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Preface
entry into Global value Chains allows small and medium‑sized enterprises (smes) to participate 

in the global economy. mapping Global value Chains shows that these may vary in their structure and 
in their potential to benefit smes in developing countries. While some governments have formulated 
industrial policies and may promote certain economic sectors, they have been less supportive of 
smes, particularly in enhancing their role in the global economy. nevertheless, there is growing 
awareness of the contribution of smes to income, employment and exports. a number of international 
organizations such as the organization for economic Cooperation and development (oeCd), the 
international labour organization (ilo), the United nations Conference on trade and development 
(UnCtad) and the United nations industrial development organization (Unido) have undertaken 
research and held expert meetings and ministerial conferences to highlight sme contributions and 
how governments can strengthen sme supply capacities.

this publication is a contribution to this effort. it focuses on what governments should do to 
facilitate the entry of smes into Global value Chains and to ensure that they benefit from such 
participation. oeCd and UnCtad jointly undertook case studies of diverse Global value Chains in 
the automotive, cinema, scientific and precision instruments, software and tourism sectors, in both 
developed and developing countries. in particular, UnCtad developed six in depth case studies, 
contained in part ii of this publication, focusing on the automotive sector, the software sector and the 
cinema and audiovisuals sector. despite wide differences in their structures, the influence of the lead 
firms, the degree of sme independence and their contribution to value‑added, smes in these Global 
value Chains unanimously agreed that there was a role for governments in two critical areas.

first, governments should do a better job in fostering skills development. Global value chains 
require that smes be both dynamic and innovative. this means they must be able to hire qualified 
workers with the right skills particularly, the right highly‑ specialized skills. second, governments must 
enable smes to meet international standards. Here governments need to support the harmonization of 
diverse and burdensome product and process quality standards and also design financial measures 
and instruments to allow smes to invest in continuous innovation and technological upgrading. 

 i hope that this publication will raise governments’ awareness of the need for effective policies 
and programmes that can maintain or increase smes’ ability to enter and benefit from their integration 
in Global value Chains.

supachai panitchpakdi 
Secretary-General of UnctaD
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Introduction
a value chain describes the full range of activities through which a good or a service passes 

from its conception to its distribution and beyond. this includes several activities such as design, 
production, marketing, distribution and support to the final consumer. all these activities can be 
contained within a single firm or divided among different enterprises; they can be contained within a 
single geographical location or spread over wider areas. a Global value Chain (GvC) is a chain of 
activities which are divided among multiple firms in different geographical locations. GvCs cover a full 
range of interrelated production activities performed by firms in different geographic locations to bring 
out a product or a service from conception to complete production and delivery to final consumers 
(UnCtad, 2006).

the acceleration of globalization, aided by the rapid development in information and 
communication technologies, improved transport facilities and tariff reductions, presents opportunities 
and challenges to small and medium‑sized enterprises (smes). participation in GvCs can give smes 
the opportunity to attain financial stability, increase productivity and expand their markets. Cooperation 
within a network of upstream and downstream partners can enhance a firm’s status, information flows 
and learning possibilities; introduce new business practices and more advanced technology. on the 
other hand, smes’ involvement in value chains demands greater managerial and financial resources, 
the ability to meet international standards and the protection of in‑house intellectual property. to meet 
these challenges, even in developed countries smes need the support of their governments (oeCd, 
2007). 

the Commission on enterprise, Business facilitation and development requested UnCtad to 
explore how developing country smes could be assisted to better integrate into Global value Chains, 
thus enhancing their national productive capacities. accordingly, a joint project, “enhancing the role 
of smes in Global value Chains” was undertaken by UnCtad in cooperation with the oeCd Working 
party on smes and entrepreneurship and with swiss partners at the University of Geneva and the 
University of fribourg. the participants carried out a series of case studies which examined the role 
of smes in the GvCs of five different economic sectors and how this role could be enhanced. the 
findings were discussed by experts during the oeCd Global Conference in tokyo (2007) and at the 
UnCtad’s expert meeting on “enhancing the participation of small‑ and medium‑sized enterprises 
in Global value Chains” (2007). this publication presents the six case studies carried out by UnCtad 
in developing countries in three of the economic sectors, namely automotive, cinema and software, 
and their findings, particularly the role governments can play. 

the case studies were selected to cover different regions and sectors which were either 
emerging regions or a competitive sector in selected host countries. for the study, a questionnaire 
was used to capture information on the following issues: 

zz the awareness or understanding of the GvCs;

zz Cooperation and types of linkages in GvCs;

zz the relevance of technological skills, standards and intellectual property rights; and

zz the role expected from governments. 

the objectives of this publication are twofold. the first objective is to bring together in one place 
the findings relating to GvCs in six different developing countries and show their internal dynamics 
and how these dynamics influence the ultimate benefits to sme suppliers. the second objective is 
to present to governments a set of tested policy options to assist smes in developing countries to 
enter more easily and to reap greater benefits in the GvCs. effective government initiatives require 
partnerships between the public and private sectors. it is therefore important for governments to open 
a dialogue with lead firms and the smes in the GvCs when formulating new policies. 

part i provides the analytical framework, including the characteristics of GvC, value mapping 
and the types of upgrading in value chains. it also summarizes the main findings from UnCtad’s 
case studies, and draws up conclusions and policy recommendations, pointing forward five important 
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issues which came up during all the presented case studies. part ii then presents the results of 
the case studies undertaken in the automotive components sector for toyota in south africa and 
volkswagen in méxico. it analyzes the smes role in the GvC of the software industry through the case 
studies carried out for microsoft in egypt and for iBm in viet nam. finally, it examines the role of smes 
in the global television value chain of Caracol in Colombia and in the global cinema production chain 
of nu metro in nigeria. 
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1 / The analytical framework

A .. Characteristics.of.Global.Value.Chains

GvCs are an important unit of analysis for understanding enterprise competitiveness. the 
activities along GvCs may involve concept, design, production, marketing, distribution, retailing and 
r&d, and they might even include waste management and recycling. depending on the industry 
needs, each link of the chain performs an activity, and different firms add value at each stage of 
the production or service process. new transportation, information and communication technologies 
have driven down the cost of accessing information and trading products and services and facilitate 
the spatial division of value chains. accordingly, a certain production process can be located in a 
particular geographical area because of the location’s competitive advantages. among the economic 
determinants triggering the development of GvCs in developing countries, access to natural resources 
such as oil, mining and agriculture products is paramount. additionally, several low‑cost locations 
have integrated into GvCs in selected labour‑intensive industries. in asia, because of the possession 
of certain specialized skills and trained human resources, it firms in india, and electronics firms in 
China, taiwan province of China, malaysia and singapore have successfully integrated into GvCs. 
similarly, but to a lesser extent, in latin america the existence of a cluster of competitive suppliers 
made it possible for domestic suppliers of automotive parts and components in argentina and Brazil 
and electronics components in mexico to become first‑tier suppliers in GvCs.

Global value chains display different forms of coordination (or “governance structures”). the 
way in which the activities in the chain are coordinated varies considerably, not only between chains 
but also at different points in the same chain. a GvC can be “buyer driven” or “producer driven” 
(Gereffi, 1999). Buyers or producers coordinate or control the GvC process (box 1). many tnCs have 
changed their role from being global producers to becoming global buyers and global coordinators, 
particularly in the buyer‑driven chains (Unido, 2001, UnCtad, Wir 2004, UnCtad, 2006a).

Box 1. Buyer- and producer-driven value chains

Producer-driven commodity chains are those in which large, usually transnational, manufacturers 
play the central role in coordinating production networks (including their backward and forward 
linkages). This is characteristic of capital- and technology-intensive industries such as automobiles, 
aircrafts, computers, semiconductors, and heavy machinery. Buyer-driven commodity chains refer 
to those industries in which large retailers, marketers, and branded manufacturers play the pivotal 
role in setting up decentralized production networks in a variety of exporting countries, typically 
located in the developing countries. This pattern of trade-led industrialization has become common 
in labour-intensive consumer goods industries such as garments, footwear, toys, housewares, 
consumer electronics, and a variety of handicrafts. Tiered networks of third world contractors that 
make finished goods for foreign buyers generally carry out production. The specifications are 
supplied by the large retailers or marketers that order the goods.

Source: Gereffi, 1999.

according to Humphrey (2003), “[…] large retail and branded companies such as nike and Gap 
in clothing and footwear, and supermarkets within the food industry can exercise a decisive influence 
over GvCs without taking direct control of large parts of the production process and its associated 
logistics”. due to the distribution of functions (r&d, production and marketing) or roles among different 
tiers of suppliers and distributors, smes from selected developing countries have managed to build 
up competitive advantages, which enable them to compete successfully in global markets. the 
challenge for smes is to determine how and where (in which niche markets) to position themselves so 
as to best reap the benefits of globalization. What they need in order to create competitive capabilities 
is the capacity to continuously upgrade their skills so as to increase their returns.

PART I
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in the past, comparative studies on the competitiveness of a given industry focused attention 
either on individual firms or on clusters, but it is now acknowledged that value chain relationships play 
a decisive role and that competitiveness does not concern only a single firm’s performance but the 
entire chain’s. some firms increasingly lead their business partners upstream and downstream in the 
value chain. their dominance arises from specific capabilities, mostly the capabilities to innovate, to 
create brands, or to coordinate the whole production process. this is evident in technologically rapidly 
changing industries such as it and electronics, where there is a constant demand from transnational 
corporations (tnCs) – typically the lead firms –for sme suppliers to improve cost, quality, delivery and 
adaptation of production processes. on the other hand, there is also a pervasive pressure on tnCs to 
reduce the number of suppliers in the supply chain in order to increase effectiveness in coordination. 
suppliers to GvCs, and particularly smes, can risk losing business if they are entirely dependent on 
one customer in the chain, or if a drastic fall in demand occurs in times of a crisis (box 2).

Box 2. GVCs and SMEs during downturns

For domestic SMEs, the participation in a GVC brings many potential advantages, such as 
transfer of know-how and technological upgrading, but it has also some downsides, mainly related 
to the economic dependence and power imbalance that may characterize GVCs. Downsides are 
aggravated during economic crisis, when big retailers and large producers stop or drastically lower 
their purchases, due to lack of demand, reduced access to finance, gloomy prospects and higher 
risk aversion. There are dramatic drawbacks for SME suppliers that risk losing their business if they 
are dependent only on one TNC customer. Thus, in a GVC, a crisis may lead to a domino effect: 
when the main enterprise is facing difficulties, its first tier suppliers are strongly affected too, while 
the second and third tier suppliers end up suffering from serious financial difficulties, threatening 
their survival. 

Evidence shows that the 2008-2009 financial and economic crisis has hit the hardest those 
developing countries that are most dependent on external markets. This dependence can be 
measured by the export-to-gross domestic product (GDP) ratio, which for all developing countries, 
nearly doubled from 26per cent in 1995 to 51per cent in 2007, while for least developed countries 
(LDCs) it increased from 17per cent to 45per cent over the same period (UNCTAD, 2009). This has 
made it essential for both developing and least developed countries to develop stimulus packages 
to help boost the demand for domestic products, as well as to design strategies to reduce the 
vulnerability of the economies to external shocks. In general, the anti-crisis packages governments 
promoted are meant to address three main aspects: (i) stimulation of demand (ii) credit enhancement 
measures and (iii) labour-market measures. 

Additionally, some governments have introduced ad hoc measures to help the domestic SME 
sector overcome the particularly difficult conditions brought about by the crisis. For example, the 
Mexican Government initiated a public purchases programme, according to which at least 20 per 
cent of the total of annual purchases of the Federal Government and its dependences will be bought 
from domestic SMEs. It also put in place a Productive Chains Programme, to prevent Mexican 
enterprises being dropped from GVCs because of their financial weakness. The South African 
Government, on the other hand, introduced targeted measures to expedite payments related to 
all outstanding incentive claims and to all public procurements involving small domestic suppliers. 
State- owned development finance institutions are also considering supporting SMEs through the 
following measures: (i) distressed lending, (ii) subsidized lending, (iii) pre-and-post non- financial 
support (OECD, 2009).

Overall, governments should balance specific measures responding to the pressures of the 
present economic crisis with longer term plans for economic development and business support. 
UNCTAD’s research highlighted for example that TNCs often take active steps to improve the 
capabilities of their suppliers, but they seldom progress beyond the first tier, neglecting SME 
suppliers in most developing countries. Therefore, in developing countries policies for suppliers’ 
upgrading and TNC-SME linkages creation should focus on the integration of lower-tier suppliers in 
GVCs (UNCTAD, 2007).

Source: UnCtad, 2007; UnCtad, 2009; oeCd, 2009.
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 B .. Value.mapping

specialists conduct the analysis of value chains by drawing a map which provides an illustration 
of the flows of goods and services within the chain. mapping can also illustrate the relationships 
between different value chains. depending upon the nature of the analysis the focus of value 
mapping may comprise different aspects of the chain such as firm size, value added, or geographical 
distribution. in addition, mapping is very useful in order to highlight the relevant governance structure 
for a specific value chain. mapping a value chain is usually divided into stages. three examples 
below provide an illustration of different stages of value chain mapping in selected industries showing 
their diversity and complexity.

Figure.1 ..Colombia.–.supply.chain.for.the.automotive.industry
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first, it is necessary to draw an initial map of the supply chain including all activities and 
production processes carried out locally. figure 1 shows the value chain of the Colombian automobile 
industry and gives some initial indication of the local suppliers’ size and importance. the map groups 
activities into different chain links, consisting of relatively homogenous products in terms of their 
technical characteristics of production such as common raw materials, intermediate products or 
products sharing similar production technologies. the map and related tables based on a detailed 
survey provide information on each segment’s contribution to value added, employment and exports.

according to the survey, in Colombia the most important chain elements of the automotive 
industry with respect to job creation are breaks, engines and electrical equipment. the largest 
value‑added contribution to the chain originates from car assembly, which generates about 61 per 
cent of the total output value. the largest contributor to exports comes from tires and transmissions 
(departamento nacional de planeación, 2005). the supply chain map, however, does not provide 
information on the connection of local suppliers to global producers. according to a recent analysis 
of the global automotive industry, there is a targeted restructuring aimed at a consolidation of critical 
technology expertise, production capabilities and capital access provided by global suppliers (Centre 
for automotive research, 2006). a small number of global suppliers develop local networks of 
second‑ and third‑tier subcontractors, leading to supply chain improvements and upgrading. they act 
as anchor companies and systems integrators, playing an important role between individual vehicle 
manufacturers and a whole network of suppliers. for example, there may be anchor companies 
that pull together transmissions and drive trains and others that pull together engine components, 
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fuel injection pumps, engine electronics, and exhaust and emission controls. it is therefore important 
to complete the information gathered locally, mapping the connections between local Colombian 
subcontractors and global suppliers.

the second stage of value mapping draws the local supply chain connections to activities 
elsewhere and their connection to final markets. figure 2 shows, for example, the structure of 
the fresh vegetable trade between Kenya and the United Kingdom. Until the mid‑1980’s, trade in 
this sector was handled through a series of arm’s‑length market relationships and there was little 
vertical integration. However, the shift in the business strategies of supermarkets based in the United 
Kingdom transformed the supply chain into a vertically‑integrated structure. the changes were driven 
by market demand for fresh vegetables, quality standards (including also safety, environmental and 
labour standards) and the provision of a year‑around supply. all these developments required tight 
coordination and control of the value chain (Gereffi et al., 2003).

United Kingdom supermarkets developed closer relationships with United Kingdom importers 
and african exporters and strengthened their overall control over the value chain by regular monitoring 
(figure 2). more rigorous incorporation requirements and standards for suppliers in the product chain 
led to a reduction of the number of suppliers and upgrading of the selected partners. as a direct 
result, the stake of smallholders that traditionally represented the backbone of the Kenya export 
horticulture trade had decreased significantly by the late 1990s.

Figure.2 ..Kenya-United.Kingdom.fresh.vegetable.value.chain
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the third stage typically includes the mapping of a GvC including the location, type of activities, 
and buyers’ and producers’ relationships. apparel is a good example to illustrate the dynamics of 
a buyer‑driven value chain (figure 3). large companies like nike, Gap or limited inc. coordinate 
and may control a decentralized production network, typically located in developing countries. in 
the apparel industry, the physical production of goods is usually separated from the design and 
marketing, and distribution. the apparel value chain can be divided into five main parts: raw material 
supply, including natural and synthetic fibres; provision of components, such as the yarns and fabrics 
manufactured by textile companies; production networks made up of garment factories, including 
their domestic and overseas subcontractors; export channels established by trade intermediaries; 
and marketing networks at the retail level. some chains in the textile and garments sector are truly 
global, with activities taking place in many countries in different locations. in the case of garments, 
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this may mean that design takes place in london, milan, paris, new York or tokyo, fabric is sourced 
from China, trim and other inputs may be made in india, and assembly may take place in mauritius 
or other low‑cost locations. Globally dispersed production requires very careful planning and 
management. some chains can be vertically integrated. for instance, a study of the silk sub‑sector in 
thailand revealed that the modern thai silk chain consisted of a single vertically integrated firm that 
was involved in all activities from silk worm research to retailing the final product (Humphrey, 2003).

Figure.3 ..Global.value.chain.for.textile.and.apparel
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C .. types.of.upgrading.in.value.chains

the performance improvement of all the firms participating in a GvC requires changes in the 
nature and mix of activities carried out in each link in the chain and the relationships among firms. 
these changes cover process, product, functional and chain upgrading.

