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USB Guiding Principles
• FY2017-2021 Strategic Plan

– MISSION: “Maximize profit opportunities for
U.S. soybean farmers”

– VISION: “Soybean innovation beyond the
bushel”

• Value Creation Framework (StageGate)
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2017-2021 USB Long Range Strategic Plan Goals



USB Structure
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USB’s STAGE-GATE®
 VALUE CREATION
FRAMEWORK



USB Directors drive top-down strategic planning which is
fulfilled by bottom-up value creation
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  Executive Staff Directs Primary Contractors in Developing & Implementing Programs



 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

   

 

 

 

 

 

 

 

 

 

 

 

17

 

 

 

 

 

 

 

 

 

 

 

 
 



What is a Program?

A planned series of strategic actions to occur over a
 period of time, to produce an intended result.
 
Examples of Programs:

- Put a man on the moon and return him safely to earth
- Map the human genome to enable analysis
- Develop High Oleic Soy to recapture lost demand



Two approaches organizations use to fund program ideas

▪ The full bet amount is placed
 before the race begins – you do
 not change your bet once the race
 starts – you are committed

▪ All horses will finish the race,
even  when they realize they can
no  longer ‘win’

‘The Horse Race’    ‘Poker Game’

 
 

▪ Bet amounts are incremental, that
 is, the bet amount is increased
 after the card is dealt and the
 player determines if the card will
 enable winning

▪ Players will not stay in the game if
 they are dealt a weak card – they
 will “fold”
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Lifecycle of a Program
Idea

 

In
ve
st
m
en
t

 

Partially defined, see the potential

Implemented, generating results

Impact begins declining

Fully developed to implement

No value being created
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Each quadrant relies on a specialized track to guide
program activity
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EXISTING
Products &
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Meal, Oil, SSAP

NEW
Products &
ProducAon

Protein, NextGen Oil,
Sustainability+
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Win?
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EXISTING
Customers/Value Chain

For instance: Canada, China, Colombia, Dominican
Rep,  EU, Indonesia, Japan, Mexico,

Morocco, Peru  Livestock, aquaculture,
industrial

Feed, feedstock, food, fuel

NEW
Customers/Value Chain

New geographies, uses, segments New
 Volume

(New Utilization Track)

 

Existing
 Core

(Market Outreach
Track)

Differentiate
 US Soy

(Technical Solution
Track)



USB’s 3 specialized value crea,on
tracks
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Developing new demand for U.S. soy by matching unmet domestic

or  international market needs with the best soy solution

  Creating competitive advantage for U.S. soy growers  by
differentiating soy offerings throughout the value chain, leveraging

the latest  technological advancements and innovations

  Communicating to and engaging with existing core customers and
value  chain partners to preserve and grow utilization.

New
Utilizatio
n  Track

Technical
 Solution
Track

Market
Outreach
 Track



Quick, inexpensive
 assessment to determine if
 there is merit to proceed

Investigate important
 problems, opportunities
&  potential solutions for

 feasibility

Verify solution concepts for
 the problem by conducting

 experiments in the lab or field

Advance validated research for
 practical use & potential

 commercialization

• Define problem, unmet need, and
 describe the magnitude of the problem
 if not addressed

• Inventory the product landscape,
 available and potential solutions and
 uses

• Describe proposed solution  parameters
including key technologies  to leverage

• Describe the target market and key
 players: audience, potential strategic
 partners

• Create a high-level road-map

• Describe the magnitude of the
 opportunity based on the proposed
 solution

• Conduct literature review of the
 product landscape to develop a deeper
 understanding of a topic & to conduct
 a preliminary assessment of viability

• Design and conduct proof of concept
 experiments

• Conduct foundational research to
 generate supportive data

• Update the target market and key
players

• From preliminary work, develop
 recommended research pathways / full
 experimental plan

• Determine potential magnitude of
 economic impact for the development
 effort

• Reassess product landscape and
 protect invention or product solution if
 applicable

• Conduct testing & validation
 experiments in laboratory and field
 environments

• Establish characteristics & limita,ons
 for the product or solu,on concept

• Identify risks that may impact product
or solution success

• Using results generated, develop
 recommended Application pathway
 and experimental plan

