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Map of the future of the agri-food sector in Poland - 2023
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2.1. Business models

market niches; branding and
building consumer experience; 
product co-management;
e-commerce; precision agriculture; 
horizontal integration
(development of agricultural
manufacturers groups)

4.1 Business models
market niches (individualisation of
production); branding and customer 
experience management; vertical
integration (sector consolidation);
capacity; horizontal integration

vertical integration (accelerated consoli-
dation of the food sector); branding and 
building consumer experience; horizontal 
integration

2.2. Labour
increase of labour deficit - large
employees outflow from Ukraine to
Germany; economic immigrants from 
Italy, Spain and Portugal come to Poland; 
convenient legal conditions for the inflow 
of workers from the Far East

2.3. Technology
industry 3.0 (automation) dominates; most 
companies became interested in Industry 
4.0 too late - waiting time for
implementation of such solutions reaches 
even a few years

2.5. Raw material
demand for raw materials does not grow too fast, but its 
prices do; food manufacturers more and more often buy 
from foreign suppliers - the economic calculation decides; 
significant government funds in comprehensive plants and 
animals disease protection programmes

increasing energy demand 
and costs; as in scenario 1: 
investments in own
generation systems and DSR 
development (see: Report, p. 
50); investments in energy 
storage.

2.4. Energy

offered value, efficiency and production 
quality while optimizing its costs

large companies capable of taking over 
smaller entities

Profit centres:

Winners in this scenario: 

3.1. Business models
private label and capacity (resulting from 
distributors' dominance); horizontal 
integration

3.2. Labour
employment reduction - increasing 
access to workers; possible next 
wave of  Poles emigration and, as 
a result, deepening the gap in the 
labour market; Poland is still an 
attractive labour market for people 
from the Far East (low costs)

3.3. Technology
Industry 3.0 and production automation 
dominate, but this model is exhausting 
and cannot be renewable; in case of 
recession there are problems with service 
and software updates

3.4 Energy
increasing demand for energy with simultaneous shortages -
interruptions in supply since 2022; carrying out energy audits and 
implementing optimisation of energy consumption; practical
solutions are appearing in the area of closed circle economy - in 
particular recycling and use of waste

3.5 Raw Materials
raw materials manufacturers 
are merging to optimise costs; 
the government is trying to 
introduce protectionism; more 
economical methods of
sourcing and transporting raw 
materials are being sought

4.5. Raw
materials

Increase of raw materials demand at the best price - imports of raw 
materials from abroad is increasing; weakening position of Polish
farmers, breeders and growers, who have to find new market advantages; 
relocation of raw materials production to other regions

efficiency and reliability of production 
and its scale; cost control; purchase of 
cheaper raw material while reducing 
quality and nutritional value

retail chains and discount stores; efficient
manufacturers

drastic increase in demand for
employees with high qualifications - 
engineers 4.0; possible wave of
economic emigration: Ukrainians to 
Germany, Poles to the USA - deepening 
the labour shortage gap

1.3. Technology
fast transformation of Industry 3.0 into 
Industry 4.0; development of Polish IT 
companies offering world-class solutions 
at good prices; creation and
implementation of many innovations
in the field of agro-robotics

problems with the availability of raw material in Poland - exploration and 
purchas abroad; domestic manufacturers increase productivity and manage 
costs more efficiently; significant government funds in comprehensive 
plants and animals disease protection programmes; government market 
protectionism

Annex to the report "AGRO RING, scenario-based costs. Agri-food sector: perspective until 2023.” 
Agro conference 2018

1.4. Energy

1.5. Raw materials

growing demand for energy with 
simultaneously with its
shortages; investments in own 
generation systems and the 
development of DSR (see: Report, 
p. 50); more and more efficient 
energy storage technologies

offered value (not only products), production
efficiency and quality while optimizing its costs

Profit centres:
offered value, efficiency, quality, 
cost optimization

retail chains and discounts; innovative 
enterprises

Winners in this scenario: 
Multinational corporations - food
manufacturers/investment funds;
national companies in retreat

4.4 Energy
electricity - interruptions in supply 
since 2022; carrying out energy 
audits and implementing
optimisation of energy
consumption; practical solutions 
are in the area of closed circle 
economy - in particular recycling 
and use of waste

4.2 Labour
a radical increase of demand for highly qualified workers - engineers 
4.0; the problem of deficit of other workers is solved by reductions in 
employment at small enterprises

Winners in this scenario:

4.3 Technology
the transformation of Industry 3.0 
into 4.0 takes place only within 
large enterprises together with 
productivity growth 

Closed circle 
economy

Traceability

The most
important trends
in each scenario

Generation
succession

Globalisation
Functional food

Organic food Online sales of food

Convenient food

Modern sales 
channels

Automation of 
production Labour migrations

Rising energy costs
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Own study of Capful Poland based on A.Osterwalder, 
Y.Pigneur, Creating business models.

Collect the team: 6-12 people from 
various departments of the company.

Book 3 - 4 hours.

Choose a quiet place to work.

Prepare sticky notes e.g. 51x76 mm 
format and pens.

Determine together what is the sub-
ject of the analysis: your whole com-
pany, chosen product or product cate-
gory, idea for a new business.

To fill in easily the particular fields of 
the model, the sequence of 01 to 09 is 
given.

Write down each element of the 
model on a separate sticker - this will 
allow you to easily manage your 
notes if you find any of them unne-
cessary.

VERY IMPORTANT: we place only the 
most important, key elements in each 
field; thus the analysis requires the 
discussion, brainstorm and 
agreement, which often leads to sur-
prising discoveries about the core of 
your business. 

Take short breaks every 60 minutes.

After completing the whole canvas, 
make a short summary referring to 
the saved business model.

Write down the most important conc-
lusions from the analysis.

Meet again within 2-3 weeks to 
update the first analysis (duration 
time 45 to 90 minutes).
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