Process. upgrading aims at increasing the efficiency of internal processes. it includes both 
processes within individual links in the chain (e.g. increased inventory turnover, lower scrap) and 
between the links in the chain (e.g. more frequent, smaller and on‑time deliveries). empirical evidence 
shows a variety of relevant learning processes among suppliers in GvCs (UnCtad, 2001). for 
example, the dissemination of business concepts and standards such as iso 9000, iso 14000, 
“good manufacturing practice” (Gmp) and “good agricultural practice” (Gap) among firms serving 
GvCs has largely been triggered by a combination of pressure and support from the lead firms. 
successful adoption of such standards is an important means of industrial upgrading, one that in 
part protects firms from lower‑cost competitors who are not able to comply with these standards. 
for example, nestlé has helped local suppliers in developing countries to meet better standards in 
agricultural produce, offering training and technical assistance in field care, post‑harvest practices, 
storage and transportation.

Product.upgrading includes the ability to produce components or retail new or more competitive 
products developed by lead firms. distributional and after‑sales services are among the activities 
most frequently transferred within GvCs (e.g. automobile dealers, gas stations, restaurant chains, 
travel agencies, drug stores, and courier services). outsourcing these activities implies considerable 
advantages for downstream partners, mainly because they can rapidly cover extensive markets while 
minimizing risks and investment in distribution channels. the local distributor thus benefits from the 
use of an established brand name, a proven business concept and the transfer of knowledge from 
the brand owner. this greatly reduces the risk of failure for the local firms, particularly smes. However, 
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the local partners remain highly dependent on the brand owners. in some cases, the local sme is 
forced to pay substantial fees and royalties for using the partner’s brand name and business concept. 
product standards are also more and more often enforced through value chain relations, given that 
the final producer or distributor of the product is held accountable for compliance and thus takes a 
strong interest in assuring compliance at previous stages of the value‑adding process.

Functional. upgrading seeks to increase the value added by changing the mix of activities 
conducted within the firm (e.g. taking responsibility for outsourcing accounting, logistics and quality 
functions) or moving the locus of activities to different links in the value chain (e.g. from manufacturing 
to design). original brand manufacturers in the area of it and electronics in a number of developing 
countries have been able to perform complex functions in GvCs because of the critical mass of skilled 
enterprises and human resources in these countries. for instance, General motors, Hp‑Compaq, 
nortel, and sony have outsourced it services to Wipro in india; eli lily and GsK pharma outsourced 
pharmaceutical functions to shashun Chemicals, india; and Bharat forge, india has been performing 
engineering for Caterpillar, faW (China), ford, meritor, and toyota (iBef, 2007). some smes became 
global suppliers or even tnCs in their own right through functional upgrading in a GvC (box 3).

Chain. upgrading creates opportunities for suppliers that have developed competencies and 
skills to move to a new value chain. for example, firms in taiwan province of China gradually moved 
from the manufacture of transistor radios to calculators, to tvs, to computer monitors, to laptops and 
now to Wap phones. 

Box 3. ENGTEK Malaysia: From a backyard business to a global supplier

Eng Technology Holdings Bhd. (ENGTEK), which started as a Malaysian SME in 1974, is today 
a global supplier for the computer hard disk drive and the semiconductor industries. The firm has 
grown from a no-name SME to a high-precision manufacturer that supplies competitive, quality 
value-added products and services to several large TNCs in the electronics industry. The company 
grew up in a policy environment conducive to enterprise development. Under Malaysia’s Vendor 
Development Programme, TNCs were encouraged to assist local suppliers to become competitive 
at the global level. Thanks to this programme, ENGTEK has engaged in closely knit partnerships 
with TNCs. For example, Intel provided financial as well as technical assistance needed for the 
company to produce semi-automated wire bonders in 1981. With partners such as Advanced 
Micro Devices, Bosch, Fujitsu, Hewlett Packard, Maxtor, Readrite and Seagate, ENGTEK has been 
involved in designing products, bringing in its specific experience in product development and 
gaining a competitive edge vis-à-vis potential competitors. As a first-tier supplier, ENGTEK has 
been able to link up to the global production systems of its TNC clients, moving up the value chain 
over time. The company later diversified its portfolio of partners and products to reduce risks. It 
widened its range of products, for example from precision tools to the manufacturing of disk-drive 
components. It developed its own technology for original equipment manufacturing and achieved 
original design manufacturing capabilities, which further reduced its dependency on any particular 
foreign affiliate. It has also invested abroad to improve its competitiveness.

Source: World investment report, 2001, pp. 129‑130, and www.engtek.com.
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A ...the.context

although several aspects of GvCs are now better understood by policymakers, notably the key 
drivers and governance structure, the impact on smes in both developed and developing countries 
has not yet been thoroughly researched. to shed light on these issues, a joint research project was 
conducted by the oeCd Working party on smes and entrepreneurship, UnCtad and the University 
of fribourg, entitled “enhancing the participation of smes into Global value Chains”.1 

the project’s key objective was to present a set of policy options to assist both developed 
and developing countries in better integrating their smes into the global market. the policy 
recommendations provided in the following chapter are drawn from the tokyo action statement 
endorsed by oeCd member countries at the Global Conference on enhancing the role of smes in 
GvCs, tokyo, in may 2007. they are also drawn from a series of case studies carried out by UnCtad 
between 2005 an 2007, analysing the opportunities and constraints facing the local suppliers of tnCs 
operating in selected industries in developing countries. 

the findings of the case studies are industry specific as they are influenced by the industry 
structure, the stages of industrial development and the procurement strategies of the lead firms in 
the industry. therefore, they cannot be generalized. However, they provide useful information about 
suppliers to transnational corporations (tnCs) in developing countries and indications of their needs, 
and may thus help identify key policies for enhancing smes’ role in GvCs. 

B ...Research.outputs.and.methodology.

the outputs of the joint research project consisted in the definition of a theoretical framework, the 
creation of a case study template, the field research on the role of smes in the GvCs of five different 
economic sectors (namely software, automobile, creative industries, scientific precision instruments 
and tourism) and how this role could be enhanced, and a final synthesis report (oeCd, 2007a). Within 
the project, UnCtad specifically developed six in depth enterprise case studies, contained in part 
ii of this publication, focusing on the automotive sector (i.e. toyota in south africa, volkswagen in 
mexico and tata motors in india), the software sector (i.e. microsoft in egypt and iBm in viet nam) 
and the cinema and audiovisuals sector (i.e. Caracol in Colombia and numetro in nigeria). 

overall, the project undertook seventeen country/industry case studies and six in‑depth 
enterprise case studies: the companies and sectors were selected to cover different regions and on 
the basis that they were either an emerging or competitive sector in selected host countries. 

to shed light in the selected sectors, data were gathered from two main sources: structured 
interviews with a limited number of large enterprises and their upstream and downstream partners 
for each selected industry; and country studies conducted through in‑depth interviews based on a 
questionnaire with a representative group of smes in the selected industries that explicitly or implicitly 
act as suppliers and/or distributors in Global value Chains.

for the enterprise case studies, the questionnaire prepared was used to capture information on 
the following core issues: (a) the awareness or understanding of GvCs; (b) cooperation and types of 
linkages in GvCs; (c) the relevance of technological skills, standards and intellectual property rights; 
and (d) the role expected from governments. these issues were covered through in‑depth interviews 

1 the Government of switzerland through the Geneva international academic network (Gian/rUiG) funded the research. 
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with 10 to 15 suppliers in each selected tnC. the case studies were carried out by researchers from 
different types of institutions, namely ministries, universities, and research institutes. their findings are 
summarized in the following sections.

C ...Analysis.of.UNCtAD’s.case.studies

1.	 The	automotive	components	sector

the automotive components sector is shaped by the development of GvCs. several tnC car 
manufacturers use smes in developing countries as sources for automotive components. as tnC 
car manufacturers gain access to new markets, existing sme suppliers in developing countries will 
need to adapt to the demands of the international large manufacturers. the overall trend in automotive 
manufacturing is one of consolidation. tnC car manufacturers have significantly reduced the number 
of suppliers in order to improve their competitiveness. they increasingly rely on a limited number of 
first‑tier suppliers who are able to provide auto components on a global scale at “original equipment 
manufacturing” (oem) standards (UnCtad, 2001). as this sourcing trend continues, first‑ tier suppliers 
increase in scale and become tnCs in their own right (Jürgens, 2003). this change has created a 
new dynamic in the industry and smaller local suppliers are forced to adapt.

the following section summarizes the highlights of the case studies for toyota in south africa 
and volkswagen in mexico.

South Africa

toyota has been south africa’s largest vehicle producer for some time, enjoying preferential 
access to local consumers thanks to the existence of high import tariffs. after south africa’s trade 
liberalization programme, which accelerated in 1994, a more open policy environment sought 
to encourage exports. However, toyota south africa (tsa) only recently began to explore export 
opportunities and joined toyota manufacturing Corporation’s global sourcing system. this shift has 
allowed tsa to substantially increase its production. tsa established a plant to manufacture two 
models, Hilux and Corolla.

a key aspect of the restructuring process has involved increasing local value added. as the plant 
has shifted from producing seven different models, at relatively low volumes, to essentially two models 
at high volumes, it has managed, in some areas of the supply chain, to secure greater value added 
due to the high‑volume component orders. all firms attested to growing levels of competition, in some 
cases facilitated by tsa seeking new suppliers that could meet more stringent technology, investment 
and quality standards. most firms identified the most substantial competitive threats coming from 
either imported alternatives or from relocating transnational suppliers or their affiliates that owned 
original product or production technology. even the two transnational‑owned firms reported that it was 
not uncommon for operations within the same group, but located in different places, to compete for 
supply contracts. in this context, previous technology agreements have lost relevance. 

smes felt that government should pay more attention to skills development, immigration policy, 
investment incentives, technology development and labour law reforms. the bulk of the firms 
interviewed also believed that the Government should support interfirm collaboration. in particular 
mechanisms such as the Benchmarking Club, put in place to reinforce the durban auto Cluster 
(daC), could be replicated. 

Mexico

volkswagen represents the second‑largest car manufacturer in mexico, following nissan. 
among the local suppliers interviewed, no local sme has been able to leverage its link to GvCs 
as a springboard for its own internationalization. in fact, these smes do not possess any specific 
competitive advantage in terms of technology. in addition, their ability to finance the internationalization 
process is very limited, as they barely manage to undertake the necessary upgrading in order to keep 
pace with the higher demands of their customers. almost all the businesses interviewed confirmed 
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that in mexico the competition is high due to the decentralized operation schemes of tnCs. large 
firms declared that in most cases they import inputs from abroad and add little value to their products 
locally. However, a few of them, namely fte mexicana and Johnson Controls, argued that they help 
their suppliers to increase the value added of local inputs. 

in addition, some tnCs mentioned that in order to help smes increase their participation in 
GvCs, support measures have been added including research facilities, support for certification, 
credit financing and training for export development. finally, tnC managers expressed appreciation 
for the creation of a new industrial park in the vicinity of the volkswagen puebla plant, as well as three 
other parks established in the nearby state of tlaxcala, where a large number of domestic suppliers 
are located. volkswagen’s network of suppliers in tlaxcala encompasses 56 second‑ and third‑tier 
suppliers, of which more than half are smes, employing almost 15,000 workers.

n Findings.from.the.case.studies

the case studies reveal that many independent local suppliers have not managed to either 
link with global sourcing partners or upgrade their own capabilities to reach oem standards. While 
this inability has left some local smes behind, opportunities to become local suppliers in second‑
tier sourcing have emerged. to seize these opportunities, local suppliers need to respond to the 
expectations of tnCs and their oem partners in terms of quality, supply and delivery times. as a 
whole, smes in the automotive components industry need to continue to upgrade their operations to 
maintain competitiveness both domestically and internationally. 

the lead firms examined in the case studies, toyota and volkswagen, work closely with their 
first‑tier suppliers with the consequence that these end up being overly specialized and dependent 
on the lead firms. volkswagen represents the second‑largest car manufacturer in mexico while toyota 
has been south africa’s largest vehicle producer for some time, enjoying preferential access to local 
consumers thanks to the existence of high import tariffs. While both lead firms have a “hands‑on‑
policy” or demand a commitment to the “toyota way”, auto components constitute a small part of 
the final sales price and the contribution of suppliers is marginal. nevertheless, in the words of one 
supplier: “they want the design and engineering brains on tap, not just world‑class components”. 
thus, the first‑tier suppliers must become “total solution providers”. this stiff requirement could 
explain the displacement of the domestic firms from the first‑tier by global suppliers.

the “hands‑on‑policy” extends only to the first‑tier suppliers and the second‑ and third‑tier 
remain out of the loop in terms of information and transfer of technology. in mexico, for instance, 
among the local suppliers interviewed no local sme in the second‑ and third‑tiers has been able to 
leverage its link to GvCs as a springboard for its own internationalization. 

suppliers in both countries complained that their role in GvCs was further limited by three 
factors: lack of appropriately skilled labour, lack of infrastructure, particularly roads and electricity, 
and lack of finance to upgrade operations to meet international standards. in fact, these smes do not 
possess any specific competitive advantage in terms of technology. in addition, their ability to finance 
the internationalization process is very limited, as they barely manage to undertake the necessary 
upgrading to keep pace with the higher demands of their customers. almost all the businesses 
interviewed in mexico confirmed that the competition is high due to the decentralized operation 
schemes of tnCs that declared that in most cases they import inputs from abroad, adding little value 
to their products locally.

2.	 The	software	sector

software encompasses a vast array of products and applications. many software products have 
a very low weight‑to value ratio, which allows the relatively easy global relocation of segments of the 
production chain in different locations. in addition, control over technical standards is a critical factor 
that drives the development of GvCs. leading firms can set standards which can lock in customers 
to their product lines. software is also closely linked with telecommunication services, particularly 
with mobile phones and wireless. the software sector is made up of many smes with a few big 
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players. these smes, particularly start‑ups, typically employ less than 50 workers. the key factors for 
attracting foreign direct investment (fdi) in the software sector are the size of the domestic market, 
the availability and scalability of the pool of skilled workers, and the types of existing software clusters.

the following section summarizes the highlights of the case studies for microsoft in egypt and 
iBm in viet nam.

Egypt

in egypt, the software industry has specialized in two areas: (a) firms that translate standard 
software products of leading brands into arabic, including adapting the user interface; and (b) 
firms that offer a comprehensive support package to users of standard software in the region. this 
includes not only introducing and maintaining new software generations but also running call centres 
that support users of standard software, in particular the microsoft product range. egypt has many 
advantages as an offshore destination. the country is in the same time zone as europe and boasts 
fibre‑optic telecommunications with easy access to a very large telecommunications bandwidth 
that is needed for outsourcing. skills are available and labour costs are competitive. in addition, the 
software development market in the middle east is growing very fast. the market is large enough to 
warrant custom applications and arabic versions of major international software packages for users 
in egypt and most of the middle east.

egypt dominates the regional market. more than 80 per cent of software development in the 
middle east is performed by egyptians either from egypt or based in the Gulf. Competition among 
local companies is strong and drives a constant upgrading process, which has ultimately allowed 
some companies to attain the highest level of microsoft’s system accreditation. the case study shows 
that egyptian partners have benefited from their association with microsoft and they have leveraged 
that partnership to enter the Gulf market. egyptian support partners are also serving microsoft 
globally. However, many egyptian firms lack the maturity to compete globally. Continued progress 
in software technology has also raised complex public policy issues such as access to information, 
national sovereignty and security, law enforcement and protection of the private sphere. in addition, 
the interviews highlighted the need to:

a. establish a strong education system accompanied by 
ongoing vocational training in the private sector;

b. initiate the build‑up of clusters through science and technology parks with 
competitive tax and financial benefits for all firms, large and small alike; and 

c. Create strong, formal linkages between national innovation and education 
systems within the country and with “best practice” international institutions.

Viet Nam

in 2006 the viet namese software industry had 720 enterprises with 25,000 workers. foreign 
hardware producers usually have a limited ability to understand or solve local user problems. viet 
nam was in an excellent position to remedy this deficiency. as a result the software sector is growing 
rapidly with government support. viet nam’s telecommunication sector has experienced the fastest 
rate of growth in the world. the average annual growth rate of cell phones between 2000 and 2005 
was 62.7 per cent. infrastructure is reasonably well‑developed. satellites and fiber optic cables allow 
fast connections but high prices and lack of public awareness limits their use. in the networked 
readiness index, developed by the World economic forum, viet nam ranked 75th out of 115.2 

as evidence of the Government’s commitment to it development, it is using it extensively. viet 
nam was ranked 105th out of 191 in terms of the e‑Government index.3 viet nam is also a major 
site for the manufacture of hardware. the hardware market is much larger than its software market; 
the two combined were valued at $1,400 million in 2005 (trade point Hanoi report, p. 21). intel 

2 the index measures a country’s readiness to join in and benefit from the development of iCt.
3 the index measures the competence and readiness of each country in building e‑commerce based on the development of iCt
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invested $1 billion in a factory to assembly and test e‑chips (atm). other tnCs also have invested in 
operations in viet nam such as samsung, Hp, acer, Cowon and iBm. 

n Findings.from.the.case.studies

Global software firms are the fastest growing in the world and often the most dynamic in terms 
of product and process innovation. they also provide the impetus for the growth of other sectors. 
among developing countries, the main exporters of high technology and information products and 
services are Brazil, China, india and mexico. egypt and viet nam have the potential to join these 
ranks. the situation of iCt suppliers was similar in both countries examined in the case studies. egypt 
and viet nam have thousands of software suppliers, some of which are partners with either microsoft 
or iBm. 

transnational hardware producers and computer systems producers have been outsourcing 
software development to developing countries with highly qualified labour forces and proximity to 
emerging markets. Both iBm and microsoft have very structured supplier development programmes 
which confer many benefits. these programmes are much more intense than the “hands‑on‑policy” 
seen in the automotive sector. partners receive training and transfers of technology. they also have 
the opportunity to become global suppliers or at least regional ones. the case study shows that 
egyptian partners have benefited from their association with microsoft and they have leveraged that 
partnership to enter the Gulf market. egyptian support partners are also serving microsoft globally. 
in viet nam, a number of smes have become part of iBm’s GvC. as part of its GvC they help 
launch and distribute products and provide follow up services. in order to integrate its suppliers into 
its GvC, iBm has developed a programme called “partnerWorld”. it has three different levels. at the 
highest level, “premier” partners can access data, create proposals, engage in product development, 
obtain certifications, participate in training and network with other business partners. the viet 
namese partners provide their clients with iBm software services and solutions; these include banks, 
enterprises and the Government. other partners distribute hardware including servers. 

participating in the tnC’s GvC enhances the prestige and credibility of the smes making it 
easier for them to expand. it also makes continuous upgrading easier as they have access to the 
tnC’s technical staff and training. thus, transfers of technology are more likely. However, since they 
are selling or adapting established products and services, genuine innovation is still in its infancy. 
Competition among local companies in the software sector is strong and drives a constant upgrading 
process, which has ultimately allowed some companies in egypt to attain the highest level of 
microsoft’s system accreditation.

the Governments of egypt and viet nam have been very supportive of this sector in terms of 
having explicit it policies and investing in it parks. smes have also benefited from the expansion 
of the fiber optic cable system. However, many firms lack the maturity to compete globally. smes 
complained about the lack of appropriately skilled labour and the need to help smes to become 
“partnership ready” in terms of improved management and technical capabilities if they were to 
enhance their role in GvCs. 