• Establish a refined economic analysis
• Generate & test prototype product or

solution
• Assess robustness of product or

 solution in multiple laboratory & field
 environments

• Undertake compet i t ive
technologies  analysis

• Reconfirm target market(s) and key
 players

• Develop application and
 commercialization concepts

• Develop application path to market

• Final Report • Final Report • Final Report • Final Report
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Technical Solution Track
  INVESTIGATI

ON
 STAGE 2

  VALIDATI
ON
 STAGE 3

  APPLICATI
ON
 STAGE 4

  EXPLORATI
ON
 STAGE 1



Each programs path through the value creation tracks is unique
Gates are Go/No Go decision points that open (or close) the door to funding
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FEASIBILITY STAGE
2

Confirm the market and
 solu,on opportunity and

 shape the winning
 concept

 
 

 
 

INTRODUCTION
STAGE 4

Collaborate with partners
 to commence production
 and support the market

 launch

   INVESTIGATION
STAGE 2

Explore the problems,
 opportunities & potential

solutions for feasibility

 
 

VALIDATION STAGE 3
Verify solu,on concepts

 by conduc,ng
 experiments in the lab or

field

 
 

APPLICATION STAGE
4

Advance the validated
 research for prac,cal use

 or poten,al
commercializa,on

Technical Solution
Track

   
Market Outreach

Track
DISCOVERY STAGE 2

Confirm the target
landscape & define the
 strategic approach to

 influence behavior

 
 

  IMPLEMENTATION
 STAGE 4

Engage and empower the
target with the solution,
 accelerating potential to

 influence behavior

Conduct a quick and inexpensive
 assessment of the idea and determine
 if there is merit to initiate a project.
 Clarify the potential outcome and

 select the track & stage to proceed to.

   
GAT
E

 
GATE  

 EXPLOR
ATION
 STAGE 1

 

 
DEVELOPMENT

STAGE 3
Collaborate with partners

GATE        to validate proof
of  concept and magnitude
of

opportunity

 
GAT
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CREATION STAGE 3

Build insight-based
GATE messaging solutions that

break through and give
 form to the strategy

 
GAT
E

New Utilization Track



Program Maturity Roadmaps
1. Feed Demand
2. Meat Exports
3. Food Uses/Taiwan-

Indonesia
4. Meal Industrial Uses
5. Oil Industrial Uses
6. Protein +
7. Energy +
8. Lower Carbs

 

1. Oil Diversity
2. High Oleic Food
3. Commodity Oil

Food
4. Biofuels
5. Bioheat
6. Sustainable

Production Practices
7. Constituent Value
8. Transportation

Infrastructure



2017 2018 2019 2020 2021
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TS - Validation 3

 
TS - Application 4

• New germplasm lines
with reduced RFO and
increased sucrose (Energy
+)

• Commercial varieties
developed

Trait is stable across
environments in

developed germplasm

Energy +  

• Broiler metabolism trials
with existing HPULO
completed

• Environmental stability tested
• Germplasm lines passed to

commercial companies

• Adapted Energy+ lines field tested
for environmental stability

• Incorporation of Energy+
germplasm into adapted,
high-yielding lines

Commercial broiler
feeding trial proves high-

protein,  ultra-low
oligosaccharides
(HPULO) trait

• Feeding trials with existing HPULO
indicated trait performs as expected



2017 2018 2019 2020 2021
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• Development of high yielding
germplasm lines with protein
traits  

• Environmental stability
of protein traits

• Advanced lines passed to
companies

XX seed companies
committed to

commercialization of
increased protein lines

Protein +

• Identify genetic variation
for seed protein content

• MG 0-I proof of concept  

• Environmental stability tested
in field trials

• Yield verified

• Breeding advancement

TS - Investigation 2

TS - Validation 3

• Develop genetic markers for
key genes

Maturity Group 0-I high
protein/high yield lines

identified

TS - Application 4



2017 2018 2019 2020 2021
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TS - Exploration 1
 

TS - Investigation 2
 

• Identify carbohydrate
pathway and oil/protein
synthesis genes

• Develop markers

XX seed companies
committed to

commercialization

Key carbohydrate
pathways to manipulate

are identified

Lower Carbs

• Evaluate performance of
advanced lines for yield and
quality traits

• Identify target carbohydrate pathways

TS - Validation 3

• Germplasm lines developed
• Environmental stability tested



2017 2018 2019 2020 2021
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Exploration Stage 1

