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Concepts

Unique value ch ain approach to economic development
Concepts

This approach anal yzes  the 
firms in a mar ket chai n—from 
input suppliers to final 
buyers—and the relationships 
among them. I t anal yzes  the 
factors i nfluencing industr y 
perfor mance, i ncluding access 
to and the requirements of 
terminal mar kets;  the legal, 
regulator y and policy 
environment;  coor dinati on 
between firms in the industr y; 
and the level and quality of 
support ser vices .

Global Enabling Environment

Global RetailersGlobal Retailers

National Reta ilersNational Reta ilers

WholesalersWholesalersExportersExporters

ProcessorsProcessors

Supporting
Market s

National Enabling Environment

Producers

Financial (Cross-
Cutting Providers
Financial (Cross-
Cutting Providers

Cross-cutting
Providers

Cross-cutting
Providers

Sector-specific
Providers

Sector-specific
Providers

Input SuppliersInput Suppliers
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The central goal of  ACDI/VOCA’s value chain appr oach to private sec tor 
devel opment is to accelerate economic growth and poverty reduction. 
Toward this end, ACDI/VOCA uses  a participator y, s takehol der-driven 
approach to expl oit opportuniti es for investment and growth in industries 
with high levels of micro and small enterprise (MSE) participation.

Concepts

Public services: basic
information, standards,
advocacy

Enabling environment
set by government
policy & regulations

Accountancy
legal, consultancy,
IT, etc

“Horizontal”
Sub-sector BDS
markets “Vertical”

BDS specific to 
Product and 
Commodi ty
Based MarketsG

reen B
eans V

alue C
hain

T
able G

rapes V
alue C

hain

D
airy V

alue C
h

ain

Dev elopment Value Chain – Strengthen the sub-sector v alue chain

B
usiness V

alue C
hain –

C
om

petitiv
eness

Sub-sectors, e.g. dairy, livestock, horticulture, etc.

Concepts
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Value Chain: Several definitions, the same concept

• A value chain is a sequence of activities  which should functi on to add 
value to a service or function. 

• The val ue chain describes the full range of activities r equired to 
design, deliver and support a specific function or service.

• Value chains include and agency’s internal business and production 
processes , suppliers, and cus tomers. 

• The main pur pose of the val ue chain anal ysis is how to identify 
activiti es that provide val ue and how to categorize them to 
understand an organization's competiti ve position in the mar ketplace. 
It also addresses the considerations organizations  might make in
deciding how it will participate i n the mar ketplace.

Concepts

Differentiation Advantage via Value Chain Analysis

• How to use value chain analysis to identify sources 
of uniqueness and their associated costs?. 

• In addition, it details elements of value from the 
customer's perspective. 

• Using this information is necessary in the creation of 
su stainable strategies to position the entity uniquely 
among competing entities.

Concepts
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• Agri-food producers, processors and retailers 
will no longer compete as individual entities. 
Rather, they will collaborate as a strategic 
value chain and compete with other value 
chains in the market place. 

Concepts
Agri-Food Value Chain

Value Chains: A definition 

• A strategic collaboration of organizations for the 
purpose of meeting specific market objectives over 
the long term and for the mutual benefits of all ‘l inks’
of the chain.

Business Relationships are Changing
Concepts

Agri-Food Value Chain

Chain OptimizationSelf optimizationPhilosophy

InterdependentIndependentOrg. Structure
Demand PullSupply pushPower Relationship

Diff erentiated ProductCommodityOrientation

Value/QualityCost/pricePrimary  Focus

ExtensiveLittle or noneInf ormation sharing
Value ChainTraditional
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The “Traditional” Picture

The “Value Chain” Picture

Agri-Food Value Chain
Concepts

Changes in the Global Food System

Mass individualization

Reaction industry
• concentrati on

• added value

• internationalization

• new technolog y

• co-oper ation

Fundamental shifts
• changing consumers

• consumer driven

• mar ket access

• industr y responsibility

• sustainable solutions

Chain reversal

Agri-Food Value Chain
Concepts

New rules of the games
- relation based i nstead of transaction based
- integrated instead of separate appr oach
- from internal to external focus
- learning by doing
- from linkage-maxi mization to chain opti mizati on
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Value Chains: Why Now? 
• Food safety: a growing concern
• Product quality and consistency
• New product innovation and differentiation
• A need to build capacity to respond 
• Effective strategic alliances can enhance financial 

performance

Agri-Food Value Chain
Concepts

Value Chain Objectives:

Agri-Food Value Chain
Concepts

Reduce 
System 

Costs
Build/establish/enhance 
food safety and quality 

assurance programs

Differentiate 
Product
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Competition in the trade
• Overcapacities in fruit trade → price 

pressure
• Predatory competition
• Wholesale markets developing 

towards niches, concentration in 
retail trade

• Unplanned volumes - hunting for 
opportunities

• Fictitious offers with limited volumes 
disturb the market

Market challenges: C omplicated and Risky Business…….
Market Intelligence is cr ucial….