3.	 The	cinema	and	audiovisual	sector

the major studios in the creative industry simultaneously engage in four distinct business 
functions: financing, producing, distributing, and marketing and advertising of their film and television 
assets. despite the dominant position of major Hollywood filmmaking studios, many smes are 
essential to the industry’s operation, occupying important niches in the filmmaking and distribution 
process. from top to bottom, the process is contract driven. these contracts allow large and small 
enterprises to interact, usually on a project‑by‑project basis, and to opt out ex ante under normally 
well‑defined stages and conditions. 

the following section summarizes the highlights of the case studies for Caracol in Colombia and 
numetro in nigeria.
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Colombia

Colombia is one of the important suppliers of “telenovelas”, a television series format that has 
become popular in many countries, not only in latin america. the popularity of these soap operas 
has contributed to the emergence of an audiovisual production industry in Colombia that generates 
what has been defined as a “highly sophisticated demand” (porter, 1990). Companies interviewed 
in Colombia indicated that demand conditions from foreign customers are more stringent than local 
ones, and that there is a strong rivalry among local providers. the presence of a sophisticated 
demand is an important driver in the upgrading process of Colombia’s value chain in audiovisual 
production. 

3‑d animation producers in Colombia act as first‑ or second‑tier suppliers in the value chain. 
they are first‑tier suppliers in the case of advertising agencies and national television channels, and 
second‑tier suppliers in the case of post‑production firms and national film producers. 3d‑animation 
firms are fully independent regarding their choice of their own suppliers and production processes. 
only in one case, a major United states‑based television channel recommended the use of a supplier 
based in Brazil, but it was a recommendation rather than an obligation.

the level of interaction between clients and 3‑d animation producers varies according to the 
type of client. Cluster development is occurring based on inter‑firm cooperation and on geographical 
proximity. among the key policy issues identified by firms interviewed are:

a.  promotion of local talent (most training for 3‑d animation is 
provided by private universities and institutions, a major restriction 
for talented people who cannot afford high tuition);

b.  tax reductions or credit facilitation for the acquisition of technology 
(hardware and software), since their end products are exported;

c.  lessening of visa restrictions imposed because of security 
issues, which hamper managers’ business travel; and

d.  facilitating employment of temporary foreign workers to benefit from their specialized skills.

Nigeria

smes are important players in the nigerian film production and distribution industries. the country 
is the third‑largest film producer after the United states and india, and the sector is dominated by 
smes. the diffusion of digital and communication technologies in the 1990s has accounted for its fast 
growth. approximately 30 new titles are diffused every week and an average film sells around 50,000 
copies. a hit movie may sell several hundred thousand copies, at an average price of $2 each, which 
is affordable for most nigerians and allows producers to make a good return on investment. Currently, 
around 300 producers release between 1,000 and 1,500 movies per year. nigerian directors are 
known to adopt new technologies as soon as they become available at an affordable price. 

the case study investigates the nigerian branch of a south african media company and the 
emergence of a nigerian movie cluster called “nollywood”, which draws on a number of native 
nigerian movie stars. the nigerian movie industry caters primarily to the local market, since movies 
are shot in different local languages, but english‑speaking films are becoming increasingly popular. 
movie content includes some of the usual types, such as romance, but also some more idiosyncratic, 
such as voodoo. the main distribution channels are videocassettes and video Cds. more recently, 
a south african media corporation, which holds the local monopoly for Hollywood movies, has 
entered the market. it runs the Hollywood movies on a small number of screens in shopping malls 
and distributes them on dvds. the nigerian Government encourages this corporation to support 
local movie producers. the company interviews revealed that the following bottlenecks are hindering 
smes: (a) lack of funding; (b) lack of organized industry and business associations; (c) inadequate 
skills and lack of professionalism; (d) lack of infrastructure; and (e) a weak distribution system.
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piracy is also a concern. the Government of nigeria has committed to institutional strengthening 
of intellectual property protection. Key initiatives include increased funding for organizations such 
as the nigerian Copyright Commission, the national film and video Censors Board, the national 
Broadcasting Commission and the nigerian film Corporation. the minister of information and national 
orientation has created a fund for non‑commercial films. However, these relatively recent initiatives 
will take time to develop positive results.

n Findings.from.the.case.studies

the television industry has undergone profound changes on the distribution side since the 1980s 
with the advent of satellite and cable television, which facilitated the proliferation of channels. this has 
spawned numerous local providers that distribute the media products. more recently, an important 
change was the move from analogue to digital formats in terrestrial satellite and cable distribution. 
for television providers, this is both a blessing and a curse. While it offers economic advantages, it 
also leads to an integration of “traditional” television distribution channels with more recent channels 
such as the internet. 

new technologies have also allowed the production of “realistic” animated movies, opening 
new options for production and post‑production of conventional movies, for instance through the 
combination of human actors and animated scenery. this has changed the structure of the value 
chain in cinema and tv, and created opportunities for new, specialized entrants. 

the GvCs in this sector are labour intensive as compared to either the automotive or software 
sectors. Upstream participants are extremely independent. However, with the changes in technology 
described above, downstream activities such as distribution are seeing many new entrants. trust 
among the participants is important in a sector where short term contracts are the rule. such contracts 
also facilitate fierce price competition. While some Governments such as nigeria have started film 
villages, basic infrastructure including electricity is still a big problem. in Colombia the sector, as the 
entire economy, suffers from the political instability. suppliers in both Colombia and nigeria cited the 
lack of skilled labour as a limiting factor.

.
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A ...Findings.of.the.research.project

the joint UnCtad‑oeCd‑University of fribourg research project provided useful insights in 
identifying priority areas for government intervention. there are obstacles that affect smes’ ability 
to enter GvCs both in developed and developing countries. these include: (a) the need to upgrade 
technology and innovation capacity; (b) the lack of adequate finance and human capital for this 
process; (c) the inability to meet standards and certification requirements; (d) the necessity to 
better manage intellectual assets, including the protection of intellectual property rights (iprs) when 
appropriate; (e) the difficult bargaining position smes face with large contractors; and (f) the need 
for diversification to reduce dependence on one or a few customers (oeCd, 2007a). the table 
below highlights the policy issues which emerged from the case studies carried out by UnCtad, 
summarized in the previous section. 

table.1 ..Survey.results:.key.issues.and.main.areas.for.policy.intervention

Key.issues
Main.areas.
for.policy.
intervention

Specific.examples.from.case.studies

lack of 
adequate skills 
for smes 

skills and 
human resource 
development

Microsoft-.egypt
smes have underlined the need for a larger pool of qualified human 
resources, requiring a focused effort by the Government in higher 
education. 

Caracol-Colombia
smes would like to have greater promotion of local talents and 
to receive support in the promotion of english language skills to 
facilitate companies’ linkages with international television channels 
and networks.

low 
compliance  
with 
international 
standards

technological 
upgrading

IBM-Viet.Nam
smes are concerned with the slow implementation of the information 
and communication technology (iCt) development plan.

toyota-South.Africa
smes are concerned about their ability to upgrade and to deliver 
products and production systems that are in line with toyota 
expectations in terms of quality, supply standards and delivery 
times.

lack of quality 
assurance

Certification 
standards 
 

Vokswagen-Mexico
volkswagen is imposing increasingly stringent quality requirements. 
local sme suppliers (especially second and third tier) need support 
to meet global quality standards. 

IBM-Viet.Nam
local companies need to be certified to become first tier suppliers. 
Government support is needed to help second tier suppliers enter 
the group of first tier.

scarce 
integration 
of domestic 
suppliers into 
GvCs

tnC‑ sme 
linkages

Volkswagen-Mexico.
smes would like to be represented in the bargain.

Nu.Metro-Nigeria
smes suffer from lack of basic infrastructure, which has led to high 
costs of doing business. promotion of fdi, local investments and tax 
breaks would improve these financing difficulties.
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Key.issues
Main.areas.
for.policy.
intervention

Specific.examples.from.case.studies

few local 
economic 
development 
benefits

Clusters and 
territorial 
development

toyota-South.Africa
south africa shows that successful results can be obtained by 
acting locally and thinking globally, by developing local clusters 
such as the durban automobile Cluster and implementing 
benchmarking exercises.

Volkswagen-Mexico
local suppliers in mexico could better face the pressure of 
competition when located in or in the neighborhood of sectorally 
specialized technology parks.

insufficient ipr 
protection

ipr protection 
systems

IBM-egypt
the general business environment could be improved by better 
delivery of Government services and ensuring the enforcement of 
iprs.

Nu.Metro-Nigeria
smes would like to see greater efforts to improve the regulatory 
environment, in particular by more effective implementation of the 
laws protecting intellectual property.

overall, the research project showed that an enabling business environment is a necessary 
condition for promoting smes to integrate into the global market (oeCd, 2007a). a favourable business 
environment depends on stable macroeconomic policies and well‑designed complementary policies 
in areas such as competition, international trade and investment, finance, labour and education, 
including human resources capacity‑building for internationalization. the research also highlighted 
the need for a coordinated approach by the different institutions directly involved in building the 
enabling environment favourable to the integration of smes in GvCs. for policymakers, GvCs create 
a variety of challenges, and due to their nature and configuration, no single ministry can take charge 
of facilitating the integration of smes into GvCs. formulating and implementing support programmes 
necessarily involve coordination between different ministries, and a close collaboration with the private 
sector and civil society. 

the transparent and equitable application of laws and regulations together with streamlined and 
stable administrative procedures also represent an important pillar, encompassing bankruptcy laws, 
property rights, the tax system, the licence and permit system, standard compliance certification 
procedures and efficient dispute settlement procedures (oeCd, 2007a). However, there is also a 
need for governments, the business community and international organizations to play a role in 
designing and implementing targeted assistance programmes to build capacity in smes, so that 
they can overcome the challenges of entering or upgrading their position in the GvCs. the following 
sections illustrate the main areas of policy intervention that may apply to GvC development initiatives. 
the following sections review the main components of supplier development programmes and policy 
measures that Governments can take to help smes better integrate into GvCs. 

B ..Policy.recommendations

1.	 Skills	development

one important issue which dominates most of the case studies is the lack of adequate skills in 
the workforce of the smes in the GvCs. for a sector such as 3‑d animation in Colombia this is not 
surprising, since the sector and underlying technology are only emerging. What is mentioned in most 
of the case studies, however, is the delayed and inadequate response of public training institutions 
to new skills requirements and in some cases even to basic skills needs. the policy implications of 
the case studies in terms of skills development are not clear cut, as they depend on the status of 
the suppliers as well as the industry in which they are operating. in this respect, four different GvC 
scenarios can occur, as table 2 illustrates, which correspond to four different priorities in terms of the 
policy measures to be put in place. 
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table.2 ..Skills.upgrading.in.four.different.GVCs.scenarios

GVC-integrated.companies

mature + 
declining 
industry 

(1) supporting companies 
under pressure 

(3) facilitating emerging 
industries emerging + 

growing  
industry(2) Upgrading low‑cost 

suppliers in mature industries 
(4) Creating advanced and 
specialized factors

Companies that are not connected to GvCs

Source: adapted from meyer‑stamer (2007).

the case study of car parts’ suppliers in south africa illustrates the need for supporting.
companies. under. constant. pressure, in a mature globalized industry, to continuously upgrade 
while at the same time reducing their final prices. in this context, companies face the challenge of 
either meeting the substantial costs and risks of the internationalization process or being relegated to 
the role of second‑ or third‑tier suppliers. to support smes that face such challenges, governments 
should ensure that adequate training facilities exist. skill development centres that are flexible and 
responsive to the changing needs require support to provide sme employees the additional skills to 
serve the global market. in this respect, the south african approach is an example of best practice in 
responding to the needs of smes that constantly need to upgrade their workers’ skills (box 4).

Box 4. The creation of sectoral training authorities in South Africa

In 2004 the South African Government re-launched the Sectoral Training Authorities (SETAs), 
a system meant to accredit training providers and their curricula, thus guaranteeing an adequate 
quality level. Each employer has to contribute to a sectoral training fund and can draw on this fund 
to pay for training courses. SETA represents an effort to create a skills development system that in 
principle is market-friendly and meant to respond to constantly evolving needs. Since the system 
depends neither exclusively or primarily on public sector training institutions, nor on government 
funding for training expenses, it has proven relatively robust against fluctuations in government 
budget allocations. However, companies revealed that it is a system that so far is not yet quite as 
agile and responsive as the business sector would like it to be. 

Source: meyer–stamer (2007).

the case study on car parts suppliers in mexico points to the need for upgrading. low-cost.
suppliers.in.mature.industries, when an industry moves from the growth stage to the maturity stage 
and suppliers in the established locations start to suffer from a variety of cost disadvantages. since 
buyers start to look for suppliers with a more favourable cost structure, an upgrading effort that aims 
at keeping domestic smes on the radar screen of global buyers must be based on the expectations 
and demands of buyers, as well as on the price structures of the smes’ competitors. the main 
challenge is to put in place on‑the‑job training programmes for unskilled workers in special industrial 
zones such as the maquilas and provide a pool of sufficiently skilled workers who are willing to work 
at competitive wages. 

in view of facilitating. emerging. industries, policy makers should interact closely with lead 
companies and local entrepreneurs to create an enabling environment for start‑ups and new 
economic activities. the demands on policy makers in terms of flexibility, agility and responsiveness 
are substantial. for example, the software sector in egypt is connected to a GvC, though primarily 
at the downstream level, adapting existing software packages for the regional market. the challenge 
for egyptian companies is to enter other segments of the software value chain, where, as the indian 
experience shows, a much bigger potential for job creation and export earnings exists. for the 
egyptian Government, an opportunity exists to further improve the education system in terms of agility 
and responsiveness, to tackle the serious skills shortages affecting the industry.

during the evolution of a new sector, virtuous circles are generated, such as in the Colombian 
3‑d animation case, where private trainers are starting to provide specialized and sophisticated 
training products. Governments are critical in creating. advanced. and. specialized. skills also 
through demonstration effects, but they must be careful not to distort the market and damage the 
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internal dynamism of the private sector. for example, the national University of Colombia recently 
offered the first postgraduate programme in animation in the country, and since then a trend towards 
an increased offer of 3‑d animation private training courses took place. indeed, in Colombia a 
clear opportunity exists to boost the growth of an emerging sector, thus further leveraging its strong 
position in the spanish‑speaking audiovisual market. in this respect, many firms see proexport – the 
national trade and investment promotion agency – as the key institution to promote and position the 
Colombian 3‑d animation business in international markets, through trade‑fair participation and the 
organization of industry‑specific events to promote local talent.

2.	 Technological	upgrading

all the case studies confirmed that to enter and remain in a GvC it is necessary to engage in 
continuous technological upgrading in order to meet company and international standards. Ultimately, 
the main trigger of innovation in smes is the foreign buyer or the lead firm in the GvC, which demands 
constant innovation from suppliers that want to remain in the GvC. moreover, the lead firm will also 
indicate the overall direction of the innovation effort, both in process and product innovation. the 
most important action a government can take to support smes to meet these requirements is the 
granting of financial incentives so that smes can invest in appropriate technology. strengthening of 
the national innovation systems at a local, regional and sectoral level can help smes to develop their 
r&d capacity. the active role played by the egyptian Government in the country’s rapid iCt growth 
is an interesting case (box 5). 

 Box 5. Government initiatives to support the ICT sector in Egypt

The Ministry of Communication and Information Technology (MCIT) has actively supported the 
ICT industry through various initiatives: 

(a)  High Tech Business Parks (The Smart Village) have been established to provide enterprises 
with world class infrastructures at a very reasonable cost. 

(b)  Subsidies up to $68 million are currently available to support training, marketing and 
technological development. 

(c)  Partnerships have been made with major ICT firms such as Siemens, Alcatel and Cisco to 
train ICT engineering graduates. 

(d)  Specific initiatives to make PCs available at a reasonable cost were undertaken (a PC for 
every student, household and teacher, etc.). 

