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Abstract

Stanbroke Beef and Meat & Livestock Australia agreed to progress a Collaborative (Value-adding) Co-
innovation Program over a three year period commencing in July 2017. The program was designed
to support the development and implementation of Stanbroke Beef’s red meat high value growth
strategies in both the domestic and global markets to be achieved via a range of innovative products,
packaging, processes and new business model concepts. This programme was very successful for the
business with a number of new business opportunities coming from the programme and Stanbroke
has re-entered this programme in conjunction with MLA in November 2021, for 3 year extension, to
further support the growth and development of the Value Add section of the business.

A range of new product and business growth activities are planned during the three-year period (but
not limited to):

e Development of an NPD plan customised for Stanbroke that gives the business clear direction
for future growth and the promotion of Australian beef starting with participation in MLA's
category growth driver assessment.

e Implementation of a Thin Slice Beef programme for Stanbroke for both Domestic and
International Customers.

e Introduction of a complete Wagyu Beef Retail Ready range into a Domestic supermarket chain.

e Development of a new packaging offering for Beef primal cuts produced at the Stanbroke Plant.

e  Review of current Stanbroke systems incorporating the retention and upskilling of the labour
force.

e Implementation of a live yield/production scheduling system to identify and improve process
successes and failures within the business.

e Identifying any sustainability initiatives that can be implemented at Stanbroke to reduce carbon
footprint.

e  Product evaluations and testing

e  Study tours of key international and domestic retail and food service markets of innovative
products, processes, technologies, and packaging

e Facilitated workshops on technologies, processes and packaging involving suppliers and
technical experts including attending the MLA network events.
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Executive summary

Background

Stanbroke has been since its startup a boxed beef processing facility providing services to over 35
countries worldwide. Using our market access channels, a business decision was made to start
producing commercial value added products as it was deemed current customers and new ones were
looking for that point of difference as skilled workforces became harder to maintain and expensive to

run.

Objectives

Staff retention is difficult in any industry, but Stanbroke has been successful in at least
halving our staff turnover and retaining a skilled workforce to better service our customers
and meet production demands.

New product development through our Value Add room although has been a slower process
while we enter into a new facility and commission the plant we have still managed to meet
our objectives with Thin Slice, Wagyu Domestic Range and changing over 90% of our beef
primal cuts into a new packaging solution that is beneficial to the business and puts us in line
with other countries around the world.

Introducing Stanbroke to the digital age is also a slow process with so many projects
currently being completed however the base groundwork has been done for the digital
platform to be introduced into the Value-Add facility early in 2025.

New Product Development has in the past 5 months come leaps and bounds with new
software implementation and a focus New Product list the business is using to prioritise new
products being commercialised to market.

Methodology

Key staff from Production and Sales set a meeting to discuss what were the important drivers
to the business as a whole for the next 3 years.

From this meeting the pillars that would best fit the drivers were identified and used.

Results/key findings

Skilled, Stable and Happy Workforce
New products in the Market with Stanbroke branding.
Alternate packaging solution for Beef Primals.

Currently 25 active New Products being developed at Stanbroke.

Benefits to industry

Staff Retention which is a struggle for the industry and some insights on what worked for
Stanbroke.

An alternate solution for packaging of beef primals that has financial benefits and
efficiencies to the business.
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e Different product offerings that are working for Stanbroke can be adapted for other
companies.

Future research and recommendations

Stanbroke propose there continues to be a need for more research done to make the beef industry a
more attractive job for the next generation coming through. There are many gateways for jobs that
can last their entire career but at present it can be deemed somewhat unappealing.

Further research into value adding more of the beef carcase to gain increased value from more of the
carcase and more access to what other countries are doing in way of technology for processing of
beef would also help drive innovation capability development.
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1. Background

From the beginning of this new phase of the Co-Innovation Program, Stanbroke and MLA wanted to
have clear direction and targets to meet to deliver to Stanbroke the best outcome as well as
justification for MLA’s investment in the program. Stanbroke will implement the innovation strategy
as agreed under the following key project pillars which come from our Strategy on a Page (Appendix
1).

People & Skills

Customers & Markets
Products

Operations — Up to date tools
Digital & Data

O O O O O

2. Project Objectives and Outcomes

2.1 Objectives

Develop and implement Collaborative Co Innovation Program, including submitting the following

items to the Steering Group:

. Share required sales data with MLA to undertake the Category Growth Driver assessment for
the business,

. Finalise stage 1 Innovation strategy detailing innitatives and KPI’s under the project pillars,

. Develop key initiatives under the project pillars,

. Key performance indicators, measurement systems and baselines against the project pillars
(including sustainability measures where relevant),

. First stage innovation skills development plan (development of innovation resource capability
development plan),

. Develop a communication plan for the program,

. Finalise project data intellectual property and a data sharing agreement as required.