• Increasing retail trade 
concentration

• Predatory competition, pricing 
and margin pressure

• Discounters win despite small 
fruit & vegetables assortment

• West European retailers 
moving into Eastern Europe 

• In Germany very high density 
of outlets and large sales 
surface per capita

Retail
Trade

• Generally declining expenditures
• Price as key purchase driver 
• Low brand orientation 
• Increasing orientation towards 

convenience products
• Increasing number of single

and senior households
• Increasing awareness of food safety
• Organic products still a niche, but 

increasing interest

Final
consum

er

• Additional supply of overseas 
produce to Europe due to
strong EURO currency

• Increased acreage = 
increasing volumes 

• Discussions about smaller 
sizes (EU marketing 
standards for apples) 

Suppliers,
Produce

• Traceability required as of 2005
• Quality management and food safety
• RFID and scan codes for tracking & 

tracing (traceability) and logistics efficiency

Te
ch

no
lo

gy
 &

Re
gu

la
tio

ns

Competitiveness

Potential Entrants

Threats of
New entrants

Substitutes

Threats of
Substitute
Products

Industry competitors

Rivalry am ong Existing Suppliers

Buy ers

Bargaining power
of buyers

Market Demand

Suppliers

Bargaining power
of suppliers

Produce supplies

Knowledge is the key for success…..
Michael Porter

The role of  market intelligence and val ue chain assessment in enhancing 
competiti veness  (Harvard-Michael Porter Diamond M odel)

Concepts
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Value Chain Analysis Model
The activities conducted in any organization can be divided into two 
parts: Primary Activities;  Support Activities

Concepts

Firm Infras tructur e
(general management, accounting, finance, strategic planning)

Human Resources M anagement
(recruiting, training, development))

Technology Development
(R&D, product and process improvement)

Procurement
(purchasing, of raw material, machines, supplies)

S
up

po
rt

 A
ct

iv
iti

es

Profit

P
rim

ar
y 

A
ct

iv
iti

es

Inboun d
Logistics
(raw
Materials
Handling
And
Warehous
ing)

Operatio ns

(machinin g
Assembling,
testing)

Outbou nd
Logistics
(wareh ousing
And 
Distribution
Of finished
Product)

Marketin g 
and Sales
(adver tising,
Promotion,
Pricing,
Channel
relations )

Services
(installation,
repair,
parts)

M
argin

Concepts

Inf ormation Technology permeates the value chain

Firm 
infrastructure

Human resource
management

Technology
infrastructure

Procurement

Planning models

Automated
Personnel scheduling
Computer-aided 
design

Electronic 
market research

On-line
Procurement of parts

Automated
warehouse

Flexible
manufacturing

Automated
Order
processing

Telemarketing

Remote
Terminals for
salespersons

Remote
servic ing of 
equipment

Computer
scheduling and
routing of
rapier trucks

Inbound
logistics

Primary
activ ities

Operations Outbound
logistics

Marketing and
sales

Service

Margin

Support
activ ities
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Market intelligen ce versus marketing research

The Three Faces of the Market Intelligence Pyramid 

Concepts

Data

Analysis

Insight

Inf ormation Gathering

Dissemination

Dialogue

Communication

Research

Reporting

Capability

People & Process

• Market intelligence (MI) is all-encompassing. 
Data gathering is just one aspect of market 
intelligence. It is a key building block for the 
information face of the pyramid, but it is not 
the only building block.

• MI analysis requires different skills:

• analytical skills  

• business analysis skills. 

• integrating a broad array of information

Market intelligen ce versus marketing research

Concepts
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The analyst must understand: 

• the market 

• key competitors

• the financial dynamics of the industry 

• and the entire business value chain. 