(e)  The “Free Internet” initiative to offer Egyptian users dial-up services to the Internet at the 
same cost as a local phone call (through a revenue-sharing agreement between Egyptian 
Internet Service Providers and Telecom Egypt). 

Source: UnCtad case study by assad (2007).

the tokyo action statement (oeCd, 2007b) provides some practical measures to promote the 
capacity for innovation by local smes. these include:

zz establishing logistic technology centres as demonstration and testing facilities to accelerate 
the rollout of supply‑chain management technologies and processes, including the use of 
electronic tags for creating a seamless distribution network;

zz facilitating the technological upgrading of products and processes through providing 
access to information on world best technologies and processes, and various financial 
support measures; and

zz promoting partnerships between smes and organizations overseas that can develop or 
transfer world‑leading technology, products, processes or management practices.
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3.	 Quality	and	standards

another issue that is highly relevant in the context of GvCs is compliance with international 
standards. this is closely linked to and depends upon the smes ability to upgrade its technology. 
Compliance includes both product and process quality standards. Compliance with product 
standards can be verified by testing the product, while compliance with process standards requires 
regular audits of the production facility and is usually linked to process certification (e.g. iso 9000). 

some years ago, there was an expectation that generic standards such as iso 9000 might be 
sufficient to guarantee consistent quality, but this proved not to be the case. lead firms have also 
been using a number of diverse proprietary process standards or industry‑specific standards. for 
smes, the cost of complying with many different standards, in particular regarding preparation for 
certification, can be substantial and sometimes unaffordable and a barrier to the entry into a GvC. 

in advanced industrialized countries, elaborate systems of quality assurance, certification and 
accreditation have existed for a long time, and the cost related to this is relatively minor. Certification is 
an issue which is usually left to technical specialists and the process is rarely perceived as a strategic 
variable. for instance, calibration of common measurement devices is conducted by specialized 
providers that operate in a competitive market where prices are low, often less than $100 for an 
annual calibration. likewise, numerous providers compete in the market for certification of quality 
management systems, and the cost of certification is limited to a few thousand dollars in the case of 
iso 9000. 

in many developing countries, the situation is quite different. multi‑layered certification, 
accreditation and calibration systems are only emerging. these specialized services are offered by 
monopoly providers at high cost. as a consequence, some developing countries have launched 
efforts to develop their national systems for certification, accreditation and calibration.

What is alarming, though, is that many countries have not yet implemented a policy regarding 
standards, metrology and certification. this leaves companies in developing countries no option but 
to rely on costly experts and certification institutes based in industrialized countries (box 6).

Box 6. Reaching quality standards through international bodies in Mexico

The case of Volkswagen in Mexico shows that TNCs may be a key driver of technological 
development and quality upgrading. For example, in Puebla, Volkswagen imposed higher 
environmental standards and asked all its suppliers to become certified as clean plants by SGS 
European Quality Certification Institute. This has allowed the development of new standards for the 
Mexican industry, which then started to serve the United States market. Quality improvement also 
had positive side effects on overall exports, since the number of defects in production was reduced 
thanks to quality certifications (ISO 9000, 2000, ISO/TS 16949, 2002). Volkswagen was able to 
produce more sophisticated export models in Mexico. 

Source: UnCtad case study, by ruiz duran (2006).

in this context, governments should focus on creating a regulatory framework that encourages 
the emergence of commercial providers who operate in competitive markets and thus drive down the 
price of certification services. the tokyo action statement (oeCd, 2007b) proposed that governments 
should assist local suppliers to meet international quality standards by:

zz providing information and professional training to implement product quality standards 
required for exports;

zz encouraging sme participation in the standard‑setting process through the provision of 
information on standardization and accreditation activities;

zz promoting the adoption of harmonized standards by tnCs in procurement procedures and 
the diffusion of that information to smes; and
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zz ensuring that national certification systems do not impose excessive burdens on smes 
for compliance procedures and that group certification for small firms in local regions is 
promoted to lower costs while ensuring that there is trust in the control mechanisms as well 
as promoting labelling initiatives to give added, low‑cost assurance.

4.	 TNC–SME	linkages

the establishment of sustainable linkages between smes and tnCs is one of the most efficient 
ways to integrate domestic suppliers into GvCs. specific promotion measures could target foreign 
direct investors who would strengthen the local supply capacity (UnCtad, 2006) as recommended 
in the são paolo Consensus that recognized the importance for developing countries and economies 
in transition to “build stronger supply capabilities responsive to market demands, promote technology 
development and transfer, encourage enterprise networking, increase productivity and improve the 
competitiveness of their enterprises”.

in two of the case studies, microsoft egypt and iBm viet nam, the tnCs operated supplier 
development programmes which established strong linkages with their smes partners. not all 
developing countries, however, have been successful in attracting foreign firms that invest in the 
local economy by establishing such linkages. in mexico, tnC‑sme linkages have benefited not only 
first‑ tier suppliers, but also second‑ tier suppliers, which have been assisted in meeting volkswagen 
quality requirements by first tier suppliers (box 7).

Box 7. Linkages between first- and second-tier suppliers of Volkswagen in Mexico

In Mexico, firms that are first-tier suppliers of Volkswagen, such as FTE Mexicana and Johnson 
Controls, have helped second-tier suppliers to improve quality through certification ISO/TS 16949, 
which is the reference standard for quality management system in the automotive sector, based on 
ISO 9001. For the second-tier suppliers, it was problematic to meet quality requirements that were 
more demanding than local standards. Most first-tier suppliers in Mexico confirmed that their role 
in the global supply chain has expanded and deepened as they started developing second-tier 
suppliers. They became responsible in setting product specifications and providing advice to the 
Volkswagen plants on product management.

Source: UnCtad case study, by ruiz duran (2006).

Governments can facilitate business linkages by improving the investment climate and by 
targeting tnCs which are known to establish linkages with local firms. at the same time the government 
has to promote business development services that can make their smes more “partnership” ready. 

from a technical assistance perspective, a variety of initiatives to promote linkages exists, from 
purely donor‑driven and government‑driven programmes, to public–private sector partnerships. for 
example, UnCtad’s business linkage promotion programme promotes the creation of durable and 
mutually beneficial partnerships between tnCs’ affiliates and large local companies on the one hand 
and smes on the other, so as to enhance the productive capacity, efficiency, competitiveness and 
sustainability of their relationships. the programme is being implemented by a Business development 
services Centre as lead facilitator, typically UnCtad’s empreteC Centre, in collaboration with the 
local investment promotion agency, selected tnCs and donors. there are also purely private sector‑
driven programmes, such as supplier development programmes carried out independently by tnCs 
in their own self‑interest, and sometimes within their corporate social responsibility programmes. smes 
in egypt and viet nam benefited from such supplier development programmes. a well‑developed 
entrepreneurship culture helps to build good quality local firms that can benefit from the presence of 
foreign firms. appropriate technology and skills development also facilitate linkages. 
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5.	 Clusters	and	territorial	development

Business promotion activities and related policies are not only pursued by national governments, 
but also increasingly by local institutions. in a growing number of countries, local governments and 
other actors develop economic initiatives, including cluster promotion. such entities should take into 
account the structure and evolution of GvCs to support the local suppliers. the survey shows that, 
for global buyers, clusters are easier to spot than an individual producer. Clustered companies may 
also generate collective efficiencies that make them attractive for global producers (meyer‑stamer, 
2007). egypt and viet nam have invested in software parks and smart villages and nigeria has set 
up film villages.

for national governments, it is important to encourage and support local economic development 
activities. local actors are well placed to formulate and implement location‑ and cluster‑specific 
promotion activities. for local actors, however, it is also important to operate globally, for example 
by sending out missions to investigate the demands of global buyers and by benchmarking their 
locations against comparable clusters elsewhere in the world. the durban auto Cluster in south 
africa shows that successful results can be obtained by acting locally and thinking globally (box 
8). towards this goal, national governments can, for instance, allocate funds to local development 
initiatives on a competitive basis, or offer capacity‑building activities to local stakeholders (meyer‑
stamer, 2003). 

Box 8. Stimulating cooperation in the Durban auto cluster in South Africa

Toyota suppliers in South Africa identified the Durban Auto Cluster (DAC), and in some cases 
the Benchmarking Club (operating in parallel to the DAC), as appropriate vehicles to facilitate inter-
firm collaboration. Firms pointed to the considerable benefits they had gained from joint action. 
However, firms also felt there was a need to think about longer-term strategic interventions around 
which firms could collaborate. Such initiatives included specialist skills development in engineering 
and production management, as well as in product development. Apart from membership of the 
DAC, most of the firms belonged to at least another industry association. Among these, the National 
Association of Automotive Component and Allied Manufacturers (NAACAM) and the Steel and 
Engineering Industry Federation of South Africa (SEIFSA) have the largest number of subscribers. 
Firms saw these institutions as lobby groups, for example, in relation to negotiations or in relation to 
presenting industry views before various Government forums. Whilst the associations did allow for 
some networking, they did not necessarily organize active inter-firm collaboration around matters 
related to meeting customer demands. However, it was the DAC and the Benchmarking Club that 
received the greatest endorsement from firms for their ability to add value. Some affirmed that if it 
had not been for the Benchmarking Club and the DAC, their company would not be able to survive 
or grow. 

Source: UnCtad case study by robbins (2006).

for governments, a main challenge is to establish close communication with companies and 
clusters in growing industries that are already internationally connected. such companies often do 
not entirely seek contact with governments, which they sometimes perceive as an obstacle rather 
than a facilitator. there is little reason for them to lobby the government for protection or support. 
Governments need to make an effort to build credibility within the private sector, to approach 
stakeholders in a constructive way, and to identify practical ways of providing support.

the oeCd tokyo action statement (oeCd, 2007b) made specific recommendations for 
governments to increase sme participation in GvCs through collective action and cooperation by: 

zz supporting the establishment and development of industry groupings;

zz promoting clusters and networks by fostering links among universities, research institutions, 
laboratories and smes;

zz targeting support for clusters in selected technologies; and
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zz promoting business linkages between tnCs and smes and facilitating their supplier 
development programmes where smes are coached and mentored in key areas such as 
design and production engineering.

6.	 IPR	protection

the inability to enforce iprs in the creative industries of cinema and software, where the smes 
make significant contributions to value added, was felt to be a major obstacle to sme growth and 
ability to benefit from GvCs. in more mature industries, the issue was not considered to be particularly 
relevant by local smes. However, some complaints emerged in the car parts sector, whereby local 
supplier felt that some oems did not have an ethical problem with handing blueprints of a component 
that has been developed by one supplier to another. the survey confirms that even though ipr 
protection is not a “silver bullet” for all development problems, the fact that a government is starting to 
enforce copyright and anti‑piracy laws may stimulate new economic activities, especially in emerging 
sectors. it also confirms that the majority of smes in developing countries lack the necessary 
awareness, ability and finance to fully protect and exploit their intellectual assets.

for smes in advanced economies, the link between innovation, intellectual property rights and 
funding is crucial. these smes not only need to protect their cutting‑edge innovations from being 
copied, but also are dependent on iprs to attract investment and commercialize their innovation 
(Jensen, 2005). the tokyo action statement considers ipr reforms as essential and recommends 
governments enhance smes’ value obtained from intellectual assets and intellectual property by:

zz raising awareness about ip rights among smes;

zz promoting systems to value and manage ip assets;

zz Creating online marketplaces where smes can offer their ip assets;

zz facilitating the filing of patents by smes;

zz preparing guidelines for tnCs on the fair treatment of smes’ ip; and

zz Helping smes to legally acquire ip assets from universities and research centres. 

from a development perspective, evidence shows that strengthening ipr protection may have 
a positive impact on the attraction of fdi and technology transfer to developing countries (lippoldt, 
2005). However, the extent to which ip protection exists in a given country is not the only criterion for 
the question of whether foreign technologies are transferred and effectively absorbed in the receiving 
country. While ip protection plays an important role for investment decisions in areas involving research 
and development (r&d)‑intensive, complex and easily imitated technologies, foreign investors attach 
relatively little weight to ip protection in areas of old, standardized and labour‑intensive technologies 
that require little r&d (UnCtad, 2003, maskus, 2005).

in the area of films and music, stronger protection and enforcement of iprs such as copyright 
may provide important benefits to local smes. Competition law and policy should be in place to 
prevent prices that are unaffordable for consumers. at the same time, creativity in the cultural 
industries and in software development is cumulative in nature, thus open access to existing content 
and the possibility to carry out follow‑on improvements among software specialists become decisive 
factors for the promotion of creativity.4 Here, non‑exclusive forms of protection, such as open source 
and creative and technological commons may complement traditional ip instruments. the box below 
illustrates the role played by the nigerian Copyright Commission in reducing the high level of ipr 
violations in the cinema industry (box 9).

4 the cumulative nature of innovation, in particular in the area of information and communication technologies, and the need to adapt the ip system 
accordingly, has recently been emphasized by the european patent office (epo), see epo, “scenarios for the future. How might ip regimes evolve 
by 2025? What global legitimacy might such regimes have?”, munich, april 2007, p. 88 et seq. 
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Box 9. Protecting IPRs in the cinema industry: the Nigerian case

The case study on the cinema industry in Nigeria revealed a strong need to reduce a high 
level of IPR infringements and violations. It is estimated that over 35,000 video clubs in the country 
rent out local and foreign movies without authorization. Piracy, especially counterfeiting, suffered a 
setback in recent years because of the aggressive strategies of the Nigerian Copyright Commission. 
Major efforts aimed at strengthening the regulatory environment include:

a. The approval of the Optical Disc Regulation, under the Nigerian Copyright Commission;

b. The establishment of the Motion Picture Council of Nigeria;

c. The “Nigeria in the Movies” initiative launched by the National Film and Video Censors Board;

d. The Strategic Action Against Piracy (STRAP) initiative launched by the Nigerian 
Copyright Commission, under which vigorous anti-piracy raids have taken place and 
pirated goods worth billions of dollars have been seized and destroyed; and

e. The revamp of the Video Rental Regulation by the Nigerian Copyright Commission to ensure all 
persons engaged in the business of rental, hiring, leasing and loaning comply with the guidelines 
and ensure that copyright owners receive due compensation for the use of their works. 

Source: UnCtad case study by ola (2007).

C .. Conclusions

although it is difficult to establish common trends in the diversified universe of smes and across 
sectors and regions, the case studies provided new insights on increasing the participation and 
improving the performance of smes in GvCs. one result that stands out from the research is that 
successful participation in GvCs may bring stability: small firms that are able to remain in value 
chain(s) despite keen global competition, or smes that succeed in “jumping on board”, are likely to 
witness an expansion of their business. this is more often accompanied by upgrading of technological 
and human capital, as a result of a greater exposure and access to information, business practices 
and technologies. Cooperation within the chain is a key success factor that brings substantial benefits 
in terms of status, information flows and learning possibilities. 

the case studies also suggest that the awareness of being part of a GvC is a function of the 
production activity in a given sector and/or the position of a firm in the chain. smes in the software 
sector, for example, are more apt to understand the structure of the value chain to which they operate 
than the average sme in other sectors, for which the concept of GvCs is not always easy to grasp. 
this is likely related to the complexity of the configuration of the value chain (as in the cinema 
sector), or to the fact that smes occupy lower positions in the chain, and therefore they have limited 
knowledge beyond the surrounding environment (sme suppliers in the automotive sector). Building 
awareness is an essential starting point of any government intervention to increase the participation 
of local suppliers in GvCs. 

overall, the large body of literature available on GvCs shows that in a globalized economy, 
competitive advantages can be created in any sector. some developing countries have developed 
highly successful export sectors even in traditional commodities. exports of horticulture or fresh 
fruits thrive because of their close ties with global buyers. elsewhere, such as in nigeria and in 
Colombia, audio‑visual industries offer new interesting export opportunities. thus, policymakers need 
to understand opportunities both in mature and emerging sectors in their economy that offer smes 
the potential to integrate into GvCs. it is important for developing country governments to review their 
existing sme promotion and export promotion activities and to adapt them to the new reality and 
requirements of global markets. 

finally, developing countries need to place the development of productive capacities at the heart 
of national policies. the development of domestic industry or service networks, which would be able to 
link effectively with international production networks, also requires the promotion of entrepreneurship 
and enhancing competitiveness at firm level through technology and business linkages. domestic 
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suppliers need to constantly upgrade and innovate to maintain their competitiveness when operating 
within GvCs. Governments which aim at increasing sme competitiveness need to develop long‑term 
rather than short‑term measures. policy support could be provided for technological upgrading and 
for increasing domestic value added to achieve, maintain and upgrade international competitiveness 
in increasingly sophisticated products and services. 
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4 / Case studies in the automotive 
components sector

A ...Perspective.on.SMes.and.Global.Value.Chains.–.experiences.
from.firms.in.KwaZulu-Natal.Province,.South.Africa5

1.	 Introduction

south africa’s automotive industry has been through a turbulent decade of wide‑ranging domestic 
policy adjustments that have witnessed a shift away from import substitution towards openness and 
export orientation. these adjustments have taken place in a global environment of considerable 
change, characterised not only by a degree of instability, but also by ongoing changes in the nature of 
trading and production relationships between countries and between firms. of particular importance 
has been the emergence, in this period, of what Gereffi et al (2003) and others have referred to as 
Global value Chains (GvCs). essentially, the term implies that production, supply and service value 
chains (routes whereby goods or forms of knowledge are transformed for the market) often straddle 
multiple locations – increasingly on a global scale. 

this paper provides insights from a number of interviews in the automotive component sector in 
the province of KwaZulu‑natal, south africa, especially in and around the durban area. the paper 
takes into account the main sections of a questionnaire developed by the research project team. 
it begins with a brief overview of the automotive sector in south africa and is followed by some 
information on the participating firms. it then provides an analysis of the responses of the firms to the 
range of questions posed in the interviews. some conclusions are drawn in the final section.

