid figures on 
revenues and costs. 

Unavailability of public funds / lack of 
interest of private investors for the financing 
of activities not currently covered by the 
budget (e.g. construction of a production 
facility) 

o Use of third parties for the processing activities 
o Scaling down of investment needs for non-core 

activities 

 

4 Monitoring plan  

4.1 Identification of indicators  

The monitoring will be mainly based on time performance indicators, namely the delay/respect in the 
carrying out of the foreseen activities, on the basis of the GANTT (see § 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.  
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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 
developed 
products 

Economic 1, 2 0 4-5 products 

Production 
volume of 
meat (Kg) 

Economic  1,2 

Approximately 10,000 

Kg: basically only 
referred to self-

consumption and in the 
context of folk feasts 

 
No volume for the 

market 

Approximately 11,000 Kg or more in total (also 
considering new breeders self-consumption) 

 
Around 1,000 Kg of meat estimated for the 

market in the context of the project 

Evolution of 
the number of 
breeders 
breeding 
Turopolje pigs 

Economic, 
social 

2 13) 
15 (two family farms from the park area are 

interested for the pig production) 

Finished 
products 
volumes (Kg) 

Economic, 1, 2 

0 Kg for the market 
(around 4,600 Kg in total 

for self-consumption, 
both fresh meat and 

finished products) 

Expected amounts available for the market in the 
context of the project: 

Ham: around 110 Kg 
Sausages: around 250 Kg 
Fat and cracklings: 120 kg 

Bacon: around 100 Kg 

Total expected meat for self-consumption: 
around 5,000 Kg (both fresh meat and finished 

products) 

Number of 
different 
products sold 
via the Nature 
Park 

Economic, 
social 

1, 2, 4 Zero All products (4-5) 

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

Social, 
economic 

All Zero 
5 meetings 

(15 participants on average) 
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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 
Press 
publications 
after each 
event: 
citations and 
extracts about 
Turopolje pigs 
and its 
products in 
newspapers, 
radio, TV, 
internet... 

Social, 
economic 

All - 10 

No of female 

animals 
(reduction of 
inbreeding) 

Economic, 
environmental 

1, 2, 4 
109 (figure might be 

updated shortly) 
Around 86 

No of young 
pigs (increase 
of population) 

Economic, 
environmental 

1, 2, 4 61 130 

Percentage of 

farms using 
traditional/low 
input breeding 
practices 

Economic, 
environmental 

1, 2, 3, 4 100% 100% 

Number of 
breeders 
keeping open 

space for 
animals in 
order to 
maintain the 
biological 
diversity 

Environmental 3 2 5 
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5 Organisational structure of the preparatory action 

The preparatory action team chart is reported in Figure 5.1 below. 

Figure 5.1 – Current organisational structure 

 

The Core Team – led by Ms Valerija Hima and also including Ms Maja Sabljak and Mr Damir Kovačić – 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 Support Team (ST) – coordinated by Mr Ludovico Gruppioni and including Mr Mario Gentile and Ms 
Serena Berisio – will lead the consulting and research activities and will support the Core Team in the 
management and in the coordination of the project. 

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

  

Core Team 

Other breeders Butchers/processors Public Administration Other stakeholders

Support Team
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6 Support  to the project – Role of the Support Team 

The support to the project for the activities will be primarily provided in the form of consulting services 
both on horizontal aspects as well as on specific sub-activities. As per 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 supported 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 expected level of involvement of the Support Team in the different 
envisaged activities. 

Table 6.1 – Level of involvement of the Support Team 

Activity Level of involvement 
from ST 

Description 

New products 
development 

Low The ST will provide indications for the selection of 
required analysis and tests to be performed 

Development of code of 
practice / production 
guideline 

High On the basis of its expertise in this field, the ST will 
lead the discussion about the drafting of the 
production guideline 

Supply chain development Medium The ST will prepare meetings and information 
materials on the project to facilitate 
communications and agreements with potential 
partners 

Presentation of project to 
financial investors 

Medium The ST will lead the preparation of information 
materials and will prepare meeting with potential 
investors. The Core Team will be in charge of 
identifying potential investors and financing 
opportunities 

Market analysis High Thanks to its expertise in this field, the ST will carry 
on market analysis and – on the basis of agreed 
assumptions with the Core Team – will draft a 
business plan for the project 

Marketing plan Medium - High The ST will provide advisory services in the 
selection of the main elements of the marketing 
strategy 

 

7 GANTT 
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Activity Budget Roles

Product development

1 Technical identification of selected products characteristics CT

2 Technical tests CT

3 Feasibility studies and trial / productio tests CT

4 Definition of product range CT

5 Internal communication with breeders and sharing of objective CT / ST

6 Preparation of meetings with breeders ✓ CT / ST

7 Selection of analysis for quality standards ✓ CT / ST

8 Definition of production guidelines CT

9 Definition of quality standards, food safety and control systems and certifications (if any) ✓ CT / ST

10 Price testing ✓ CT

11 Definition of technical specifications for each product of the range CT

Supply chain development

1 Research and screening of financing opportunities CT

2 Sharing of project's view and objectives with  producers in the area CT

3 Sensitation and constant involvement of Public Administration ✓ CT

4
Preparation of requests for financing and information material for the involment of 

investors
✓ ST / CT

5 Preparation of meetings with external stakeholders ✓ CT / ST

6 Communication with partners and external stakeholders CT / ST

7 Analysis of existing butchers and possible selection and contact on new ones CT

8 Feasibility study for the construction of production facility CT

9 Drafting of business agreements and contract with stakeholder involved in the production ✓ CT / ST

10 First selection of possible other retailers (e.g. Zagreb shop, other) CT

11 Involvement of consumers for acceptance of new products and feedbacks selling prices ✓ CT / ST

12 First appraisal of production costs ✓ ST / CT

13 Construction and equipment of production facility CT

Marketing approach

1 Market analysis ✓ CT / ST

2 Demand analysis ✓ CT / ST

3 Marketing plan ✓ CT / ST

4 Definition of marketing strategy ✓ CT / ST

5 Drafting of business plan ✓ CT / ST

6 Finalization of business plan ✓ CT / ST

Communication plan

1 Communication with Public Administration CT / ST

2
Preparation of meetings and sensitation activities for meeting with PA and private 

institutions
✓ CT / ST

3 Communication with consumer/consumer organisations CT / ST

4
Preparation of meetings and sensitation activities for meeting with consumer/consumer 

organisations
✓ CT / ST

5 Development of a website CT

Process activity

Milestone

✓ Activities partially covered by the budget

Core Team = "CT"

Support Team = "ST"