• Often, the best market intelligence analysts 
have a financial or product management 
background, whereas many of the best 
marketing research analysts come from 
behavioral science or a mathematical 
backgrounds.

Market intelligen ce versus marketing research

Concepts

• Market Intelligence requires integration with 
all aspects of the business 

• Marketing research is highly focused on 
customers

• Market analysis encompasses the entire 
view of the market and requires integration 
into the companies forecasting process, 
product development process, and other 
business systems

Market intelligen ce versus marketing research

Concepts
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The Inf ormation Face of the Market Intelligence Py ramid

Market intelligen ce versus marketing research

Concepts

InsightInsight

Competitive                                    Market
Understanding                     Understanding

Competitive                                    Market
Understanding                     Understanding

Competitor               Product                         Market Customer
Information            Information Information Information

Competitor               Product                         Market Customer
Information            Information Information Information

Insight

Analysis

Data

Market intelligen ce versus marketing research

Concepts
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• Described as producing and processing information 
about the environment of an organization for 
strategic purposes. 

• To (re-) formulate their strategy, organizations need 
to collect and process information about their 
environment—e.g., competitors, customers, 
suppliers, governments, technological trends or 
ecological developments. 

WHAT IS COMPETIT IVE INTELLIGENCE?

“COMPETITIVE INTELLIGENCE is the process of 
obtaining v ital information on y our markets and 
competitors, analy zing the data and using this knowledge 
to f ormulate strategies to gain competitiv e adv antage”

Concepts

Market Intelligen ce versus M arket Information

• Sustainable competitive intelligence is the value-added 
process of collecting, analyzing, and disseminating 
relevant information to produce actionable 
knowledge in order to reduce uncertainty and support 
better decision-making and action.

• Intelligence is about more than collecting information. 
It is about adding value to information by 
ensuring the use of supportive information that 
provides v aluable insight to generate informed 
decisions and improve the competitive position.

Concepts
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Therefore
• Marketing Intelligence System encompasses more 

than just timely and accurate prices, buyer contacts, 
and grades and standards specifications. It should 
encompass, as the name implies, all export related 
information necessary to get a product 
successfully to the export market.

• It should include varietal specifications, seed 
sources, production guidance, post-harvest 
handling advice, and storage and transportation 
recommendations – as well as price, buyer contacts, 
distribution channels, buyer and producer trends, 
import regulations where appropriate, competitor 
profiles, etc.

Market Intelligen ce versus M arket Information

Concepts

Information or Intell igence: an Example
Dehy drated Onions: Egypt v ersus India

Market Data

India is more 
cost effec tive 
supplier 
compared to 
Egypt for the 
same quality

R
ev

ea
le

d 
th

at Why?
1

Market Intelligence

Value chain 
anal ysis Eg ypt 
versus India

Te
ch

m
at

ic
s

Technical Coefficients
(Conversation ratios)

Egypt  11:1
India     6:1

Why?

R
aw

 data, goo
d but n

ot effec
tiv

e 
N

o bod
y w

ill b
uy it

• They use varieties 
selected for 
processing, High TSS 
content

• We use salad var ieties
(not for processing), 
high moisture content

• (Raw material cost is 
60% of the landed cost

2

Action

C
ha

ng
e 

v
er

ity

• Where to find 
processing varieties

• Cost of processing 
varieties

• Suppliers contacts
• New varieties import 

regulations and 
procedures

• Property rights if any
• How to grow, harvest, 

and handle them
• Business and 

implementation plan
• etc…

3

Actionable knowledge

A
ctionable know

led
ge, com

panies w
ill pa

y for it, sustainability

India U
S$1400/ton

Egypt U
S$2100/ton

Concepts
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• The pr ocess should be systematic (methodol ogical,  well documented, 
planned in advance), obj ective (accurate info, tr ue facts), 

• Cover the whole pr ocess (identification, collecti on, analysis, and 
dissemi nation), 

• Oriented for the purpose of improving decision making r elated to the 
identification of problems and opportunities in marketing,

• Produce ac tionable knowledge,
• It is an art . Therefore the most critical item in all of  that is the personnel. 

Forget about software and hardware, employ  the right peopl e they can 
resolve a lot of challenges  such as :  

Market Intelligence: 
What makes such systems sustainable?