2.	 The	South	African	automotive	sector	

south africa’s automotive sector developed during the last century under a framework of 
protection and of direct and indirect subsidies with the aim of serving the local market. the country 
was characterised by a number of assembly and production operations producing a considerable 
range of vehicles at relatively low volumes. in 1987 the seven automotive plants in the country 
produced 22 models, increasing to 34 by 1993 with total car sales in the region of 250 000 (Barnes 
and Kaplinsky, 2000). the sector was said to be characterised by low levels of productivity, high 
production costs and low levels of innovation. However, post‑1994 trade liberalisation saw a dramatic 
reduction in tariff barriers, including a reduction in previously high import tariffs on the importation 
of both vehicles and automotive components. as explained by lorentzen et al (1994): “duty levels 
on completely built up vehicles (CBUs) fell from 115 percent in 1995 to 40 percent in 2002 and are 
scheduled to reach 25 percent by 2012.” earlier subsidy measures that had affected a range of 
industrial sectors were also dismantled as the Government sought to introduce an export‑oriented 
industrial policy framework, compliant, to a large degree, with the country’s obligations under the 
Uruguay round of Gatt (Generalised agreement on tariffs and trade).

However, despite the commitment to trade liberalization by the department of trade and 
industry (dti), there was also a commitment to avoid potential pitfalls of deindustrialisation from rapid 
tariff adjustments and so a programme known as the Motor. Industry.Development.Plan (midp) 
was formulated together with key industry players. the midp sought to encourage consolidation of 
domestic production around the output of a reduced range of vehicles (for each original equipment 
manufacturer or oem), allowing for export scale production of these vehicles to be gradually built up. 
such policy adjustments were so favourable to the oems, that they began, to systematically integrate 
5 this paper was contributed by professor mike morris and Glen robbins, school of development studies, University of KwaZulu‑natal, durban, 
south africa.
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south africa into their global operations, while previously south african production activities had either 
been under license operations or been viewed as somewhat marginal to core global operations. the 
midp provided four key incentives:

i. a tariff reduction plan for Completely Built‑up Units (CBUs) shifting nominal rates down to 
40 percent and to 30 percent for Complete Knocked down (CKd);

ii. a duty free allowance for assemblers of 27 percent of the wholesale value of the vehicle;

iii. a small vehicle incentive in the form of an effective subsidy for the production of a more 
affordable vehicle based on a duty drawback related to the value of the motor vehicle;

iv. the removal of previous minimum content provisions for oems and their replacement with 
an import‑export complementation scheme allowing for both automotive and component 
manufacturers to gain export credits which could in turn be used to offset import duties 
on imports of cars, components or materials and could also be sold on the open market. 

in recent years the midp has been reviewed and adjusted and tariffs continue to be reduced. 
it is expected that the midp will not continue beyond 2012 due to concerns related to World trade 
organization (Wto) compliance (Barnes and morris, 2000).

the impact of these national policy adjustments secured very substantial foreign direct investment 
(fdi) flows. initially it was the German oems that moved to comprehensively reposition the production 
of BmW, volkswagen (vW) and daimler. more recently United states and Japanese‑based oems 
have begun to follow suit. during these nationally driven processes the dti did make a number of 
attempts to initiate a country‑wide cluster process in order to bring in components producers more 
effectively into the dialogue and related policy processes. However, these were not sustained and 
the dti subsequently agreed to make some resources available to spatially defined processes in 
the automotive sector, initially in the eastern Cape and subsequently in Gauteng and KwaZulu‑natal 
(KZn). incipient cluster facilitation processes were accompanied by support measures by the dti, for 
example to undertake base‑line studies of prospective participant firms.

lorentzen et al (2004) outline how, “the midp, together with the depreciation of the rand from 
the mid‑1990s, turned south africa into a relatively competitive producer of both components and 
completed vehicles. the contribution of the auto sector to total manufacturing sales grew from 9.7 
percent in 1994 to 12.8 percent in 2003.” the figures below illustrate the growth in exports and output 
as the midp began to take root in south africa.

However, for components firms the picture was not universally positive. a depressed domestic 
market combined with often weak relationships with the headquarters of oems based in south africa 
left them somewhat exposed. the entry of oems with local operations into global supply chains 
also meant global sourcing and many local producers operating under licence were placed under 
considerable pressure. at the same time, the devaluation of the rand and the necessity for oems 
producing for export markets to cultivate some proximate suppliers did open up new opportunities. in 
some instances this entailed large global component players entering the domestic production scene 
through acquisitions or other forms of partnership. in other cases oems and component producers 
worked in partnership to meet local content requirements of the midp and to use this production as 
a platform to enter into oem parent company global sourcing arrangements. 
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Figure.1 ..Domestic.oeM.sales.and.exports.by.volume:.1995.to.2002
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for example, in KwaZulu‑natal, smes made up the greater proportion of the components firms 
located in the region. the changing environment presented a number of challenges to them. in many 
instances these firms were significant suppliers to the toyota plant in durban. despite the fact that the 
toyota manufacturing operation was the largest in the country by some margin, protracted processes 
to shift from an operation under licence to a subsidiary integrated into toyota’s global operations 
resulted in somewhat delayed positive impacts related to the midp for many of the fifty or so regional 
components firms.6 

However, the fact that many of these firms were also suppliers to other oems or to the after‑
market enabled many to adjust to new conditions. in a number of cases, component tnCs such 
as federal mogul and foreign direct investors such as those behind the aunde Car trim enterprise 
made local acquisitions as they saw prospects to supply to both domestic and global markets from 
south africa. the prospects of toyota significantly scaling up production and entering toyota’s global 
supply chain also saw a handful of small and medium foreign direct investments in new plants such 
as the partially‑owned toyota catalytic converter manufacturing subsidiary, Cataler.7 taken together 
with the experiences of the other oems and their suppliers in the country, the impact of the midp, in 
terms of improved fdi attractiveness in the country and in terms of prospects for suppliers has been 
significant.8

overall, the changes outlined above brought massive pressure on many KwaZulu‑natal‑based 
components firms and in particular on those that were not first‑tier global quality operations. in having 
to supply oem plants manufacturing for export these firms had to rapidly adjust to increasing quality 

6 license conditions for the then toyota south africa (tsa) from toyota manufacturing Corporation Japan stipulated the sa plant could only export a 
limited range of models to a handful of small african markets resulting in severe limitations being applied initially to tsa’s prospects to take advantage 
of the export‑driven benefits of the midp. this is in contrast to German oems such as vW and BmW where the local operations were 100 percent 
subsidiaries of their German parent companies and had no license restrictions in place on exporting.
7 many of the oems have encouraged catalytic converter manufacture in south africa as the fact that south africa is a dominant global producer of 
platinum and palladium metals used in the product with their relatively high value makes them an attractive component to include in production to 
meet domestic content requirements in the midp.
8 While the midp is celebrated in south africa, a number of other countries, including australia have raised some Wto‑related concerns about the 
degree to which the programme might infringe on certain of south africa’s Wto commitments.
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requirements that come with the motor industries rigorous certification procedures, increased scale of 
production and flexibility. Whilst those that had been, or became, part of international operations could 
draw on a measure of global expertise, many firms in the second and third‑tier supply categories 
needed to demonstrate a rapid turn‑around capability or face closure. some breathing space was 
created by local content requirements of the midp where toyota and other oems had little choice 
but to work in partnership with local suppliers to upgrade their capabilities. toyota also made the 
case that this approach was not only one of obligation, but also formed a key element of good 
practice in running a large, internationally competitive export business. However, the reality was that 
with a considerable reduction in models produced domestically and a move to common component 
platforms between models, some firms that had survived off small lot production for low‑volume 
manufactured models either had to diversify out of automotive components supplies or had to meet 
the escalating requirements of new manufacturing regimes. 

according to Barnes and Johnston (2004) ten firms in KwaZulu‑natal are first‑tier suppliers, 20 
are second and third‑tier, and ten supply the aftermarket while a range of others supply into a variety 
of industries. figure 2 shows the product profile of these firms. Barnes and Johnston point out that 
some second and third‑tier suppliers are not exclusive auto components firms and produce goods 
for other sectors but would have the auto sector as a significant, if not the most significant customer.

Figure.2 ..Profile.of.KZN.component.producers.by.product.type
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3.	 Fieldwork	methodology	and	overview	of	participating	firms

this paper is based on material gathered through analysis of secondary material and the 
reporting on primary research in the form of notes from questionnaires conducted in a south african‑
based transnational oem, toyota south africa, a number of south african‑based components firms 
and an automotive sector service company. the sample was constructed through discussions with 
key informants. firm selection was dependent, for the most part, on those that met basic criteria in 
terms of the following:

zz they were supplying tsa;

zz they were employing under 200 people (in their automotive components divisions)9;

zz they were located in or in close proximity to durban; and

zz they were also willing to make a senior manager available for an interview.

the interviews were guided by a semi‑structured questionnaire conducted in person and 
supplemented, where necessary, by some further discussions via email and telephone. at the request 

9 one firm with over 200 employees was interviewed and included in the sample as it offered insights into some of the key issues.
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of the components firms their names and identities have not been used in the paper. the table below 
presents a summary of some of the descriptive traits of the participating components firms.

table.1 ..Participating.components.firms

Firm #.
employees

turnover.
($million)*

Major.
stakeholders

Products.
categories

estimated.
proportions.of.
total.cost.of.
production.going.
to.production,.
marketing,.R&D.
and.support**

estimated.
labour.and.
capital.
proportions.
total.production.
costs**

1 102 3 100% family 
owned (south 
african)

Cold formed 
steel products 
(e.g. springs, 
seat frames, 
seating tracks) 
to sa based 
oems

estimate 66% to 
production and  
33% to support

labour 33%
Capital 33%

2 14 0.3 100% family 
owned (south 
african)

plastic seat and 
wheel covers
Battery 
separators

75% costs to 
production process, 
the rest not 
distinguished as 
support, marketing 
and r&d handled by 
only 2 people

labour 20%
Capital 40%

3 125 0.7 100% family 
owned (south 
african)

truck 
components 
and oem 
approved 
and installed 
accessories

r&d 16%
support and 
marketing 30%
production 54%

labour 14%

4 173 12.9 privately sa 
owned since 
1945

low volume 
niche products 
for domestic 
oem production 
– specialised 
injection and 
blow moulded 
plastic products

Highly variable 
depending on 
product, but 
production dominant 
followed by support 
and r&d

Highly variable 
depending on 
product but 
capital dominant 
in both and 
increasingly so

5 30‑35 1 ‑ 5 privately 
owned by a 
consortium of 
local families

textile‑related 
products for 
seat and trim

production process 
absorbs around 60% 
of costs followed by 
support activities 
and marketing 
(almost no r&d)

labour make up 
around 15% of 
cost structure

6 302 11 ‑ 40 transnationally 
owned 
subsidiary

injection 
moulded 
plastics and 
painting

production costs 
absorb in excess 
of 60% of total 
costs followed by 
marketing and 
support. limited 
local r&d

injection 
moulding 
dominated by 
capital and 
raw material 
cost with more 
labour required 
in painting, but 
raw material 
and capital also 
significant

7 29 1 ‑ 5 transnationally 
owned 
subsidiary 
since 2000

vacuum 
forming and 
hot pressing 
of plastic 
components

no information 
provided (expected 
to be similar to firm 6 
above)

in excess of 
50% of cost to 
raw material 
purchase

* Based on exchange rate of Zar 7 to $1.
** firms were only willing to provide broad estimates and made the point that definitions would differentiate substantially from enterprise to enter‑
prise.

in total, the firms selected for participation in the research project included one automotive oem, 
seven automotive components firms that had some level of supply relationship with the selected 
oem and one automotive service sector company. the service sector company was of interest in 
that it had provided, for a number of years, the management services to automotive benchmarking 
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clubs around the country. it had also been the initiator, together with the KZn Benchmarking Club 
and Government funders, of the durban auto Cluster (daC) of KwaZulu‑natal located oems and 
automotive components firms.

the oem interviewed, for the purposes of this study, was toyota south africa (tsa). tsa is 
majority owned by toyota manufacturing Corporation (tmC) of Japan. tsa employs about 869010 
people at its durban plant and produces in excess of 123,000 vehicles for local consumption and 
export. as part of toyota’s global sourcing strategy and their international motor vehicle (imv) 
programme the car plant is increasingly focused on the production of two models with the intention 
that the greater proportion of these be exported to the european Union. toyota south africa production 
volumes were expected to exceed 200,000 vehicles by 2009 placing it well within the top twenty of 
toyota’s 53 manufacturing plants around the world in terms of volume.

4.	 Awareness	and	understanding	of	the	Global	Value	Chain

Unsurprisingly, both tsa and the automotive service firm were able to talk extensively and 
knowledgeably about Global value Chains. they were generally familiar with the term and its 
associated concepts and correctly identified the bulk of the key issues that have been raised in 
contemporary debates. tsa acknowledged that the competitive environment in which it operates its 
south african plant has become tougher and tougher. this has been the result of declining import 
tariffs leading to an environment where its productivity and its cost competitiveness as well as the 
productivity and cost competitiveness of its suppliers have been, and continue to be, severely tested. 

ThezperspectivezofzToyotazSA

today, tsa competes domestically with a number of other oems and imported vehicles from a 
range of other international oems located elsewhere in the globe. internationally, the tsa plant needs 
to continuously prove that, despite its distance from major world markets, it can compete on cost 
and quality of supply in the very demanding european markets to which its exports are directed. in 
particular, interviews revealed that the tsa plant in durban must be competitive not only in relation to 
other toyota plants in europe but also with the plants of other oems all over the world. part of toyota’s 
global strategy has been to increase its share of the european market and the restructuring of the 
south african plant has given the company such capacity for two of its key models (box 1). 

Box 1. TSA’s competitive strategies in the last decade

Toyota South Africa has pursued major strategic changes in the last decade. While it has been 
South Africa’s dominant vehicle producer for some time, it operated, for most of its existence, as 
a licensed operation with South African ownership producing almost exclusively for the domestic 
market (as per its license conditions). This production took place behind substantial trade protection 
affording the company and its suppliers’ preferential access to local consumers. South Africa’s 
trade liberalisation programme began with the Uruguay Round and accelerated after the first 
democratic elections in 1994. The industrial policy environment that characterised this period 
sought to encourage previously protected industrial sectors to shift towards exports through a series 
of supply-side measures. Toyota’s strong position in the local market and the relatively slow plan to 
reduce tariffs on imported vehicles allowed the company to be cautious. During the mid 1990s a 
decision was taken by the Wessel Family to gradually sell their controlling interest in TSA to Toyota 
Manufacturing Corporation (TMC) of Japan. However, it was not until the late 1990s that TSA began 
to make clear its intentions to restructure its operations to take advantage of export opportunities 
and the resultant benefits and thus become a plant active within TMC’s global sourcing system. This 
has allowed TSA to substantially increase its production output, create a plant specialised in the 
full manufacturing of two models (Hilux and Corolla) and retain its dominance of the local market 
through utilising the export credits gained in order to import a wider range of vehicles to compete 
with other brands in the domestic market.

Source: UnCtad’s interviews, 2006‑2007.

10 it is noteworthy that this is the largest plant in employment terms in the toyota global group.
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the restructuring process at tsa was designed to take advantage of the south african industrial 
policy and trade systems, as well as european‑related trade systems. in response to this need, a 
key aspect of the restructuring has involved increasing local value‑added. as the plant has shifted 
from producing seven different models, at relatively low volumes, to essentially two platforms at high 
volumes, and it has managed in some areas of the supply chain to secure greater value added on 
the back of high volume component orders. furthermore, toyota’s international manufacturing vehicle 
(imv) programme also sought to create more substantial manufacturing platforms in key global supply 
plants so as to spread risk but also to enable scaled‑up production of regionally modified models off 
a common chassis platform.

Thezperspectivezofzthezautomotivezcomponentszfirmsz

the automotive components firms interviewed provided a mixed set of perspectives on the 
matter of GvCs. this mix of views reflected in part the considerable differences in the character and 
size of the firms. firms with a higher turnover, a transnational ownership structure, a track record 
of supplying to oems and/or transnational automotive components firms, and with a dominant 
automotive components product profile tended to be more attuned to the concepts related to GvCs 
than the lower turnover firms. However, even those firms that expressed some confidence around the 
GvC concepts admitted to having experienced a very steep learning curve. 

Whilst tsa had historically used many of tmC’s production systems, the scale and the intensity of 
the relationship had changed markedly over the past five years and were bound to change even more 
in the next two‑to‑three years, according to the firms interviewed. the two transnational subsidiaries 
pointed out that their parent companies had experience in the global operations of supply to oems. 
therefore, when their operations were acquired (having originally been locally owned operations) the 
firms received investment and management support to move towards global supply standards that 
were common in other operations of their parent companies. on the contrary, in terms of smaller 
suppliers, interviewed firms revealed that:

zz the components firms generally had only one or perhaps two raw materials suppliers that 
made up the bulk of their incoming suppliers; 

zz only three of the firms had suppliers that also considered themselves part of the automotive 
industry;

zz all seven of the components firms interviewed indicated that suppliers into first‑tier toyota 
suppliers or tsa itself were the only line of business where they considered themselves 
part of a meaningful global sourcing system; 

zz all firms attested to growing levels of competition, in some cases facilitated by tsa seeking 
new suppliers that could meet more stringent technology, investment and quality standards 
(box 2).11

Box 2. Competition levels in the GVC

The levels of competition encountered by the firms differed substantially from firm to firm and in 
some cases within the firms by product. Most firms identified the most substantial competitive threats 
coming from either imported alternatives or from relocating TNC suppliers or their subsidiaries that 
owned original product or production technology. Even the two TNC-owned firms reported that it 
was not uncommon for operations within the same group, but located in different places, to compete 
for supply contracts. This level of competition had increased of late due to the combination of the 
attractive production conditions under the MIDP and the substantial growth in the scale of production 
volumes which made it more attractive for TNCs to open up local operations. This was certainly the 
motivation behind the investment of the TNC subsidiaries. 

