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Iniciativas de Mercado de
Grandes Companias en Sectores
de Bajo Ingreso

> Construyendo el Modelo de Negocio
> Factores clave: Innovacion e Integracion Social.

> Escalando: Una Promesa Incumplida

Bruni Celli, Gonzalez, Lozano. ( 2010). Cap 2: Market Initiatives of Large Companies Serving Low Income Sectors
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Construyendo el Modelo de Negocio

> Empresas de estudio: Iniciativas recientes.

» Conectan Sectores de bajos Ingresos (LIS) con
mercados a los cuales no tenian acceso
previamente.

Bruni Celli, Gonzalez, Lozano. ( 2010). Cap 2: Market Initiatives of Large Companies Serving Low Income Sectors
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Construyendo el Modelo de Negocio

> Ejemplo de 12 empresas en América Latina.

»Todas orientadas hacia la generacion de

ganancias, ColCeramica..

Empresa de la Organizacion Corona

AGROPALMA
rger. (2010)
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Palma del Espino (palm oil)

Procurement of palm for palm oil plant from small farmers

los Andes
Table 2.1. Large Company Business Ventures with LIS

Company LIS customer venture Business driver of venture Starting year
AES-EDC (electric energy) Electric service provision in urban LIS Loss reduction 2003
Agropalma (palm oil) Procurement of palm for palm oil plant from small farmers Using idle capacity (increased efficiency) 2001
Aguaytia (gas) Provision of liquid gas in cylinders in the region neighboringthe  Penetrating volume market; savings in transportation 2002
o refinery {Peruvian Amazon)
Amanco (irrigation systems) Provision of irrigation systems to small farmers Penetrating volume market 2004
Cativen (retail) Procurement of vegetables for supermarkets from farmers Capturing inlermediation margin; increasing small 2001

supply chain efficiency
Cemex {cement) “Construmex”  Provision of construction materials and homes to LIS Penetrating volume market 204
Codensa Provision of electric houschold appliances to urban LIS Securing customer loyalty 2001
(electric energy) {Codensa Hogar)
Colcerdmica “Su casa como nueva paso a paso” Provision of ceramic tiles o Penetrating volume market 2004
(ceramic tiles) urban LIS
Edenor (electric energy) Electric service provision in urban LIS Luss reduction 2001
Gas Natural BAN (direct gas) Direct gas provision in urban LIS Penetrating volume market 2003
Grupo Salinas “Empresario Azteca” Provision of tools and equipment to Penetrating volume market 2004
(banking and retail) micro-entreprencurs

Using idle capacity (increased efficiency) 2003




Universidad de

los Andes
Construyendo el Modelo de Negocio
» Diseno innovador del Modelo de Negocio:

_ Satisfacer las necesidades de los clientes
potenciales.

- Hacer uso de las capacidades como
proveedores en los Sectores de bajos
ingresos estos sectores.

Marquez, Reficco, Berger. ( 2010)
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Table 2.2: Major Novelties Featured in Original Business Model
Relationshipwith _
Company Value proposition Distribution channel cuslomers Partner network Revenue model
AES-EPC None: truditional electric None: traditional New: illegally connected New: close collaboration with - New: community lemfers
(electric energy) CRLTEY distribution netwark _ individvals beceme clients  community leaders colleet individual pyymemts
through collective meters,
Agropaima New: otherwise unovailable  New:company purchases  New: company involvement  Mew: collaboration with Implementation pending
(pulm oil) piaien supply and sociul direetly from furmers in the organization and governmental agencics
ficense cooperaiives develupment of smadl fimancing crop developmen
Farmers
Aguaytia Newprodoct:liguid gasin  Mewscompanysetsupits  New:company®sows'free  None: no pantnering involved - None: simple cash and carry
{yns) cylinders own bruck flect gas metors and staves among
future customers
Amunco New peoduct: smull taifor-  Nome: traditional delivery ~ New: compuny promotes  New:close colluborationwith - None: company traditionally
{irrigation systems) mudde irrifgation systems remains in place cotlective effort 1o build C50s, und natignal sells an credit
- digtribution network governaent
Cativen New: timely supplyof fresh  New: compuny purchases  New: company involvement  New: collaboration with New: the company makes
{etail) vegetables at stuble prices  divectly from fureners in the organization and povernment agenciesand  regubar scheduled payments
cooperives development of small aniversities durdngselwp 1o farmers through bank
farmers RITTE
Cemex Mew products: houses and — New: comprany sels ugra New: unprecedented Jirect  New: partnerships with New: sale on credit 1o final
{cement) construction materials other  metwork of sabus offiees relationship with individua]  International remittances  consumer instead of
than cement consumer instead of company, construciion traditivnsl sule on credit b
trudditional b to b relations  compunies, and local tob

distributors of construction
materiaks
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Table 2.2: Major Novelties Featured in Original Business Model (continued)

