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INTRODUCTION

Founder of Alla’s Pierogies Alla Shevchuk was filled with enthusiasm on her drive home from a local Rotary
meeting in her new home of Strathroy, Ontario, Canada." She was looking forward to having dinner and practicing
English with her family, before logging onto her night course at Fanshawe College. Even with the busy evening
ahead, she could not stop dreaming about the possibilities for her rapidly expanding business, wondering which
path was the right one to take.

ALLA PIEROGIES

Shevchuk created packages of authentic Ukraine and Canadian pierogies® for consumers to prepare at home.
To maintain freshness for consumers, Shevchuk sold her pierogies frozen and ready-to-boil. To comply with
Canadian food safety laws, Alla’s Pierogies rented an industrial kitchen space to prepare the pierogies. Shevchuk
would them to local shops, such as Annie’s Ice Cream in Strathroy, which sold the packages of frozen pierogies.

History

Shevchuk’s family of five was displaced from their home in Zaporizhzhia, Ukraine, during the Russian invasion
of Ukraine in 2020, as shown in Exhibit 1.> By 2022, the continual danger of missile or drone strikes, combined
with the risk of nuclear fallout from the nearby power plant, became too much to handle for Shevchuk and her
husband. They then uprooted their young family and moved to Strathroy. Eager to contribute to Canadian society
and make the most of their new life, Shevchuk opened her own business a few months after moving.

Shevchuk, profiled in Exhibit 2, began selling her pierogies at local farmer’s markets and created a social media
account to gather community support. She soon developed partnerships within the community to distribute her
pierogies in many of the small towns throughout London-Middlesex County.

[1] The Rotary Club is a community-based social club that focuses on supporting global humanitarian initiatives.

[2] Pierogies are Eastern European dumplings made by wrapping unleavened dough around a savory or sweet filling and then cooking in boiling water.
[3] “Little Strathroy provides welcome home for Ukrainians fleeing Russia’s war” (2023, March 16), CBC, https://www.cbc.ca/news/canada/london/
little-strathroy-provides-welcome-home-for-ukrainians-fleeing-russia-s-war-1.6767746
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AN INDUSTRY FILLED WITH POTENTIAL

Canada was home to the largest population of Ukrainians outside Ukraine and Russia, as a result of Eastern
European settlement movements in the early twentieth century. Pierogies had therefore become widely recognized
as a Canadian staple food. Canada was home to the world’s largest pierogi, and it was estimated that Canadians
consumed 3 billion frozen pierogies per year.*

Canadians purchased pierogies made by a variety of competitors of all sizes. The largest competitors in the industry
were frozen ready-to-cook pierogies made by large multinational brands and those made by house brands for major
grocery retailers. These ones, along with many other mass-manufactured foods, were generally viewed as lower
quality. The inferior quality of mass-manufactured foods, however, prompted Canadians to buy locally sourced or
locally produced food products, which they viewed as more nutritious and of higher quality. As of 2022, the trend
of Canadians’ preference for buying locally sourced food had grown to 53%. Shevchuk understood that this trend
included authentic perogies. Though she would have preferred to sell them fresh, with her distribution partners it
was more feasible to produce them in advance and sell them frozen.

PRODUCT OFFERING

Traditionally, pierogies took two forms—sweet pierogies filled with fruit and served with cream, and savory
pierogies filled with sauerkraut, onions, cheddar, potatoes, and other vegetables.

Shevchuk offered packages of 22 frozen pierogies in 16 different filling flavours, both sweet and savoury. Each
package, regardless of filling flavour, sold for $15.99; a slight premium in comparison to the lower-quality mass-
produced pierogies. This price gave her a $5 profit per package, and she restocked several of her distribution
partners’ freezers each week. Her distribution partners were flexible about delivery times, though often made
requests for flavours that customers purchased each week. Many customers liked that if requested, Shevchuk
would make custom orders to accommodate dietary restrictions. Though she was proud to work with customers to
ensure they were satisfied, some weeks she was exceedingly busy fulfilling such requests.

CURRENT PROCESS

Shevchuk had access to the kitchen at Anne’s Ice Cream for four hours in the late evenings when they closed.
She typically used the kitchen five days a week for four hours. To preserve the quality of the pierogies, she only
started batches when she knew she had enough time to finish it that evening; and any leftover time not preparing
pierogies, she would spend time cleaning up.

Dough mixing: Shevchuk created enough dough for a batch of 330 pierogies, using a professional stand mixer. It
took her 5 minutes to measure out all of the ingredients and add them to the mixing bowl. The machine mixed the
dough for ten minutes, and then rolled it out. During that time, she prepared the filling.

Filling preparation: Shevchuk prepared only 1 batch of filling at a time. She estimated that it took 3 seconds to
wash and chop enough fruits or vegetables to fill one pierogi.

Rolling out dough: Shevchuk placed the mixed dough on a clean, floured table and used a rolling pin to spread it
out into an even layer that could properly contain the filling during cooking. The process of rolling by hand took
her 10 minutes.

[4] “Inside Canada’s Obsession with Perogies” (2022, September 6), Find My Food Stu, https://findmyfoodstu.com/canada-obsession-with-pierogies/.
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Distributing filling: Shevchuk scooped the filling in small dollops across dough.

Cutting: Shevchuk cut out each individual pierogi, which took approximately 3 seconds each for a total of
5 dozen circles.

Folding: Shevchuk delicately folded the dough over the filling and pinched the edges together to seal thr pierogi.

'This was a difficult process and it took 8 seconds per pierogi.