In this context, some of the firms reported that TNC components firms, which had previously 
been prepared to license technology to South African operators that were domestically focused, 
were now increasingly interested in seeking a more active role in the South African part of the value 

11 one of the firms said they were struggling to maintain their margins, even with the prospect of higher volume orders, in a context where they had 
to invest heavily in knowledge and systems to maintain their status as a supplier. the firm pointed out that they could not recoup this investment on 
domestic market sales of other product lines (often non‑auto) as the local market in these product lines was not as sophisticated. 
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chain rather than maintaining an arm’s length relationship, and were increasingly reluctant to provide 
affordable access to technology agreements that two of the seven local firms had previously used.

Source: UnCtad’s interviews, 2006‑2007.

5.	 Cooperation	within	the	Global	Value	Chain

a series of questions were posed to establish the respondents’ perspectives on how the GvC 
operated and factors affecting the firms’ relationship with others in the value chain – including aspects 
related to geographic location. from tsa’s perspective, the integrity of its entire production system 
and its global design rested very heavily on cooperation between all the participants.

ThezrelationzofzTSAzwithzToyotazManufacturingzCorporationz(TMC)

toyota’s head office in Japan is seen by tsa as the driving force in ensuring integration and 
in the design of the framework which governs interaction between the various players. the tsa 
official interviewed emphasised that the scale and scope of coordination processes had increased 
substantially for the tsa plant as it became more integrated into toyota’s global production processes. 
this could be seen in terms of tmC setting protocols for coordination processes which all plants 
around the world were expected to comply with, which in turn has had major ramifications for how 
tsa saw its role in coordinating its local supplier base. the durban plant is seen by tmC as forming 
part of toyota’s european production system which is coordinated, in line with the international motor 
vehicle programme, out of the Belgium‑located toyota motor europe r&d/manufacturing (tme‑rdm) 
facility. toyota headquarters in Japan has actively worked to facilitate this integration of tsa with the 
tme‑rdm centre and in line with the imv model seeks greater coordination and efficiencies through 
centralising purchasing, r&d and supply chain management functions in this facility.

the tsa plant stands out as a bit of an anachronism in the toyota global system due to the 
legacy of apartheid isolation and protection which resulted in the company not following the pattern of 
restructuring followed by many other toyota plants during the 1980s and 1990s.12 However, the past 
decade has seen a shift at the plant towards greater outsourcing and the development of alliances 
with key toyota global sourcing partners. the outsourcing has generally been characterised by taking 
in‑house processes such as seat assembly and introducing firms already supplying other toyota 
operations as first‑tier suppliers. 

it is a requirement that these outsourced plants are operated by companies which have a 
“technology offering” and a track record of product and process research and design undertaken 
in close cooperation with one of toyota’s global production coordination centres. this requirement 
ensures that toyota can take advantage of specialised innovation within the outsourced entities that 
can, in turn, improve the quality, market competitiveness and profitability of the product they offer. 
in practise this would see toyota design headquarters in Japan finding partners to develop core 
aspects of the vehicle such as the chassis and the regional production centres in Belgium finding 
technology partners to develop products to customise vehicles for their particular market.

ThezcooperationzbetweenzTSAzandzitszlocalzsuppliers

in the context described above, tsa has very little scope to choose its products and markets. 
it is expected that as its integration into the european production network matures the local plant will 
lose much of its existing scope to choose suppliers. nevertheless, tsa describes its relationships 
with its local suppliers and global sourcing partners as the critical factor in its production system. tsa 
claims to place considerable levels of effort into working with suppliers – a fact confirmed by suppliers 
who claimed tsa played a much greater hands on role than other south african‑based oems to 
whom they supplied components.13 

12 it is notable for instance that the plant is one of the largest centres in employment terms in the toyota profile of 53 production facilities around the 
world.
13 four of the seven components firms interviewed made the point that of the 3‑4 oems they supplied to in south africa, tsa stood out as the one 
most sincerely interested in working with its suppliers.
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in this regard tsa identified the building of trust with suppliers as a key focus of its activities. tsa 
outlined that it had worked with local suppliers for a number of years to link them with technology and 
investment partners to enable them to retain a supply relationship in the context of the rapid changes 
taking place at tsa in terms of its global alignment and export agendas. this was, according to the 
tsa official, driven by toyota’s “way of doing things” but also by an imperative for toyota to cultivate 
the local supply base in order to continue taking advantage of the midp programme incentives for 
local content. in particular, cultivating the participation of the local components supplier’s plants in its 
global sourcing system is essential to tsa for a number of reasons:

zz firstly, it allows for the reduction of risk both for the local plant and for toyota on a more 
global level in that it provided global sourcing partners able to supply at global standards 
should production problems arise at any production point elsewhere;

zz secondly, it allows for production and logistics efficiencies that might not have been possible 
without a certain level of sourcing from suppliers in geographic proximity;

zz thirdly, it allows for a measure of “localisation” of products where necessary;

zz fourthly, it draws suppliers into a network of relationships which would cement a level of 
interdependence arising from business arrangements which increasingly require co‑
ordinated investments, shared planning and aligned systems and procedures (box 3). 

Box 3. Relationship and contractual issues within the GVC

The kinds of relationships arising from the inclusion of the network of local suppliers into the 
GVC can also be seen in terms of contractual issues. The norm for TSA today is to enter into  
supply agreements in relation to a particular model. The supply agreement specifies conditions of 
supply in terms of price, quality and other factors and provides an “opt-out” clause should TSA feel 
supply is substandard. However, should the standard of supply be maintained at a high level then it 
is likely that the supplier will remain a supplier for the duration of the production of the model. 

As Toyota’s production works on a demand-driven basis only, estimates of production schedules 
are discussed at the outset of the supply arrangements and in regular coordination meetings. Day-
to-day or hour-to-hour production depends on what is needed by the TSA plant at any one time in 
line with its kanban system. Toyota indicated that, while out of necessity it did handle some short-
term contracts, it was more interested in building longer-term supply and technology development 
relationships with suppliers. Building trust and personal interaction was important in this regard as 
was a clear and unambiguous statement of preparedness by the potential or existing supplier to 
commit to Toyota’s vision of how things should be done.

Source: UnCtad’s interviews, 2006‑2007.

ThezrestructuringzofzToyota’szsupplierzbase

it is worth noting that most of purchasing which handles supplier relationships has been 
relocated from the durban plant to Belgium. according to the toyota official this would, in all likelihood, 
necessitate that firms, seeking to retain a supplier relationship, have a presence in proximity to this 
facility (or to the headquarters in Japan) to participate in product development processes and to 
be available and accessible to resolve problems regardless of where production processes were 
actually taking place. the result of this would be that a number of suppliers that presently supply 
directly to tsa in terms of agreements would in future probably have to form supply relationships with 
intermediary first‑tier transnational components firms – something that tsa had already been working 
to facilitate with its existing base of local suppliers.

the components firms’ perspectives of cooperation within the GvC differ to varying degrees with 
those of tsa. all agreed that mere proximity to the local plant, an ability to produce a component 
to a supplier specification and a history of relationships did not necessarily guarantee an ongoing 
relationship with toyota. What is critical – and all the firms indicated toyota had communicated this 
approach to them – is that the firms can meet specifications in international standards and systems 
and provide their own technology offering or that of a strategic partner in meeting future production 
demand (box 4). 



38
PARTII

IntegratingDevelopingCountriesSMEsintoGlobalValueChain

Box 4. TSA restructuring and its impact on the supplier base

Changes in Toyota’s supplier base have taken place since the early 2000s, and this has 
implications for the discussion of the suppliers which follows. In the late 1990s TSA produced 80 
000 units over seven models or platforms for the South African market. The plant had 154 suppliers. 
By 2007, the plant will have raised production to over 200 000 (mainly Corolla and Hilux) of which 65 
percent will be for export to Europe. The firm will have 78 suppliers, 82 percent of which will be what 
TSA refers to as global sourcing partners in that they are linked into global supply arrangements for 
the models produced in other regions, especially Europe. In the late 90s, 28 percent of suppliers to 
TSA could be characterised as global sourcing partners. It is expected that the number of suppliers 
will be reduced further in the next six years to around 62. The Toyota official made the point that 
global sourcing had seen costs for the production of the Corolla reduced by 32 percent in the past 
five years. While the number of suppliers was to be reduced, the value of supplies in the local market 
was expected to continue to increase as volumes increased. 

The value of local purchasing has already increased in this period from R2.3 billion to R5.4 
billion. Today 70 percent of the Hilux is sourced locally up from 60 percent five years ago. Between 
2003 and 2006 the proportion of supply into TSA from suppliers not party to global sourcing 
arrangements dropped from 41 percent of total sourcing to 18 percent.

Source: UnCtad’s interviews, 2006‑2007.

the recent introduction of a range of new first‑tier intermediaries in south africa, either 
as new investments or in joint ventures and buy outs, has also necessitated that firms supplying 
these companies rapidly build a framework of coordination and cooperation. in some cases it was 
reported that the superior knowledge bases and technological foundations of these new global 
sourcing partners meant that the local knowledge and technology offerings from local suppliers were 
supplanted. this in turn was likely to have an impact on value added and firms now find they are lower 
down in the hierarchy of automotive supply. 

Thezpointzofzviewzofzlocalzsuppliers

supply via an intermediary to toyota was seen by all the firms as potentially reducing the 
possible gains from engagement in the toyota global sourcing system, although most recognised this 
was a likely scenario as changes to global automotive production intensified over the next few years. 
Where suppliers are now dealing with a new first‑tier buyer they are also dealing less directly with 
tsa although they are still expected to maintain the systems and procedures of the toyota supply 
system. the bulk of suppliers felt that many of the standard requirements were very onerous in that 
they were costly, complex and absorbed much administrative time but did not necessarily provide a 
basis for obtaining a premium in prices within the automotive value chain.14 it was a generally held 
view that tnCs would be able to extract most of the benefits from meeting all the standards and 
system requirements as they were in a better position to leverage these benefits to expansions or 
other activities.

the bulk of firms indicated that they still managed to retain their independence through operations 
to supply other industry sectors or through the nature of their shareholding. However, they did admit 
that should they wish to retain their position as suppliers they would need to find global business 
partners, scale up automotive related investment and focus the bulk of their production activities on 
meeting toyota’s needs. one of the firms indicated that it had made a choice to place itself at the 
margins of the toyota global sourcing system by producing vehicle accessories that had less onerous 
requirements than full production components. Yet this firm had still actively pursued various forms 
of accreditation and had built up its own design and technological capability to remain in line with 
the overall approach of tsa. in light of this, the firm joined the others in giving considerable weight 
to generating an internal understanding of the GvC and its dynamics in order to understand their 
customer needs. 

14 firms indicated that this was aggravated to some degree by having to meet different standards for different oems resulting in further costs being 
incurred. furthermore, the fact that these standards were often seen as overly elaborate in other value chains meant that the investment could not 
necessarily be recovered through price premiums on other products that firms were supplying to other industry sectors.
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most of the suppliers indicated that should they wish to expand the scope of their production to 
export to other toyota plants they would have no choice but to seek international partners and work 
within the GvC framework. the two other suppliers, as transnational subsidiaries, were already part 
of a global first‑ tier enterprise. the suppliers also made the point that the requirement to operate 
a networked production process with other suppliers or even competitors was difficult to maintain 
effectively where there had not been a history of trust. one supplier explained at length how their 
firm had been asked to source from a specified materials supplier by toyota and claimed this had 
compromised their ability to provide an optimal service in that the toyota preferred supplier was 
not interested in the intermediary’s success (as it felt displaced from its previous position as direct 
supplier) and did little to assist the intermediary firm in meeting toyota’s exacting delivery standards.

With regard to contractual relationships the firms had been operating for some time with supply 
agreements in which production would only progress on the basis of orders coming to the tsa plant. 
these were underpinned by increasingly complex agreements. a particular concern raised by the 
suppliers was the need to provide warranty insurance on whatever products were being supplied. for 
low‑ value products that did not have a high wear‑’n‑tear problem or did not play a critical safety role 
(e.g. brake pads) this insurance was very costly. furthermore, the likelihood was that if toyota wanted 
to deflect warranty claims of any scale, the firms would struggle to meet the obligations – especially 
where it was often very difficult to tell which component might have resulted in a warranty claim. 

firms also indicated that trust statements by toyota were sometimes overstated in that the supply 
agreements presented so many parameters with which firms had to comply that it would be relatively 
simple for tsa to claim non‑performance. it was to tsa’s credit, according to one respondent, that 
the company rarely took this route but it was also argued that increasingly complex legal agreements 
suggested less emphasis on trust. However, in exchange for these highly complex agreements was 
the potential for a longer‑ term relationship. 

6.	 Dynamics	of	the	cooperation,	intellectual	
property,	assets	and	competencies

The perspective of TSA

tsa clearly sees itself as taking a lead role in facilitating cooperation and in increasing the 
capabilities of its suppliers and generating partnerships around matters of intellectual property. 
However, it was also noted in discussions with the firm, that it is increasingly seeking to form longer‑
term relationships with a series of specialist suppliers that generate their own process and product 
knowledge to enhance the toyota product. in this regard toyota indicated that it would like to see 
its key suppliers have a track record of innovation and the capacity to sustain this in order for such 
suppliers to enhance the toyota product without having to depend on toyota innovation systems. 
for example, toyota did not see itself as driving innovation in producing more efficient heat‑transfer 
systems but it would send out the signal to its suppliers that its product would be enhanced by 
innovation in this regard.

tsa made the point that it would make sense for firms to network actively on a global scale 
and to be exposed to centres of considerable innovation capability. the development by toyota of a 
number of global innovation and sourcing hubs was seen to make toyota more open and accessible 
to innovation partnerships than perhaps it had been in the past when much product innovation and 
component innovation was centred at the Japanese headquarters. However, of interest to the durban 
context, the point was also made that the durban plant of toyota saw a role for collaboration between 
local firms to facilitate improved performance and to encourage various forms of knowledge sharing 
and collaboration. it was argued that over time, together with increasing global exposure, some 
component firms might be able to play a role in key innovation networks.
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Thezpointzofzviewzofzlocalzcomponentzfirms

six of the seven components firms characterised themselves as belonging to a geographic.
cluster, although their impressions of the scale and intensity of interaction and the results of such 
interaction did reveal some differences. in particular:

zz firms tended to view the existence of a cluster as a geographic or locational fact further 
supported by the existence of an organisation to which they all belonged in the form of the 
durban auto Cluster (daC);15 

zz all the firms felt that inter‑firm collaboration could be improved;

zz firms identified the daC, and in some cases the Benchmarking Club (operating in parallel to 
the daC), as one of the most appropriate vehicle to facilitate such processes. firms pointed 
to the considerable benefits they had gained from collaborative sharing of challenges and 
strategies to date;

zz firms also felt that there was a need to think about longer‑term strategic interventions around 
which firms could collaborate. such initiatives included specialist skills development in 
engineering and production management as well as product development. 

these issues mirrored the tsa official’s view of some of the major shortcomings in local suppliers 
which seemed could only be solved, in the short term, by joint ventures with foreign partners that 
had these capabilities or acquisitions of local firms by such foreign partners. the two transnational 
subsidiaries suggested that they would generally look to their parent companies for insights and 
upgrading support in the first instance. 

apart from membership of the daC, most of the firms belonged to at least one other industry 
association. the most common were the national association of automotive Component and allied 
manufacturers (naaCam) and the steel and engineering industry federation of south africa (seifsa). 
firms saw these structures as serving a more representative purpose, for instance, in relation to 
industrial bargaining or in relation to presenting industry views in various government forums and 
processes. Whilst the associations did allow for some networking, they did not necessarily organize 
active inter‑firm collaboration around matters related to meeting customer demands or other factors. 
However, it was the daC and the Benchmarking Club that received the greatest endorsement from 
firms for their ability to add value. two of the firms lamented that they simply did not have enough 
time and enough technical staff to benefit fully, but one of these firms went on to say, “if it was not for 
the Benchmarking Club and the daC our company would not be here today” (auto component firm 
interview).

Box 5. The relationship between Toyota and the auto component firms

All the components firms identified Toyota as their most important partner. Some did indicate 
that they expected this to change to some degree as transnational suppliers became the key 
intermediaries between themselves and Toyota. The components firms did identify their suppliers 
as important but as they were largely sourcing materials that had been subject to basic processing 
their demands on the suppliers were not too complex. It was notable that none of the firms placed 
much emphasis on examining product innovation prospects with their suppliers. The components 
firms also recognised the value of learning from other suppliers to OEMs. Two of the firms identified 
logistics partners as being important in ensuring they secured inputs from suppliers and delivered 
to Toyota as required. The TSA official identified the firm’s relationship with TMC Japan and TME-
RDM in Belgium as being the most critical partnership. Toyota also placed considerable emphasis 
on relationships with key suppliers and its distribution agents.

