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BFF Business Model Canvas Cheat Sheet

The BFF is approximately six businesses under one umbrella.

	A. Commodity row crops 
corn, soybeans, cotton, peanuts
	B. Contract tobacco 
flue-cured, contract-driven, higher margin but volatile
	C. Fresh produce
pickling cucumbers, summer squash

	D. Sweet potato value chain
packing facility, possible export/ custom packing
	E. “Culls or seconds”
blemished product, lower grade, surplus
	F. Estate Decision 
cattle and timber





Business A - Commodity Row Crops (corn/soybeans/cotton/peanuts)
	Key Partners 
input suppliers, landlords, equipment dealers, crop insurance, lenders, trucking, extension
	Key Activities
planting, crop management, harvest, storage, hauling, compliance reporting
	Value Propositions
dependable supply at market-competitive price; meets quality specifications 
	Customer Relationships
transactional; repeat based on reliability and quality specifications
	Customer Segments
grain elevators
cotton gins
buying points
brokers

	
	Key Resources
land (owned/ rented), equipment fleet, agronomic know-how, irrigation, labor
	
	Channels
contracts or spot markets via elevators, gins, buying points or brokers; seasonal delivery
	

	Cost Structure
seed, chemicals, fertilizers, irrigation, fuel, r&m, labor, rent, interest, drying/hauling, insurance
	Revenue Streams
commodity sales
insurance/government payments




Business B – Contract Tobacco
	Key Partners 
contracting buyer, labor program partners, compliance/ inspection entities, input suppliers
	Key Activities
specialized production, curing, grading, labor management (H-2A)
	Value Propositions
high-quality, compliant leaf delivered to contract terms

	Customer Relationships
high-touch compliance/ quality relationship; audits/ specifications matter
	Customer Segments
tobacco manufacturers/ processors via contracts domestic and export-linked demand

	
	Key Resources
equipment, curing barns/ infrastructure, special know-how, H-2A labor system
	
	Channels
contract relationships; delivery to designated receiving points
	

	Cost Structure
high labor, inputs, curing energy, compliance, 
H-2A housing and transportation costs
	Revenue Streams
contract tobacco sales














Business C: Fresh produce (cucumbers and squash)
	Key Partners 
packers, freight/logistics, food safety trainers/auditors, input suppliers
	Key Activities
harvest scheduling, quality sorting, rapid post-harvest handling, logistics coordination 
	Value Propositions
consistent supply that meets grade/size and food-safety expectations

	Customer Relationships
high-touch compliance/ quality relationship; audits/ specifications matter
	Customer Segments
packers, produce distributors, brokers, possibly regional grocery programs

	
	Key Resources
labor (seasonal), cooling/handling access (even if via partners), irrigated acres
	
	Channels
repeat seasonal; performance-based
	

	Cost Structure
labor, packaging/handling fees, cooling/transport, inputs, shrink/waste
	Revenue Streams
produce sales (often quality/grade-sensitive pricing)












Business D: Sweet Potato Value Chain/Packing Facility
	Key Partners 
growers (farm and contracts), packaging suppliers, freight/export brokers, certification bodies
	Key Activities
procurement, packing/processing, QA, inventory management, sales/negotiation, logistics
	Value Propositions
packed-to-spec, consistent quality, traceable/certified supply, custom packaging

	Customer Relationships
program-based accounts; higher-touch (specs, packaging, service levels)
	Customer Segments
grocery chains (via programs), wholesalers, foodservice distributors, export buyers/brokers

	
	Key Resources
packing facility, certifications, QA systems, trained workforce, storage/cold chain access, sales talent

	
	Channels
direct sales (if developed), brokers, export channels, distribution partners

	

	Cost Structure
labor, packaging, plant overhead, utilities, QA/compliance, freight, shrink and waste
	Revenue Streams
packed product sales; possible service fees/private label premiums










Business E: “Seconds” / blemished product channel (waste-to-value)

	Key Partners 
processors, haulers, food banks (if donation), secondary market brokers
	Key Activities
sorting, routing, quick sales execution, logistics coordination
	Value Propositions
consistent, cost-effective off-grade supply with dependable logistics

	Customer Relationships
price-sensitive, but steady if supply is reliable
	Customer Segments
processors (chips/puree/frozen), animal feed buyers, discount grocers, institutional kitchens, donation partners (PR/CSR)

	
	Key Resources
grading discipline, storage space, relationships, a “sales hunter” role 
	
	Channels
processing contracts, secondary brokers, direct local accounts 
	

	Cost Structure
handling, extra sorting, transport, potential processing fees
	Revenue Streams
secondary sales (lower price, but “found money” vs waste); tax benefits (if donation applicable)









Business F: Estate Decision - Adjacent Cattle and Timber Operation 
	Key Partners 
vet, feed/hay suppliers, auction/stockyard, trucking, extension
	Key Activities
herd management, grazing/hay, health protocol, breeding/calving
	Value Propositions
healthy, uniform feeder cattle lots; dependable supply 
	Customer Relationships
repeat based on health, weights, consistency
	Customer Segments
stockyards, private buyers, order buyers


	
	Key Resources
pasture/hay ground, fences/ water, handling facilities, experienced employee (Isaac), working capital
	
	Channels
private sales
stockyards
	

	Cost Structure
feed/hay, vet/health, fencing/repairs, labor, equipment upkeep, land taxes/management
	Revenue Streams
feeder cattle sales; potential timber harvest (periodic)




Quick “next-step” validation questions (so your canvases get sharp fast)
If you want to tighten these from “basic overview” to “credible plan,” focus your next pass on:
Customer map: Who exactly buys each product today (names/types) and who could buy it next year?
Unit economics by crop/entity: contribution margin by line (the case hints they don’t know true costs per crop).
Channel strategy choice: packer/broker dependence vs targeted direct accounts (especially sweet potatoes).
Sales ownership: who owns distribution development (BFF case says “no one is focused on distribution networks”).
Capacity constraints: labor (H-2A  packing wages), irrigation limits, equipment modernization (peanuts).
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