Packaging: Shevchuk packed 22 pierogies per plastic package, labeled with their flavour and production date. Each
package took approximately 1 minute to fill and label.

‘Throughout the surrounding counties, Shevchuk had distribution partnerships with 6 retails stores that would
sellout her current week’s production. Though she was currently keeping up with demand, her business was growing
by the day with more orders and opportunities to expand. Two more locations in Ailsa Craig and Seaforth, Ontario,
inquired about carrying her pierogies in their stores, if she had the capacity. The new locations were expected to
yield the same weekly sales as the original six locations. Shevchuk wondered if her production could keep up with
the anticipated demand, and if not, what she should do about it.

ALTERNATIVES

Shevchuk had developed several ideas that could help her grow into the proposed new locations, though she
wondered which would have the best financial implications, and which would best keep her, and her customers,
satisfied.

Reduce the number of flavours

Shevchuk could streamline her process to produce a large run of 990 pierogies, all with the same filling, rather
than several smaller batches of different fillings. This would mean that she would only produce 5 flavours per week.
To make this batch, she would need to purchase a new stand mixer that could handle enough dough for all 990
pierogies. She found one online that cost $3,500 and would mix the dough as quickly as her other one.

Shevchuk would also need to purchase a larger knife to reduce the filling preparation time to 1 second per pierogi,
a set of standardized spoons to decrease time distributing filling by 1 second per pierogi, and a cutting mould that
sped up cutting time by 20%.° The new mould would allow her to produce a straight row of 22 pierogies, which
would double the amount of packages that she could create in the same amount of time.

Though she was intrigued by operating more efficiently with fewer flavours, she wondered how her customers
would react. In the worst-case scenario, Shevchuk estimated that total sales would drop by 10% because of this
change.

[5] The spoons, knife, and cutting mould, would total $250.
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Opening her own location

Shevchuk’s ultimate dream was to have her own store in the heart of downtown Strathroy, selling the pierogies hot,
according to her specifications. A small location in Strathroy that she thought could fulfill her needs had become
available. She estimated that it would require $200,000 of renovations to convert the storefront into a sit-down
restaurant, and $35,000 for new kitchen supplies, equipment, and a payment processing terminal. She would also
need $2,000 of inventory. The ongoing operating costs, including rent, would total $50,000, minus the cost of
renting from Annie’s Ice Cream Parlour, resulting in an annual savings of $6000.

The menu would offer platters of 1 dozen pierogies of any flavour combination requested, and a variety of
beverages that complemented the pierogies. And a dozen was a suitable number for customers to share. Shevchuk
predicted that she would sell 100 platters per week and would earn a contribution of $5 each. Though not every
customer would purchase a drink, she estimated that overall, she would earn a $2 margin on beverages per platter
sold. Additionally, she would be able to take more custom orders for catering, which she estimated to have a
contribution of $40,000 annually.

'The biggest benefit would be taking possession of a full kitchen on her own. She was willing to dedicate up to 12
hours 5 days a week, and she was confident that she could produce enough pierogies for the restaurant and the
expected demand for frozen pierogies.® She did not intend to hire staft to help with production, though she would
hire a part-time staff member to operate the store front. Shevchuk would pay them $18 per hour, 4 hours per day,
for 3 days a week. The employee would train for 2 weeks, working this schedule.

DECISION

Shevchuk had many decisions to make and wondered what to do next. She wanted to make the right decision for
herself and her family, but she wondered which method of growth was the right one. She pulled into her driveway,
still dreaming about what would come next in the Canadian chapter of her life.

[6] The store would be open and she would work approximately 50 weeks per year.
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EXHIBIT #1

Map of Russian Invasion as of 20247
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EXHIBIT #2

Alla Profiles

Alla and her family fled Ukraine
when the war started in 2022

OPEN: _

Alla and her husband, along with their 3 children, were faced with the P A y MONDAY : =

heartbreaking decision to leave their home country, Ukraine, when the war \ : < TUESDAY :
. .. | : [ ke

broke out in the beginning of 2022. = WEDNESDAY

URSDAY

They have since found refuge in Canada and are rebuilding their lives one
day at a time.

Alla is an active participant in her new home, Strathroy-Caradoc, and is
on a mission to share her delicious Ukrainian food with every Canadian

she meets.

Alla’s Pierogies is a love story of Ukrainian food and Canadian kindness.

Together, great and delicious things are possible.

[7] George Barros et al., Inferactive Map: Russia’s Invasion of Ukraine, Institute for the Study of War and AEI's Critical Threats Project, accessed
October 24, 2024, https://storymaps.arcgis.com/stories/36a76a6f529448496de641cf64bd375.

[8] Ukrainian Canadian Restaurant in Strathroy 86 Frank st — Ukrainian Pierogies Inc. (n.d.). Ukrainian Pierogies Inc. Retrieved July 8,2024, from
https://www.allaspierogies.ca/about.
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EXHIBIT #3
Pierogi Types

Popular Pierogies
Topped with butter, sour cream, or fried onions

Potato & Bacon

Potato & Onion

Potato & Cheddar

Potato & Bacon & Cheddar
Potato & Cottage Cheese
Cabbage & Bacon

Feta & Spinach

Sauerkraut & Bacon

Sweet Pierogies
Topped with whipped cream or sugar.

Cherry
Mango
Pineapple
Blueberry
Strawberry
Cottage Raisin

Vegetarian Pierogies
Topped with butter, sour cream, or fried onions

Potato & Onion
Cabbage & Onion