 
TS, Investigation Stage 2

 
TS, Application Stage 4

• Identify new genetic
sources of high oleic

• Commercial companies
pick up germplasm lines

XX seed companies
committed to

commercialization of new
sources of key fatty acidsTarget fatty acid

pathways are identified

Oil Diversity

• Evaluate performance of
advanced lines

• Identify fatty acid  pathways for targeted fatty acids

• Cross new sources of high oleic into
adapted soybean lines

TS, Investigation Stage 2

• Identify genes for target fatty
acids

• Evaluate  yield and oil/
fatty acid performance

• Cross genes into adapted
germplasm

TS, Validation Stage 3



2017 2018 2019 2020 2021

 
     

TS – Investigation 2
 

TS – Validation 3
 

TS –  Application 4

MO – Discovery 2, Creation 3,
Implementation 4

• Economic analysis of
sustainability solutions for
farmers

• Develop measurement
methods for soil health

• Evaluate cover crop benefits
• New pest resistance

• Increasing farmer
awareness of sustainability
and sustainable production
practices

• Demographic and
behavioral research on
sustainable production
practices and technology
use.  

• New stress-tolerant
varieties

• On-farm validation of
practices/solutions

XX seed companies
committed to commercialize

new pest resistance traits
XXX farmers committed
to planting cover crops

Sustainable Production Practices

• Evaluation of tillage,
residue management & crop
rotation on soil health

• Identify new sources of pest resistance
• Explore digital technologies for on-farm

application to improve profits and track
sustainability performance

• As new market data becomes
available, revise plan as
necessary.

• Outreach to farmers on sustainability
and production practices, messaging to
incorporate new technical solutions,
end-user demands, SSAP goals.

• Outreach to industry partners to
discuss sustainability messaging with
farmers.

90% of
farmers
know

sustainably-
produced

crop

MO – Discovery 2, Creation
3, Implementation 4

MO – Discovery 2, Creation
3, Implementation 4

MO – Discovery 2, Creation
3, Implementation 4

MO – Discovery 2,
Creation 3,

Implementation 4

• As new market data becomes
available, revise plan as
necessary.

• As new market data becomes
available, revise plan as
necessary.

63% of
farmers
know

sustainably-
produced

crop



Each proposal is summarized into a 1-pager ‘Proposal on a Page’ (POP) so
 directors can easily find the informaPon they need to conduct a rigorous

 evaluaPon. When necessary, directors can click on the link to the full proposal.
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 Proposal on a Page (POP)

Code Name, #, Funding Request $  Proposal



Workgroup directors govern every Gate by rigorously evaluating and
 scoring program proposals using 3 criteria
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▪ Advances LRSP objec,ves
▪ Strengthens key audiences
▪ Advances strategic partnerships
▪ Addresses an attractive market

Value Impact
The extent the proposal creates value

 for U.S. soybean farmers

Execution Feasibility
The extent the proposal can overcome

 implementation challenges

▪ Clarity of technical challenges &
risks

▪ Clarity of market challenges & risks
▪ Implementation and adoption risk
▪ Leveraging third party funding

  1     2    3

‘Does It Matter?’
0    4    7    10

▪ Differentiates U.S. soy
▪ Increases farmer profitability
▪ Drives adop,on of US soy

offerings
▪ Advances U.S. Soy Advantage
▪ Attractive return on investment

 

‘Is It Worth It?’
0    4    7    10

‘Can It
Succeed?’

0    4    7    10

Strategic Importance
The extent the proposal advances USB’s

 strategies



 
 

The detailed scorecard guides directors through proposal evaluations
The detailed scorecard helps USB directors calibrate their evalua,ons. A score of 10, 7, 4 or 0 against each

 criteria produces an overall Farmer Confidence score for each proposal.
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USB’s Value Creation Framework Dashboard

Strategic View of Porlolio: Reviewed by Target Area (July Board
MeeAng)

Review Above-the-Line Proposals as a Porlolio (by Target Area) for Strategic
Balance

Risk/Rewar
d

  

$ by Audience

 

$ by Target Area $ by Goal $ by Innovativeness
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$ by Track

 

 ✓ Strategic Fit
✓ Maximizes

Value
✓ Good Balance



Questions??

Thank you!