Source: UnCtad’s interviews, 2006‑2007.

the component firms identified a range of strengths and weaknesses in relation to their 
participation in the GvC. Being a firm with a history of supplying quality materials and being located in 

15 the durban auto Cluster was established on the foundations of the KwaZulu‑natal Benchmarking Club which consisted of a number of components 
firms in the province of KwaZulu‑natal. today it has a membership in excess of 40 firms and undertakes a series of collaborative programmes aimed 
at assisting in the upgrading of firms’ capabilities. further information can be obtained at www.dbnautocluster.org.za 
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relative proximity to the durban plant was seen by most of the firms as an advantage for them – in that 
they had the track record and could draw on some level of trust established over time. additionally:

zz three of the components firms outlined their size in terms of employment, capital invested 
and scope to handle higher volumes as being an impediment to their GvC participation in 
that they would struggle if alone to meet tsa supply requirements;

zz two of the firms believed that their small size enabled them to be flexible in responding to 
requests but they recognised that without access to their own sources of technology and 
innovation this fact would not necessarily help them secure long‑term supply relationships;

zz one of the firms outlined how it had specifically worked to build up specialist engineering 
and design capabilities to enable it to continue to compete and, critically for it, to be able 
to provide a measure of value added that could in the longer run differentiate it from other 
competing suppliers;

all the suppliers either had or were working to obtain various forms of international standard 
certifications ranging from iso 9002 and iso 14 000 through to ts standards that tsa was increasingly 
making non‑negotiable in terms of supply agreements. three of the firms felt that the attainment of 
some of these standards was an overly elaborate requirement for small firms supplying relatively 
low‑value components, but did recognise that their position in the GvC, such as it was, would be 
further weakened if they did not acquire the appropriate certification for their plants and processes. 
the components firms saw themselves as relatively competitive in the pricing of their products and, 
with the exception of one firm, their quality ratings were at a level which tsa considered acceptable. 
the service company working with the firms was seen by the components firms as offering a globally 
competitive quality service product at very reasonable prices. 

a key challenge that tsa and three of the firms mentioned was that of achieving certification 
related to international materials data system (imds) listings of approved materials for supply of 
vehicles and components into europe. firms indicated that it was difficult, and in some cases 
expensive, to replace unapproved materials in the production process and that this had necessitated 
complex interactions with a host of suppliers. the tsa official’s view of the supplier firms’ strengths 
and weaknesses was that the key problem for the local suppliers was their lack of ownership of 
their own technology, their disconnection from toyota’s global innovation and product development 
systems and a lack of their own innovation offerings. the tsa official did acknowledge that some of 
their suppliers had invested in such capability, but most had found it necessary to establish linkages 
of a more substantial nature with global automotive components businesses. 

7.	 Support	needed	to	enhance	the	role	of	SMEs	in	the	Global	Value	Chain

firms were largely pessimistic about prospects of the south african Government to intervene 
effectively to enhance their positions in the GvC. While almost all agreed that there was scope for the 
Government to act, a perception existed that the Government did not necessarily have the capacity 
to respond in sophisticated and flexible ways to changing dynamics. not only there was a time lag 
involved in that the Government tended to be very slow to act, but also the quality of its interventions 
when compared to Government interventions in other countries (e.g. malaysia and Hungary) tended 
to have shortcomings. 

all acknowledged the importance of the midp and finding a way to extend it, but felt that without 
attention being given to skills development, immigration policy, investment incentives, technology 
development and reforming labour laws, problems would arise. one of the firms interviewed felt that 
the Government could be far more proactive in ensuring the benefits of the midp for oems also 
benefited small firms and in particular black‑owned suppliers.

six of the component firms interviewed had gained access to at least one Government 
programme in addition to the midp. forms of support obtained ranged from new investment grants, 
upgrading grants through the competitiveness fund, export opportunities, research and participation 
in some aspects of the daC programmes which had been funded through grants from either national 
(sectoral partnership fund), local or provincial Governments. the firms indicated that these were 
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welcome and useful forms of support, but they have not met the major challenges arising from the 
processes of globalisation in the automotive sector. 

most of the firms interviewed made the following recommendations:

zz the Government should be more forthcoming in its support for processes of inter‑firm 
collaboration such as those under the daC;

zz Where funds were made available, the Government should be less prescriptive about how 
the funds were allocated as this tended to ensure the resulting programmes reflected the 
public sector agenda more than they did the day‑to‑day needs and concerns of firms;

zz the Government should focus more on improving its existing offerings, ensuring consistency 
and predictability and utilise partnership ventures such as the daC to enable firms to work 
together to drive a collective agenda of their own making;

zz the Government should use its influence over the oems to encourage them to be more 
explicit about their longer‑term plans, to support local suppliers and to work in partnership 
to build local capabilities around key areas such as design, engineering and production 
engineering.

the point was also made by firms that some of the key factors which influenced south africa’s 
relative competitiveness as a production destination needed attention. these included labour market 
flexibility, supply of skills, safety and security, costs of labour, investment in infrastructure. a number of 
comparisons were provided by firms of similar activities in other countries where not only productivity 
was higher, but also costs of labour were, in unit terms, lower. it was suggested that the Government 
could give more meaningful leadership on these issues. the toyota official indicated that certainty 
around the future of the midp was required and expressed the hope that the Government would offer 
more substantial forms of supply‑side support to firms in the sector to enable them to improve their 
competitiveness and their capabilities in terms of quality and innovation.

8.	 Conclusions

the environment confronting firms in the automotive sector today is one of relentless pressure 
and change. these pressures and the resultant changes reflect changing strategies from oems 
in the context of a number of market shifts. these would include ongoing changes in consumer 
markets, changes in technology, upheaval in global networks of production systems, and changes 
in regulations. these changes have seen the globalisation of value chains in the automotive sector 
creating new opportunities and new challenges for stakeholders participating in various automotive‑
production related activities. south africa has not been immune to these changes and its automotive 
sector has been through some considerable upheaval.

the past decade has experienced the re‑entry or new entry of global automotive brand‑holders 
in relation to re‑establishing their authority over domestic oem operations. the past five years have 
seen the consolidation of the changes and local‑based oems ramping up export‑related activity. 
as the domestic oem plants have been introduced to the processes within GvCs, so too have their 
suppliers. the experience of local supplier firms appears, from the results of this study, to be a mixed 
one in relation to their engagement with the GvC. 

to a large degree, independent local suppliers that have not managed to either link with global 
sourcing partners of toyota, or build their own capabilities and resources to make a claim to be 
something proximate to a global sourcing partner, have found the distance between themselves 
and toyota growing. increasingly such smes have to work with global sourcing intermediaries that 
fulfil the first‑tier supply position with toyota. these firms still need to upgrade and respond to the 
dynamics of supplying to the GvC by delivering products and production systems that are in line 
with expectations of toyota in terms of quality standards, supply standards, delivery times and the 
like. the degree to which the firms’ relationships with the large, often transnational sourcing partners, 
can be sustained over time is not particularly clear as the changes are so recent that they have not 
necessarily translated into meaningful trends. However, the present commitment of tsa to source 
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locally, at times through global sourcing partners, does offer ongoing scope for other firms to link to 
the tsa global sourcing system via these first‑tier companies.
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B ...Assessing.the.participation.of.domestic.SMes.in.the.international.
production.chain:.the.case.of.Volkswagen.in.Mexico.16	

1.	 Introduction

in 2005 the auto production of volkswagen (vW) was 300,656 units, the second largest in 
the country just after nissan, but was below its peak production of the year 2000, when 425,703 
units were produced. vW has been in production in mexico for 47 years. in the post‑war years vW 
imported some cars into mexico for the exhibition “Germany and its industry”, and all cars were sold. 
the company decided to begin assembling cars in the country and in 1962 the Xalostoc factory was 
opened. 

in the 1960s, under the stimulus of the domestic market and the import substitution industrial 
policy adopted by the mexican Government, vW opened its puebla factory and focused mainly on 
the Beetle sedan. later new brands came into the production line (Combi in 1971). in the 1980s as 
the domestic market expanded, vW opened its motor plant in puebla with a capacity of 1,600 motors 
per day, and new models were brought on line such as the Golf and Jetta (4th generation). 

table.1 ..VW.production.and.market.segment

total.production Domestic.Market exports

Units % Units % Units %

1994 256.317 100% 157.445 61% 98.872 39%

1995 191.438 100% 36.307 19% 155.973 81%

1996 231.078 100% 53.105 23% 177.973 77%

1997 257.366 100% 69.230 27% 188.136 73%

1998 338.959 100% 91.360 27% 247.599 73%

1999 410.308 100% 69.002 17% 341.306 83%

2000 425.703 100% 85.649 20% 340.054 80%

2001 380.690 100% 85.090 22% 295.600 78%

2002 332.876 100% 70.452 21% 262.424 79%

2003 287.253 100% 53.704 19% 233.549 81%

2004 225.342 100% 61.636 27% 163.706 73%

2005 300.386 100% 57.890 19% 242.496 81%

Source: amia web page april 2006.

in the 1980s, the mexican debt crisis and the new industrial policy guidelines forced vW mexico 
to shift its production from the domestic market to exports, mainly to north america. in the 1990s new 
product shifts and the globalization of production imposed new technical standards on the puebla 
plant such as iso 9002:94, iso 9001:2000; together with these, some other quality standards related 
to the automotive and vehicle industry, such as the German vda 6.1, the KBa (eWG 70/156) as well 
as a “Clean plant” were required. at the end of the 1990s the maximum production level was 425,000 
cars, and the puebla plant became the largest auto producer in mexico. 

at the turn of the century as global competition increased, a new production mix was chosen for 
the puebla complex. a new truck plant was opened in 2004 and a new car platform was introduced 
‑ the a5/a6 to produce the Bora (Jetta for europe), keeping the old a4 platform to produce the Jetta 
and new Beetle models, while Golf production was relocated to Brazil and China. such restructuring 
led to a drop in production. in 2005 it was 30 percent of that in 2000, the year with the highest level 
of capacity utilization (73 percent). it is expected that as new models make their way through crowded 
markets, capacity utilization would be optimized. vW is betting that a5/6 platform will be the success 
story of the decade, but it accepts that it could be difficult to achieve mainly in the United states and 
the european Union markets, due to the large variety of choices. 

16 this paper was contributed by professor Clemente ruiz duran, Universidad nacional autónoma de méxico.
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Figure.1 ..Production.of.VW.per.models
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Source: statistics of volkswagen (www.vw.com.mx).

although the local market has declined since its high in 1994, due to the decrease in the 
purchasing power, competition from other local producers and the large influx of imports since the 
opening of the economy, it is expected that growth will resume in the future. meanwhile vW latin 
america has been forced to develop a regional strategy in accordance with the level of technology of 
each plant, the size of the market and the export restrictions that each country faces. for vW puebla 
is easier to export to the United states thanks to the north america free trade agreement (nafta), 
than it is for the Brazilian plants. that has allowed the development of different technological platforms 
in both countries. mexico has focused on with the Jetta, the Beetle and the Bora for the United states 
market, while the Brazilian plant has focused on massive production with a lower level of technology 
(polo, lupo and Golf), as is shown in figure 2. 

Figure.2 ..technological.Complexity
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2.	 Developing	a	supplier	network	for	the	auto	industry

the development of auto industry suppliers has been one of the most challenging tasks for 
mexico. it has taken time to develop the present semi‑integrated auto industry. in the 1950s mexico 
enacted an industrial policy based on import substitution to promote the assembly of final goods in 
the country. assembly plants were immediately established and foreign companies such as Chrysler, 
ford, General motors, and in a second round, nissan, renault and vW, entered mexico. While the first 
stage was relatively successful, the second stage of the plan, which consisted of the creation of local 
suppliers for the assembly plants, took a long time to be realized. public agencies never elaborated 
value chain integration guidelines, based on the assumption that businesses would develop backward 
linkages in their own self‑interest, and with that a learning process would commence. 

to speed up the process, in the late 1970s the Government developed what was called the 
“foreign exchange budget for auto producers”. the main goal of this measure was to ensure that the 
foreign exchange budget was balanced, in that producers would have to earn the foreign exchange 
they needed for importing intermediate goods for production from their exports. there were two ways 
to ensure a balanced budget. the first was to develop local producers that could substitute imports; 
the second was to develop an export platform that could generate the foreign exchange earnings that 
could match the import requirements. auto producers were pushed to develop an export platform 
and at the same time develop local suppliers. this was not an easy task, as local producers did 
not meet the required technical standards. to solve the problem, auto producers linked up with their 
home country suppliers. this meant also a change in strategy for tnCs. they were trying to optimize 
their operations based on multiple locations, each one profitable by itself but not linked to a GvC. the 
new strategy for auto producers in the eighties became that of developing global network interactions 
to make corporations more profitable. at the same time, the auto producers were facing Japanese 
competition, where just–in‑time (Jit), total quality control, just‑in‑sequence (Jis), and zero inventory 
were the new standards for production. this was possible only by relying on efficient suppliers on a 
global scale.

more recently, new industrial policy guidelines helped to develop local suppliers in mexico. 
Under the nafta, Canada, mexico and the United states set up rules for regional content. in the 
rules of origin Chapter, it was specified that at least 62.5 percent of production must originate in the 
nafta region. this has given an incentive to develop suppliers in mexico. to support this process 
many local Governments at the regional level have promoted industrial parks. in the vicinity of vW 
puebla, for example, eight parks were opened, where auto parts was the core business. the local 
government promotion policy has been quite successful. in 2006 vW had 280 first‑tier suppliers, with 
transactions reaching $2 billion (out of $59 billion for global vW procurement operations). second 
and third subcontracting layers have developed all over the country, especially in tlaxcala (table 3).

table.3 ..Industrial.Parks.where.VW.suppliers.are.located

Name
Number.of.
businesses

SMes employment
Number.of.VW.

suppliers

Puebla

1 finsa 17 10 6.850 17

2 pUeBla 2000 72 45 23.200 6

3 5 de maYo 21 16 2.300 4

4 CUaUtlaCinGo 56 51 21.900 11

5 san miGUel 8 7 2.200 2

6 resUrreCCion 24 18 5.000 2

7 BralemeX 4 2 1.800 4

8 Camafra 10 10 620 3

tlaxcala

9 XiCotenCatl i 35 20 5044 8
10 XiCotenCatl ii 8 5 4292 2
11 iXtaCUiXtla 13 4 4735 1
total 268 188 77941 60

Source: sistema mexicano de promoción de parques industriales.

.
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Map.1 ..VW.and.the.auto.parts.industry.in.Puebla.and.tlaxxala ..
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384110: automobile and truck manufacturing and assembly

384121: manufacturing and assembly of automobile and truck bodies and trailers

384122: manufacture of motors and their parts for automobiles and trucks

384123: automobiles and trucks transmission system parts manufacturing

384124: automobiles and trucks suspension system parts and accessories manufacturing

384125: automobiles and trucks brake system parts and accessories manufacturing

384126: manufacturing of other parts and accessories for automobiles and trucks

once suppliers meet vW standards, they are accepted into the suppliers’ data base of vW  
(box 1). this enables them to receive information regarding new outsourcing demands from vW on 
an on‑going basis. new demands are posted on the webpage of vW for members of the database. 
there are different sorts of demands: some go directly to the first‑ tier registered suppliers; other 
are posted for those second or third‑ tier suppliers that will provide strategic inputs to the first‑tier 
suppliers. after the call, an electronic evaluation is made and the final decision is communicated to 
all those involved in the process. 

Box 1. VW standardized suppliers’ procedures

Procedures to join the VW supply group are standard for all local and international suppliers. 
The company has developed a B2B platform that is supported by regional purchasing teams 
(also called LPT = Local Purchasing Team). To facilitate B2B, VW restructured and opened a new 
administrative office, and at management level a supplier development area was created together 
with a training institute, Instituto para Formación y Desarrollo, A.C.. 

VW procedures are transparent and open to all those willing to become suppliers. After an 
application has been filled out, an on-site evaluation takes place, taking into account the following 
criteria: exterior quality; engineering; installed capacity (the installed capacity has to have at 
least 15 percent flexible capacity to respond to changing demand). Those not accepted get 
recommendations how to reach VW standards. To comply with them they can attend courses at the 
Institute, such as ISO 9000 – 2000; audit for internal leaders; process auditing; supply in parts in 
series; statistical control of processes; quality costs; quality function; quality planning; experimental 
designs; failure possibilities. 

Source: UnCtad’s interviews, 2006‑7
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3.	 Fieldwork	methodology	and	overview	of	participating	firms

Between 2005 and 2006 a series of interviews were held with vW suppliers. in the first round 
five companies were interviewed, while in the second round seven interviews were held with the 
questionnaire designed by the project team. most of them were first‑tier suppliers and only two were 
second‑tier suppliers, as shown in figure 2. 