Relationship with _
Compazny Value propesition Bistribution chonnel Custemens Fartacr petwork Revenue model
Codensa New product: household New:company leverages on  New:applies credit scoring  New parlner serving New: unprecedented sule on
{eheciric enengy} appliances distritustion channed of tulored for LIS costomers disteibution: large national  credit :
existing relail chain hyperararket chain
Celcerdimba None:traditional ceramics  None: traditional defivery  New: unprecedented sale  New: close collsboration with — New: kiyaway sale 1o LI3;
(cerumic tiles) chinnel through local relationship with individual  CS0, community community argunizatiens
hardwire sores remuins in  consumer through local erpanizations, and local eollect paymenis
place pOMAlers hardware stores
Edenor None: traditions] electric. New: distribustion af pre-paid  New: relutes with customers  Nane: no partering imvolved - New: pre-payment instead of
feleciric energy} energy energy cards through through dispensing post-puyment o electric
- dispensing machines machines and pre-paid service
melers.
fias Natura} BAN Mome: iraditional gas service  None: imditianal New: company promales New: clase collaboration with  None: traditional post-
{lirech pash distribution network collective effort 1 build 50, local governments and  piyiment rertaing
distribution network multilateral apencivs
Grupo Sakinas Hew product: toals and None: traditional retii) chain -~ New: company uses credit  None: traditional close Wone: compatty retail chain
{banking und retait) cquipment for micro- scoring tniksred for LIS collabaration between tradfitionally sells on credit
IR ENeLTs customers companies of the Salinas :
« Giroup
Falmas del Bsping Mew: otherwise pnavullatile Nm:umlpnﬁ}' parchases New: company invelvement  New: collsboration with Implementation peding
{palm wil) pal supply and soclaf directly from firmers i the arganization and governmentil agencies
license cooperatives :!l:'.'ciupmmt of small fnancing coop :fawfnpmenl
farmers

ARRARNARNARNRARNAS
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Construyendo el Modelo de Negocio

> Adaptacion e implementacion Exitosa:

- Construir dependencia y confianza
mutua.

- Adaptar el Concepto del Producto a la
demanda del consumidor.

_- Fronteras entre Informalidad e llegalidad.

Marquez, Reficco, Berger. ( 2010)
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Factores Clave: Innovacion

~ Desarrollo de mercados en la base de la
piramide (BOP): Innovacion en productos,
Servicios y procesos.

»Soluciones que generan reales cambios.
> Ventajas de la “co-creacion” .
- Categorias: Tecnologica, en producto,

Institucional y en patrones de relacion
_personal.

Marquez, Reficco, Berger. ( 2010)
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Table 2.3: Innovations in Large Company Business Ventures with LIS

Company Innovation Status of business model

AES-EDC Technology: application of pre-paid card digital technology to puschase electricity Billing and collection unsolved. Also-
(electric energy) Relational: managers entered community spaces,social workers hired to engage LIS affect?d.bygnwm ment reguletion of LIS
- electricity rates.

Agropalma Rekational: managers entered community spaces telying partly on community leaders Mot yet operational
(patm oil)
Aguaytia Product: original product (LPG cylinder) expanded to inchude means of consumption Developed
(gus) {stove, adupted motor)

Technology: conversion of gasoline motors to usewith LPG (liquefied petroleum gas) cylinders
Amanco Product: irvigation system adapted for small acresge Profitable scaling model unsolved
(irvigation systens) Refational: company initially entered communityspaces through alliance with CS0
Cativen Relational: purchasing agents entered community spaces relying partly on community leaders, Profitable scaling modet unsolved
(retail) existing community organizations,and local public agencies -
Cemex Product: original product (construction materials) expanded to include home design, Profitable model unsolved
{cement) international money transfers, and delivery in Mexico

‘Technology: application of internet tools in marketing and sales of houses in Mexico

Codensa Institutional: created organizational unit generating information and scores based on Developed

{electric energy) LIS specific standands

Colcerdmica Product: original product {ceramics) expanded te include home design, and payment plan Delivery problem unsolved, Affects scaling.
{ceramic tiles)

Relational: managers entered community spaces in alliance with CS0, community
organizations and local salespeople
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los Andes Factores Clave:
Integracion Social

> Exito en los mercados de LIS : Fortalecer Organizaciones
Sociales

- Crear redes de confianza con organizaciones e
instituciones.

- Generar desarrollo desde la base.

- Entender y construir sobre la infraestructura social ya
existente.