• Sol ve the challenge of the quality of  infor mati on through 
mirror accounting (backward accounting),

• Lack of resources through focused system,
• and efficient i n dissemination and training

Concepts

Keys to Success: human resource element is crucial

• The most important "lesson learned" to 
incorporate into any market information  and 
market intelligence systems or product design, 
or capacity-building exercise, is that the 
human resource element is crucial. In 
terms of project personnel, it is imperativ e that 
those dealing with market intelligence not only 
understand the marketplace, but just as 
importantly hav e an in-depth command of 
technology.

Concepts
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ATUT Experience
Outreach Program

Impl ementation

Impl ementation
ATUT Outreach: The Basic System

Model components
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Impl ementation

PCPC--Based BroadcastingBased Broadcasting

Intranet,Intranet,
WebWeb--Page & Search EnginesPage & Search Engines

Multimedia ProductionMultimedia Production
CDCD--ROMsROMs

Publications, Seminars &Publications, Seminars &
Workshops, TrainingWorkshops, Training

3. Information and knowledge dissemination

• Weekly, quarterly and annual reports
• Manuals, published documents; leaflets
• Telephone queries
• Seminars/workshops; newsletters
• Brochures and the print media and multimedia
• Effective websites accessed through subscriptions
• Marketing development, marketing management, and 

business analysis tools and techniques

Output should be of interest to the 
beneficiaries to the extent tha t the y will be 
willing to pa y for it (to enhance sustainability)

Impl ementation
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Small nich e suppliers

Group Suppliers
Carmel, Cape Spain, UTC

Multinationals
Dole, Chiqu ita,
Del Monte
SunKist,
Fresh Express

Multiples

Impl ementation

The Four Dimensional Criteria to Assess Export Market Potential

Is there a
profitable
market ?

How we can
access this 
market
successfully ?

Potential Market Size

• What is the overall world production and trade?
• Where are buyers located -Major markets?
• Are the markets mature or growing?
• What is the current market s ize?
• What is the potential market s ize?

Market Size 
and Trends

Competitive Position

• Who are the current suppliers?
• What are their advantages ?
• Who is the delivery cost competition?
• What are the major types of end-users?
• What are their import requirements?
• What are the import rules and regulations?

Competition 
Characters
and Market

Potential Profitability
• What is the level of market prices?
• Are the prices attractive to the Exporters?
• What are the major price trends?
• Are the market prices stable or fluctuated?

Prices and
Profitability

Export Potential
• Is the produce available?
• Potential availability  of the produce ?
• What is the level of produce prices?
• Suitability  of export infrastructure

Export 
Potential

Effective
Export 

Strategy

A
na

ly
tic

s • Data types and uses
• Data and information sources
• Data mining techniques
• Data analysis techniques
• Export Business Analysis Techniques

Software Effective Export Strategy

Impl ementation
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Unmet
Prof itable
Demand

Unmet
Prof itable
Demand

Prioritizing Indicators and Screening Criteria

A. Potential Market Size
Unmet Prof itable Demand: Concept and Estimation Methodology
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Price
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Break-even Price (Landed Co st US$/Kg)

1  2  3  4  5  6  7  8  9  10  11  1 2  13  14  15  1 6  17  18  19  2 0  21  22  23  2 4 25  26   27  2 8  29  30 3 1 32 33 3 4 35 36 37  38 3 9 40 41 4 2 43 44 45  46 4 7 48 49 5 0 51 52

1000

900

800

700

600

500

400

300

200

8

7

6

5

4

3

2

1

0

Use industry level average to measure the potential for the whole industry
You can use company informa tion (v alue chain analysis) to access your own company potential
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Results

ALEB Experience
Integrated Business Dev elopment Model

& MarketPulse Egypt

Impl ementation
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Information and the Management process

• At any lev el in the organization—top-management, departments 
or teams—management processes are essentially the same, no 
matter what aspect of the organization is being addressed. 

• Management can be seen as a cycle consisting of six sub-
processes. This cycle is not necessarily unidirectional, since 
interaction and collaboration are required at ev ery step of the 
process to ensure success. 

• Common,  consistent inf ormation is required to ensure that all 
decision makers are working with the same information. The six 
f undamental processes are:

Impl ementation
ALEB Business Dev elopment Concept
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Goal-setting: defining and confirming the criteria and measures for successful
performance of the management process that bring together long-term business 
strategies and day-to-day business operations.

Modeling: identifying the business drivers and determining the relationship between 
drivers and predicted results.

Planning: establishing a set of actions or targets that are designed to meet the 
business goals.