3. Methodology

A formal meeting between Stanbroke (Brendan Elliott, Mark Harris & Jim Friis) & MLA (Garry
McAlister & Josh Whelan) to discuss where the business needs were and the intended direction that
the co-innovation project was to head.

An introduction meeting to the Category Growth Driver between Stanbroke and MLA was held
where the requirements were clarified for what was required by Stanbroke and the contract was
drawn up for both parties to sign.

3.1 Outcomes
The objective of the first Milestone was to setup the Co-Innovation Project KPI’s with both Stanbroke

and MLA agreeing that targets were achievable and clear goals for the program were all captured
(Our KPI's are summarised in Appendix 1).
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The Co-Innovation Project KPI’s have been completed and the historical information on where
Stanbroke is at present time is being compiled and will be used as a base measure. (Refer to
Appendix 1)

The start-up meeting for the Category Growth Driver study has been held and currently Stanbroke
and MLA are transferring the relevant information between both parties to complete the study into

how the business is currently standing and hopefully identify some areas we can target with future
Milestones.

Matthew Zorzetto is leading the Stanbroke front in the cross over of information for the category
growth driver and with his previous experience in the process, this should make the exercise a lot
more accurate in delivering information that can be used for future projects.

The innovations strategy and priorities are summarised below under the 4 project pillars.

4. Results

4.1 Outcomes

4.1.1 Project 1-People & Skill
Summary - Review of the Stanbroke plant incorporating retention of staff and the upskilling of
employees so we have a refined skills matrix for each department. This will also include a training

programme created for new staff that would enable them to perform a variety of jobs.

Measure of Success - Reduction of staff turnover with Stanbroke. Clear improved Skills matrix across
each department with a clear improved training programme implemented.

Final Result/Summary — Through a new Skills Matrix being implemented and upskilling of staff
where a pay bracket increase is rewarded for staff learning multiple positions, the Value-Add area
now has the lowest staff turnover in Stanbroke. From January 2022 to present we have seen
turnover drop from 16% at its peak down to an average of 2.5% in 2024.

Value Add 2022 Value Add 2024

20%
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0% % 0% 0o —# o0 000000 0
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3898585532388 8¢8 >253555853788¢3838

4.1.2 Project 2 - Products

Summary - Entry into the thin slice market with new product launch. Ranging a Wagyu range
domestically in Australia which to this point isn’t readily available. Venturing into the cook/chill
product space for Stanbroke. Another major project which will be first in Australia is converting our
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Boning room’s product packaging over to be primarily a flex pack solution. This is very big over in
European countries and will change the packaging landscape in Australia if successful moving away
from the vacuum bags.

Measure of Success - A new customer base for Thin Slice beef for Stanbroke. A Wagyu product range
available in the domestic supermarket space produced by Stanbroke. A cook/chill offering offered to
the market from Stanbroke. A successful conversion of the boning room beef primals from vacuum
bags to a flex/flex offering.

Final Result/Summary — In the domestic market - We now have a regular customer (Drakes) that we
supply Diamantina Wagyu products: 3 x Retail Steaks, 1 x Retail Burger, 1 x Retail Mince & 1 x Retail
Wagyu Tallow Jar. (Figure 1)

We also have 3 cooked ready to heat items in both Drakes and Harris Farms domestically. These
products are Indian Masala, Beef Rendang & BBQ Glaze Ribs. (Figure 2)

Thin slice product we are now supplying to multiple markets in both domestic and export markets
with the most popular product now being a Wagyu Sizzle Steak using a denuded Outside Flat cut to
7mm shingled into a skin pack. (Figure 3)

Our boning room facility has successfully migrated 90% of the beef cuts produced into thermoform
packaging. This has been a huge undertaking with some of the major challenges due to our range of
categories being packed from a 300-day Wagyu to our Organic cattle having vast differences in
primal size and limited flexibility in pack sizes that thermoforms can offer. We have recently finalised
all die sizes in the boning room to optimise the pack and ensure excessive plastic is not around the
product across all the different categories. (Figure 4)

4.1.3 Project 3 - Digital & Data

Summary — Implementation of a live yield & daily production schedule system for the Value-Add
department at Stanbroke. This will allow staff on floor to know the successes/failures of room as
they happen and may give opportunity for improvement processes and ownership of the result to
staff on floor.