Marquez, Reficco, Berger. ( 2010)
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Table 2.4: Company Reliance on Non-Traditional and Traditional Actors

Company Non-traditional actors Traditional actors
AES-EDC Local leaders, local policy arenas, None
community groups
Agropalma Local leaders National government
Aguaytia None None
Amanco CS0,}ocal leaders National government, large multinational
company
Cativen Community groups, local leaders, local None
public agencies
Cemex None Companies in Mexico {distributors,
construction companies) and international
remittance companies
Codensa None Large national hypermarket chain

Colcerdmica

CSO, community groups, local leaders

Local distributor companies

Edenor None None
-Gas Natural BAN CSO, local leaders, local governments, Multilateral agencies
community groups
Grupo Salinas None Cluster of companies in the group

Palmas del Espino

Community groups, local leaders

National government
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Factores Clave: Integracion
Social

> La Companias deben invertir importantes recursos
para formar integracion.

— |Identificar lideres con conocimiento y
experiencia: Puente entre la Companiay
agricultores.

- Mantener la participacion en el proceso colectivo.

___— Creacion (asociacion) de Grupos comunitarios.

Marquez, Reficco, Berger. ( 2010)
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Table 2.5: Reliance and Investment in Communal Infrastructure

Reliance and investment in

Company Area communal infrastructure Details

AES-EDC Lrban Company relied on existing Initial entry relied on community leaders,
communal social “electric tables™ (government organized local
infrastructure. policy arenas) and condominium boards.

Community leaders actively participated in
billing and collections.

Aszropalma Rural Company invested in creation Initial entry relied on community leaders.
of community groups. The venture organized suppliers directly for

the purpose of engaging in exchange.

Amanco Rural Company invested in creation Initial entry relied on community leaders.
of community groups. The venture organized customers directly for

the purpose of engaging in exchange. :

Cativen Rural Company invested in creation Initial entry relied on community leaders and
of community groups. community organizations. The venture organized

suppliers directly for the purpose of engaging in
exchange.

Colcerdamica Urban Company relied selely on The company relied on community organizations
existing communal social to manage sales force, billing, and collections.
infrastructure.

Gas Matural Urban Company worked with existing  Initial entry relied on community leaders. The

BAMN community groups or with the  venture organized customers directly for the
municipality purpose of engaging in exchange.

Falmas del Rural Company invested in creation Initial entry relied on community leaders and an

Espino

of community groups.

existing but inactive peasants” asscciation. The
latter had to be re-recreated by the venture.
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osandes  EFscalas y Sostenibilidad
Econdmica

> Operaciones a pequena escala. Excepcion:
Codensa y Aguaytia.

> La companias siguieron:

- Grandes esfuerzos por la innovacion: readaptacion en
proceso.

« Conseguir Integracion Social: Construccion de
ecosistemas.

- Paciencia en el proceso: No rendirse, perseverancia.

Marquez, Reficco, Berger. ( 2010)
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mesnte  Egcalas y Sostenibilidad
EconOmica

> ¢ Sila propuesta es correcta, por qué las
oportunidades de creacion de valor no son
tomadas a mayor escala?

- Replicar los resultados en distintas comunidades no
es facil.

- Desarrollo de complejos ecosistemas locales a
pequena escala.

identificado un prototipo de Negocio

Marquez, Reficco, Berger. ( 2010)
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Table 2.6: Level of Scaling and Economic Sustainability of LIS Ventures

Starting
Company LIS customer venture year Level of scaling in 2007 Economic sustainability in 2007
AES-EDC Electric service provision in urban LIS 2003 Pilot, small scale. Operations are not self-sustaining,
(electric energy)
Agropalma Procurement of palm for palm oil plant from 2001 Small scale. Not yet operating. Investment phase still running,
(palm oil) small farmers '
Aguaytia Provision of liquid gas in cylinders in the region 2002 Moderate scale. Profitable. Low opportunity cost.
(gas) neighboring the refinery (Peruvian Amazon)
Amanco Provision of irrigation systems to sniall farmers 2004 Two pilots implemented. Very Investment requires social funding, Not
(irrigation systems) small scale, Very slow expansion.  profitable if all capital is private. High
opportunity cost associated with working
with LIS,
Cativen Procurement of vegetables for supermarkets from 2001 Small scale,no expansion. Positive net guin but there is an opportunity
(retail) small farmers cost associated with working with LIS.
Cemex “Construmex” 2004 Small scale,little expansion, Negative net income. High opportunity cost
(cement) associated with working with LIS
Provision of construction materials and homes to LIS
Codensa Provision of electric household appliances to urban LIS~ 2001 Has been scaled moderately. Positive net income, Secures market share
(electric energy) (Codensa Hogar) of core business,
Colcerdmica “Su casa como nueva paso a paso” Provision of ceramic 2004 Small scale, some expansion. Negative net income,

(ceramic tiles)

tiles to urban LIS
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Gracias

Marquez, Reficco, Berger. ( 2010)




