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C H A P T E R  T W E L V E

Marketing as a Primary
Processor
The following section is written by Nikita Agarwal of Herb Artizan, based on her own

marketing journey as a primary processor.

From SHI  Presentation:  What buyers want to see ,  by Nikita Agarwal  (Herb Art izan)

Go deeper than “we sell high-quality botanicals.” Everyone says that.

Your connection to the origin. The people who grow and collect the plants. The

story behind the material.

SOURCING

Your critical quality controls. Your quality systems and machines. The proof that you

manage it well. The documentation that backs it up.

PROCESSES

Transparency about who is handling products and under what conditions. Names,

faces, conditions, qualifications, and training.

PEOPLE

What Makes  You  Di f ferent

Ask yourself: 
What do we do that a buyer couldn’t find anywhere else? 

That’s your value. Make it visible.

https://www.herbartizan.com/
https://www.instagram.com/herb.artizan/
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Marketing for me is a form of expression. I stepped into marketing because I had a notebook full of ideas and wanted to

share them. As a PhD student, I had learned how to convey my thinking in a PowerPoint, but that was about it. At first, I

thought, “I can just drop my ideas into a Canva template and it’ll work.” But it didn’t.

I learned through doing, that putting words and images together doesn’t cut it. It starts with deciding which ideas matter

most, shaping them in a way that connects, and knowing exactly who you’re talking to. For primary processors, this

means focusing on one clear message at a time. The more specific you are, the more it is likely to resonate with the

reader. 

I also had to overcome the mental roadblocks—telling myself I wasn’t trained in this, that I shouldn’t be in a field I knew

nothing about. The truth is, marketing is a skill like any other: you can learn it step by step. And if you work in a part of the

supply chain that’s rarely seen, you have something more valuable than a “professional” agency: access to real stories, real

experience, and a real stake in the outcome.

My learning journey started with the fundamentals. 

Understanding the Customer's Journey
I call this a lesson in empathy. Thinking about the customer’s journey means putting yourself in their shoes and

anticipating what they’ll be looking for.

To know what customers are looking for, I had to be where they were: trade shows, online groups, even by watching what

customers and competitors are posting. For primary processors, this can mean spending time in the markets where your

buyers operate, reading what they read, and asking them directly about their needs.

One thing I’ve learned: you can’t expect buyers to automatically see the value in higher quality or better practices.

You have to walk them through what’s at stake if they choose a cheaper option. That might be a shorter shelf life, a

higher risk of rejection, or a lost relationship with the community that grew the plant.

SHI helped here. I now feel confident in this role and can show (not just tell) how we address some of these challenges.

And showing always works better than saying.

Building a Brand Voice
With that understanding, I could finally create what supply network partners wanted to see. But that didn’t mean I could

post however I wanted. It’s never that simple. Which led me to the next big lesson - building a brand voice.

I learned that branding doesn’t mean slapping a logo on a post, or adding a tagline, or a certification badge. Branding is a

persona. It has a voice and values. It has to have a reputation, just like a person.

For processors, your brand is how people feel when they hear your company’s name or open an email from you. It’s our

products, but also our promises and whether we keep them. We don’t have to come off as perfect. It's understanding our

tradeoffs and communicating them on our website. If we want to build long-term buyer relationships, our voice needs to

carry the same values we uphold in our work: respect, honesty, and clarity.
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Clarifying the Value
Once I understood what customers wanted and how to speak to them, I had to answer the hardest question: what do we

do that truly matters?

For us, the answer is threefold:

Sourcing: our connection to the origin and the people who grow and collect the plants.

Processes: because people care about quality and need proof that you control it.

People: transparency about who is handling their products and under what conditions.

If you’re a primary processor, defining your value means going deeper than “we sell high-quality botanicals.”

Everyone says that. Instead, ask: what do we do differently that a buyer couldn’t find anywhere else? And then,

make that the backbone of your marketing.

Making your work visible
Marketing is a craft, and like any craft, it improves with practice. You don’t need a big budget or a design team. We can

find simple ways to show what we do. Good photos of drying sheds, short videos of harvesting, post-harvest storage or a

one-page chart explaining our process all help buyers see our reality.

The tools don’t have to be complicated. A phone camera, a free design app, or even a well-structured PDF can go a long

way. It's clarity that matters. Buyers want to see the steps, the people, and the conditions behind the herbs they buy.

For primary processors, marketing is a part of building relationships and ensuring our work is seen and valued. The best

marketing we can do is to show, visually and concretely, how we work and what changes because of it. For this we need

to: 

1. Show: Make the invisible parts of your work visible.

Process photos/videos: Drying sheds, washing stations, or storage facilities. Simple phone photos or short clips can do

this.

Batch transparency: QR codes linking to origin, harvest dates, lot IDs, or permits. 

Side-by-side examples: e.g., “this batch was properly dried, here’s what it looks like” versus “this is what happens when

drying is delayed.”

Worker stories: Share who harvested, who handled, who packed. This need not be in a romanticized way, only to

acknowledge labor and conditions.

2. Measure: Quantify what matters in your operation. Processors are using software like KoboToolbox for Impact Analysis.

This helps field technicians to record tasks, gather surveys, and share images on-site.

Quality metrics: Moisture %, microbial load, pesticide residues, and extraction yield.

Processing data: Drying temperature/time, cut size, rejection rates, contamination control.

Social & economic data: Days-to-pay, premiums paid, % of advance payments, or number of training sessions

delivered.

Environmental data: Waste reused (pelletizing powder, composting), energy used in drying, co-products developed.
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When you can show, measure, verify, and improve — buyers will eventually notice.
NIKITA AGARWAL ·  HERB ARTIZAN

SHI  TOOLKIT  3 .0 MARKETING AS A PRIMARY PROCESSOR

3. Verify: Back up your claims with credible checks. Marketing should be guided by validated data. 

Internal verification: In-house QC records, batch sheets, lab logs.

Peer verification: Share cost or process templates with other processors to compare ranges. As an example, the SHI

working group discussed using common cost-analysis formats and even pie charts to show the breakdown of

expenses.

External verification: Certifications (organic, FairWild, FFL) or independent labs. Even if not all buyers demand it, it

signals rigor.

Cross-check with buyers: Share lab results or process data and invite feedback. If your drying parameters match their

food safety requirements, that counts as verification.

4. Improve: Use what you’ve shown, measured, and verified to do better over time. This type of marketing approach can

help improve the organization.

Feedback loops: When testing reveals high microbial loads, adjust drying design. Or if material losses in sorting are

high, experiment with cleaner collection methods.

Shared learning: Small changes like low-tech field driers can reduce costs. Documenting and sharing these

improvements strengthens everyone.

Efficiency gains: Cost accounting can highlight “hot spots” (e.g., transport, energy use). Shifting some steps closer to

source may reduce both costs and carbon footprint.

Examples of Herb Artizan marketing material that uses marketing as a tool for education.
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