Moni toring: acquiring and normalizing internal results, key performance indicators 
and external influencing factors (e.g., market or economic events), triggering alerts 
and responding to exceptions at any given point in time.

Analysis: gaining insight from results and variations in predicted outcomes and 
using this information to improve the process.

Reporting: providing information in an expected, predefined format.

It is critical that this approach of the business management process is fully 
supported by the intelligence systems.

Impl ementation
ALEB Business Dev elopment Concept

ALEB Business Dev elopment Tools
Results

• Market Reconnaissance
• Product Development
• Packaging & Labeling
• Management skills 
• Market entry strategy
• Study tours
• Industry focus reports
• MarketPulse Egypt
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Market Intelligence
Service market characteristics

The Market

The market

S
pe

ci
fic

, f
oc

us
ed

,;
ta

ilo
re

d 
se

rv
ic

es

Impact-centeredImpact-centered 
interventions

The foc us of BDS 
interventi ons is to c reat e 
a POSITIVE  IMPACT.
The d elivery of  business  
services an d the 
developm ent o f service  
markets are means  
toward t hat g oal.

Sustainable 
service delivery

Address specific  
needs and wants;
Focus on high-
priority issues; and 
be tailored to add 
high value to 
enterprise groups.

Demand-
driven 

services

Respond t o wants and 
needs; Ar e paid for by  
enterp rises, o r 
commerci al acto rs with 
vested int erest;   
Put pressu re on  the 
supplier t o pr ovide 
relevant s ervices. 

Development of 
competitive, 
v ibrant BDS 
markets

BDS available to 
enterprises over long 
run through financially 
sustainable delivery 
mechanisms, 
institutions, and markets  
In sum, through the
PRIVATE SECTOR.
.

The Market
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Market intelligence serv ices market in the Egyptian Agri-
f ood sector – demand side characteristics

• Consumers lack knowledge about the potentials of MI services

• Consumers are unable to effectively identify their business 
needs

• Consumers do not hav e the capacity/willingness to pay for 
serv ices

• Consumers are risk av erse to try ing services

• Consumers do not see the v alue of services (mixing traditional 
market inf ormation systems with market intelligence)

• Consumers want services packaged together (immediate 
results)

Typical BDS Market Problems
The Market

• Market intelligence services market in the 
Egyptian Agri-food sector – supply side 
characteristics

• Service products lack the benefits and 
features consumers want (Business 
illi teracy problems)

• Suppliers are risk averse to targeting new 
consumer segments, such as micro 
enterprises 9Willingness to pay)

• Suppliers lack sufficient information of the 
market needs

Typical BDS Market Problems
The Market



27

• Market intelligence services market in 
the Egyptian Agri-food sector – market 
problems

• Suppliers lack business or technical skills 
(training)

• There is insufficient supply in the market 
(skills)

• Variable service quality harms supplier 
reputation (threats of low quality 
consultancy bodies)

Ty pical BDS Market Problems
The Market

• Agri-food sector – transaction problems

• Consumers cannot afford to purchase 
services (Costly process)

• There is a lack of trust between suppliers 
and consumers; suppliers insist on up-front 
delivery before payment (Lack of business 
orientation)

• Some consumers are geographically and/or 
socially isolated from service markets

Ty pical BDS Market Problems
The Market
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• Market intelligence services market in the Egyptian 
Agri-food sector – Market Environment Problems

• Free services are distorting the 
BDS market (Traditional FAO, 
USAID, etc.. Free inefficient market 
information systems – White 
Elephants)

• Regulations adversely affect the 
BDS market (Internal data 
collection procedures – lack of 
reliable data sources)

Ty pical BDS Market Problems
The Market

• Value chain analysis, market intelligence, and competitiveness are 
three highly inter-related concepts 

• Without effectiv e market intelligence system it is almost impossible 
to manage the v alue chain properly. Theref ore it is critical to 
include Market intelligence  system in our v alue chain 
dev elopment activ ities.

• Marketing Intelligence System encompasses more than just timely 
and accurate prices, buyer contacts, and grades and standards 
specif ications. It should encompass, as the name implies, all 
export related information necessary to get a product 
successfully to the export market.

• In this new millennium, produce exporter has to f ocus on the right 
priorities, we need to lead the business with clear vision in order to 
meet competitive challenges f rom a global marketplace and 
market intelligence is the right tool to do that,

Summary
Summary