Measure of Success - The system implemented in the Value-Add area with improvements to room
results and processes clearly shown.

Final Result/Summary — Stanbroke has sourced a live data platform from many companies and have
narrowed it down to one system that is used in other plants around Australia from OFS. After the
Value-Add facility has completed the final production lines to be commissioned, this system will be
trialled on a single line then rolled out to each of the 5 production lines in the Value-Add facility.
This would not -have been possible if it wasn’t for the networking meeting of the Co-Innovation
programme where one of the colleagues at the network meeting was able to suggest OFS as a
company capable of supplying the platform that we were chasing for data collection.

4.1.4 Project 4 — Customers & Markets

Summary - Formulate a new product development plan for the Value-Add area at Stanbroke that
would generate the best growth to the Value-Add business. This would be generated and refined by
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research into new machine research as well as customer research to identify- what their Value-Add
product profiles are for their business to deliver the best growth for Stanbroke.

Measure of Success - A clear Stanbroke Value Add Roadmap of proposed new product ranges. This
would include for example the finished product/s and everything that would have to be
purchased/created to deliver the product to market (machinery/Ingredients/Process). This would
enable Stanbroke to make the best business decisions around start-up of new products and where
to focus.

Final Result/Summary — For new product development Stanbroke is now using the Asana platform
to manage the multiple New Products in development. This allows all different sections of the

organisation that makes up the New Product Development team to have a centralised platform that
assigns tasks to key areas of business and product status updates. At present we have 25 active new
products in development with many of them being new processes for the Value-Add facility.

5. Conclusion

Stanbroke has in the past 3 years performed some alterations/improvements to the business that is
new to the Australian beef industry. Through alternate packaging for beef primals to further
processing and utilising more of the carcase to offer different products in the market. At times the
decisions were questioned but persisting to get the result the business is chasing through machinery
suppliers and looking at trends overseas it can be accomplished. MLA also does a lot of research that
Is readily available that can assist in justification for projects and decisions.

5.1 Key findings

e Staff shortages across the entire industry can be counteracted with better staff engagement
and training.

e Value Adding of Beef in Australia is the future for the industry as more and more skilled
labour overseas gets harder to obtain. Customers are looking more at getting products that
can go from carton directly onto shelf long as the supplier can offer a consistent product
with good shelf-life.

e |nthe domestic market there is a void of high-end product like Wagyu that the consumer is
looking for or sparks interest in them to try.

e Thermoform packaging for Beef Primals is possible but it is a process to ensure the machines
are specified to accommodate the varying sizes of primals. Rewards for getting this right can
be high in both dollar value and throughput/processing speeds.
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5.2 Benefits to industry

Staff retention is critical to beef processing facilities so the time and investment in building
teams through training and upskilling and reducing the staff turnover rate has major
implications in the success of the facility hitting their targets

Value Add production for Australian Beef Export is increasing in demand as countries look to
supply their customers in a similar model that major retailers in Australia are doing, where it
comes ready to be put on a shelf, doesn’t require skilled labour and is consistent in every
store as it is produced in a central location that offers very good shelf life.

Look at alternative packaging solutions for Beef processing that can provide cost benefits,

efficiencies and increased throughput capabilities other than the packaging formats that have
been used for several

Future research and recommendations

Alternative packaging for beef primals is challenging in Australia as there were no clear
alternative to the normal vacuum bag which is very beneficial to processing. Stanbroke has
worked with machine suppliers to get to an acceptable point with an alternative packaging
which suppliers will now be able to adopt into other facilities looking for something
different that can benefit their business.

Would like to see more Research and Development in Value-Add beef production outside of
the current/normal offerings available now that can utilise more of the beef carcase in
offering a Value Added product. Beef Tallow and Bone Broth are 2 examples of new
products we have introduced into our process that utilise products that are generally
underutilised.

Better insight into equipment that is available globally for beef processing. Australia can be
quite sheltered in what is available that can assist in automation of process and better
throughput and efficiencies.
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1. Appendix

1.1 Stanbroke Documents

1.1.1 Stanbroke Co-Innovation Programme KPI’s
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2. Social - Demonstrated evidence that the progra

vestments have accelerated innovation adoptio
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1.1.3 Stanbroke Deep Dive into Priority Markets

Stanbroke brands summary from the ‘eye of consumer’ and deep dive

Figure 1

Figure 2
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Figure 3
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