Figure.2 ..First-.and.second-tier.suppliers,.Volkswagen,.Puebla
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the basic profile of the companies is summarized as follows: 

zz sas automotive Company is owned by German shareholders and specializes in cockpit 
modules. these include the instrument panel with instrument cluster, airbags, air 
conditioning, wiring harness, steering column, brake booster and pedals to the electronic 
controls and the human‑machine interface;

zz Johnson Controls is a United states company that delivers products for vehicle interiors, 
such as seating systems, instrument panels and cockpits, door systems, overhead systems, 
automotive electronics and electronic energy management systems. Johnson Controls is 
also the world’s leading manufacturer of automotive batteries for both the replacement and 
original equipment markets. in mexico it has four factories, one of which is specialized in 
vW components and located in Bralemex industrial park; 

zz fte mexicana sa has its headquarters in ebern, Germany and is a leading international 
manufacturer of hydraulic brake and clutch systems for passenger cars and commercial 
vehicles, as well as of aBs solutions designed for motorcycles and scooters. fte mexicana 
sa is located close to puebla. in order to serve both the mexican and the nafta market, it 
has developed a supplier’s network that includes parker seal and samCo; 

zz lunkomex is a United states company that manufactures motor vehicle parts, gasoline 
engines and engine parts, electrical and electronic equipment, motor vehicle steering and 
suspension components; 
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zz refa mexicana is a metal‑stamping plant started four years ago by the Canada‑based 
entrepreneur Klaus reithofer with a $4 million investment. today refa employs 980 people, 
working three shifts and generating $57 million in annual sales from vW and others;

zz Cartec sa is a mexican company established in puebla. it specializes in metallic assemblies, 
components, stamping and metal tube forming for ford, General motors, mercedes Benz 
and vW. it has more than fifteen years experience as a supplier to the auto industry; 

zz parker seal is a United states company that opened its first plant in méxico in 1966. it designs 
and manufactures engineered seals and sealing systems for transmissions, engines and 
power generation components of automotive and heavy‑duty equipment. today it has more 
than 3,000 employees; its main plant is in toluca, méxico. the tlanepantla plant is the one 
that supplies vW in puebla; 

zz samCo is a mexican company based in iztacalco, distrito federal. it specializes in high‑
tech turned pieces for brake systems. it has more than 28 years of experience as supplier 
to the auto industry, and was established by an engineer from switzerland; 

table.4 ..VW.Suppliers.Location

Supplier Location Country
Years.in.
Mexico

Supplier.
Development.

Program

tier.1

fte mexicana amozco, puebla Germany 8 Yes

Johnson 
Controls

Bralemex industrial park, puebla United 
states

30 no

lunkomex puebla, puebla Germany 24 Yes

sas systems finsa industrial park, puebla Germany 3 Yes

 tier.1 and.2

refa mexicana finsa industrial park, puebla United 
states‑
Canada

24 Yes

Cartec san felipe Chachapa industrial park mexico 15 no

tier.2

parker seal tlalnepantla, edo. de mexico United 
states‑
mexico

2 no

samco iztacalco, distrito federal mexico 28 no

Based on the level of employment, refa mexicana (with 980 employees) and Johnson Controls 
(with 920 employees) can be classified as large businesses, while lunkomex (with 480 employees), 
sas automotive systems (with 232 employees), fte mexicana (with 232 employees) and parker seal 
(with 200 employees) can be classified as medium size businesses and samco (with 80 employees) 
as a small business. However, based on the sales, refa mexicana, sa (with $41 million–$70 million 
in sales), sas automotive systems (with $41 million–$70 million in sales) and fte (with $11 million– 
$40 million in sales) are large businesses, while Johnson Controls and lunkomex (with $1 million– 
$5 million in sales) could be considered medium size and samCo and parker seal (with less than  
$1 million in sales) as small businesses.
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table.5 ..VW.Suppliers.Profiles

Supplier Product employees turnover

tier.1

fte 
mexicana

Clutch systems and brake components 232 $11 to $40 millions

Johnson 
Controls

seats 920 $1 million ‑ $5 millions

lunkomex auto bodywork and special systems 480 $1 million ‑ $5 millions

sas 
systems

Cockpit assembly 300 $41 to $70 millions 

tier.1 and.2

refa 
mexicana

stamping 980 $41 to $70 millions

Cartec metal stamping parts 260 $11 to $40 millions

tier.2

parker seal rubber packings 200 < $ 1 million

samco turned pieces of high precision 80 < $ 1 million

the cost structure of the businesses shows that 60‑80 percent of costs are for production followed 
by marketing (1‑30 percent), r&d (0‑29 percent), and the lowest is support activities (0‑5 percent). it 
seems that this is a common structure, with the exception of samco, where the entrepreneur designs 
and develops his own products. samco can be considered as one of the few cases of an innovative 
firm that has been able to enter the vW global sourcing system, while the rest of the businesses get 
most of their technology from abroad. 

the cost structure by factor of production shows that the low labour cost paradigm does not 
always hold as labour costs exceeded 50 percent for two companies, and in all other cases they were 
below 40 percent. Capital costs sometimes reached 70 percent of the total. other costs were as high 
as 40 percent. managers explained that other costs are related to inputs costs since vW demands 
high standards for the purchased raw materials. 

table.6 ..VW.Suppliers.Costs

Supplier Percentage.of.costs.by.activity Percentage.of.costs

production/ 
service marketing support 

activities r&d labour Capital/
investment other

tier.1

fte mexicana 0.70 0.20 0.00 0.10 ‑ ‑ ‑

Johnson Controls 0.60 0.10 0.10 0.20 40% 50% 10%

lunkomex 0.80 0.00 0.10 0.10 8% 70% 22%

sas systems 0.80 0.15 0.05 0.00 60% 40% 0%

tier.1 and.2

refa mexicana 0.60 0.30 0.10 0.00 40% 60% 0%

Cartec 0.70 0.20 0.10 0.00 60% 10% 30%

tier.2

parker seal 0.80 0.10 0.00 0.10 30% 30% 40%

samco 0.70 0.01 0.00 0.29 40% 30% 30%

4.	 Awareness	and	understanding	of	the	Global	Value	Chain

this part of the questionnaire explored the firm’s position in the GvC. each step of the chain adds 
value to the final product. this includes activities such as design, production, marketing, distribution 
and support to the final consumer. the network of firms extends from suppliers (upstream) to the main 
producers (lead firms) to the final goods/services market (downstream). 
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in the area of competitiveness, five out of seven of the interviewed firms argued that they were 
quite competitive in crowded markets. five mentioned that they were quite competitive at the world 
level as they are part of a global network. refa considered itself as not very competitive, due to the 
high cost of the inputs in mexico (steel) that lowers its competitive edge. sas automotive systems 
considered itself as a medium‑size competitive firm that has benefited from the alliance between 
faurecia and siemens.

one of the problems of first‑tier suppliers is that they have become excessively specialized, 
producing only one product. this diminishes their competitive edge, as they rely excessively on one 
product, with little value added, as is the case of sas and fte mexicana. second‑tier firms seem to 
have a broader competitive edge as they produce different types of products. this allows them to 
compete in different areas. almost all those interviewed confirmed that in mexico the competition is 
high due to the decentralized operation schemes of tnCs. the competitors are in most cases other 
tnCs. most tnCs declared that they usually import inputs from abroad and add little value to their 
products locally. However, Johnson Controls, parker and samco argued that they produce locally 
high value‑added products. 

table.7 ..Understanding.Global.Value.Chain

Supplier
the.degree.of.
competition.of.

the.firm

Size.and.types.of.
competitors

Strongest.competitors.
location

Value.added.by.
your.firm

tier.1

fte 
mexicana

High large competitors national level low

Johnson 
Controls

High large competitors international level High

lunkomex High multinationals national level medium

sas 
systems

medium multinationals international level low

tier.1 and.2

refa 
mexicana

small multinationals state wide medium

Cartec medium large competitors state wide medium

tier.2

parker seal High medium competitors regional level High

samco High medium competitors international level High

for most of the auto suppliers the final market is a large auto firm. it is a closed production 
network, where the demand is a function of auto sales. in most cases, the interviewed companies 
had as a reference the north american auto market. fte mexicana, Johnson Controls, lunkomex and 
sas systems are quite dependent on vW. they declared that as there is strong competition in the 
north american market, the situation is quite unstable, especially after vW reduced its production mix 
and depends mostly on one single model (Bora). other firms interviewed, such as refa mexicana, 
have more diversified production and have been able to develop links with other industries. for 
example, the electric and electronics appliance industries constitute a source of more stable and 
stronger demand. regarding their impact on vW’s final price, they argued that their impact is quite 
low and does not even reach one percent of total price. the only exception was sas systems which 
stated that its inputs accounted for 12 percent of vW’s final price. 



52
PARTII

IntegratingDevelopingCountriesSMEsintoGlobalValueChain

table.8 ..Final.market.for.goods/services

Supplier
Destination.of.the.product/

services
Behaviour.of.the.final.
market.for.products

Market.located
Final.price.

contribution

tier.1

fte 
mexicana

100% automotive industry 
(which 50% for vW, 20% for 
Gm and 30% others)

growing, but the sales 
are unstable

50% national 
(vW) and 50% 
export

‑

Johnson 
Controls

vW declining north america 3%

lunkomex vW, nissan and Gm declining north america 5%

sas systems vW growing north america 12%

tier.1 and.2

refa 
mexicana

98% to Gm, ford and 
vW and 2% for electric 
and electro domestic’s 
apparatuses.

growing United states, 
france, 
Germany and 
China

5%

Cartec 60% vW and 40% Johnson, 
Karma, ford, mercedes 
Benz, and others

not growing 90% puebla 
and 2% export

< 5%

tier.2

parker seal 40% automotive industry 
and 60% for oil industry and 
household‑appliances

growing national 
market

< 1%

samco Household‑appliances, 
autos and clocks

not growing national and 
international

< 1%

5.	 Cooperation	within	the	Global	Value	Chain

this section examines the internal functioning of the vW GvC ‑ its tensions, power relations, and 
their resulting importance to the firms. it also looks at the relevance of geographic location for the 
company with regard to the GvC. according to the interviews, cooperation with suppliers is mainly 
focused on production and little cooperation takes place in product improvement within this GvC. 
However, in the cases of parker seal, fte and samCo both a cost reduction programme and a 
product improvement programme have been put in place. 

interviews revealed that most first‑tier suppliers are specialized in the auto industry and have 
strong linkages with vW puebla, so that they have little independence in the local market. most of 
them are located near the plant and their production is determined by vW demand. second‑ tier 
suppliers have greater independence as their production is not directly dependent on vW. they have 
other clients and they usually have good relations with their suppliers. samco even has a permanent 
information exchange with its competitors to improve production costs and other areas of its business.
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table.9 ..Cooperation.within.the.Global.Value.Chain.(1)

Level.of: Level.of.
independence.

of.the.firm

the.nature..
of.the.relationship.with:

Supplier. Coordination outsourcing Alliances Suppliers Competitors

tier.1

fte 
mexicana

more or less none no medium‑low High 
confidence, 
the company 
shares all the 
information

none

Johnson 
Controls

High sometimes no low provides raw 
materials

no 
exchange of 
information

lunkomex High no no low Confidence and 
transparency 
in prices and 
costs

no 
exchange of 
information

sas systems Good Yes no low Constant 
exchange of 
information 

no 
exchange of 
information

tier.1 and.2

refa 
mexicana

Good Yes, with vW no average low High 
confidence

no 
exchange of 
information

Cartec interchange 
of engineering 
specifications

Yes no very low High 
confidence

don’t exist

tier.2

parker seal programme 
for reduction 
of costs and 
development of 
products

none none medium‑high information on 
specifications 
of the product

none

samco two projects 
with fte

none none medium‑high not good information 
exchange 
about costs

in general, first‑tier suppliers do not share information with their competitors, but they exchange 
information with their own suppliers. fte mexicana and Johnson Controls have helped their suppliers 
to improve quality through certifications such as iso ts and iso 9001, etc. – so they could get into 
the vW global sourcing system. sas automotive systems has a good relationship with its suppliers 
but has had problems to put in place a supplier development program due to the very high quality 
requirements.

all firms argued that they are a key factor for vW and in general for the competitiveness of the 
auto industry in puebla, especially in terms of cost reduction. their presence has become essential 
for vW to follow just‑in‑time procedures, as inputs’ procurement is based on a maximum delivery time 
of 30 minutes. first‑tier suppliers such as fte mexicana and Johnson Controls consider that their role 
in the GvC has increased as they have been developing second‑tier suppliers, have become involved 
in setting product specifications and provided advice to the vW plant for product management. firms 
considered that being involved in the GvC was quite advantageous, as they can reduce marketing 
costs as their sales are guaranteed by vW, and they receive the benefits of global expansions in 
demand. they argued that firms become more efficient when they develop cooperative strategies for 
information exchange in order to reduce costs within the GvC as they get the best prices for quality 
inputs. samco argued that a company in the auto parts industry that is not included in a GvC would 
have a very small market and no chance to succeed. 
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table.10 ..Cooperation.within.the.Global.Value.Chain.(2)

Supplier.
Importance.of.the.firm.

in.the.GVC
Participation.of.the.firm..

in.Global.Value

Difference.between.being.a.part.
of.a.GVC

Quantitative Qualitative

tier.1

fte mexicana low costs strategies fulfilled the specifications 
of mexican clients

Being part of the GvC has 
created much pressure to lower 
costs permanently

Johnson  
Controls

very important, because 
they make improvements to 
the process

innovations the production benefits from 
a more important and certain 
market and no planning needed

lunkomex very important, because 
the autos depends on their 
product

development of 
suppliers, innovation and 
improvements

sales

sas systems very important, they have 
developed improvements 
that have helped vW to 
become more competitive

specification provided and 
r&d in Germany

GvC has helped them achieve 
dynamic growth

tier.1 and.2

refa mexicana very important specification provided outside the GvC, manufacturing 
depends directly on product 
demand

Cartec very important, interchange 
of learning

specification provided outside the 
GvC, the 
manufacturing 
depends 
directly on the 
demand 

Within the GvC 
the manufacture 
increases 
and is more 
constant 

tier.2

parker seal important, because they 
have improved the product

Contribution to original 
equipment

not within the chain

samco in mexico, we are 
important, but not in the 
GvC

fulfilled vW specifications, 
product innovations 

difficult to be outside the GvC, 
because the GvC is the only way 
for growth

most of the firms interviewed have contracts related to a specific vW platform. most contracts last 
for 5 to 8 years, but in some cases firms get open contracts, as is the case of fte. open contracts can 
be modified by both parties, taking into consideration market conditions. firms consider that contract 
bargaining is quite convenient as both parties can set specific rules at the beginning, especially to 
have clear and transparent cost and price information. Johnson Controls, however, argued that most 
of the contract text is fixed, so there is no room for bargaining. lunkomex and flex gate argued that 
there is no available space in the cluster and new highways and infrastructure were needed to allow 
the expansion of firms to nearby locations. 

table.11 ..Contracts.of.suppliers.and.VW

Supplier. Duration.of.the.contract type.of.negotiation.for.the.contract

tier.1

fte mexicana contracts are opened and reviewed weekly weekly visits to vW or telephone calls

Johnson Controls 8 years not competitive

lunkomex 5 and 8 years structure is highly competitive

sas systems 8 years structure is highly competitive

tier.1 and.2

refa mexicana 5 years reach important agreements, due to 
the confidence developed

Cartec 5 and 8 years not possible to negotiate, because 
vW sets the target

tier.2

parker seal open contracts no negotiation possible

samco don’t sign contracts ‑
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one of the main targets for the local Government in puebla has been to develop a multi‑tier 
supplier cluster, based on a radial type of organization, with 8 industrial parks located in the region. 
as the vW plant is located in puebla, just a few miles from the border with tlaxcala, the cluster runs 
across both states, with a total of 60 firms that are the core suppliers of vW (table 3). during the 
interviews, the first‑tier supplier firms argued that being located in the neighbourhood of vW allowed 
them to follow just in time supply procedures, and therefore allowed them to grow. However, there 
are no plans for further investment in local development. investment could eventually take place in 
the long term if the auto parts cluster could take advantage of the national market and its subsequent 
economies of scale. 

second‑tier suppliers felt that the first‑tier suppliers and vW’s demand is too low to allow them 
to grow and that one factor that hinders cluster growth is the lack of skilled labour in the region. 
the firms confirmed that there is low interaction among the suppliers in the different tiers. it seems 
that while the first‑tier get an immediate response from vW, this does not spill over to the second‑
tier. additionally, subcontracting policies differs among firms, and this does not allow a homogenous 
growth of the cluster in all its parts. 

table.12 ..Scope.for.cluster.development

Supplier. type.of.the.cluster
Scope.for.the.development..

of.cluster
Industrial.association..

to.which.the.firm.belongs

tier.1

fte mexicana Geographic vicinity allows just in time 
supply

CanaCintra, CanaCo 
and others

Johnson Controls Geographic opportunities for growth CanaCintra and 
ameriCan CHamBers

lunkomex Geographic no programs for further 
local investments

CanaCintra and 
CoparmeX

sas systems Geographic stability none

tier.1 and.2

refa mexicana Geographic Growth is expected in the 
long term

CanaCintra and 
CoparmeX

Cartec Geographic Cluster can grow, taking 
advantage of economies 
of scale, selling to other 
regions in the country

CanaCintra

tier.2

parker seal Geographic no, due to low demand 
from the auto cluster

CainHU and tlalnepantla 
industrialists

samco Geographic lack of skilled labour to 
develop the cluster

CanaCintra

6.	 Dynamics	of	the	cooperation,	intellectual	
property,	assets	and	competencies

this section looks at the network of cooperation in vW’s GvC. it also looks at the key assets and 
competencies for, and threats to, the position of the firm in the GvC. fte mexicana, refa mexicana, 
sas systems and samco argued that the most important cooperation strategy is to help develop 
a good supplier relation upstream and horizontally. Johnson Controls, lunkomex and parker seal 
argued that the most important aspect was that the GvC that gives firms strengths and weakness. the 
identified strengths were innovation, quality, price, services, location and technology. the identified 
weaknesses were strong dependence on vW, high degree of specialization, high labour costs, and 
lack of domestic inputs and raw materials. 

additionally, on the positive side, it was mentioned that some contracts were usually long‑term 
(5 to 8 years), giving confidence to suppliers, allowing long‑term relations. on the negative side, the 
low quality of the workforce, the lack of infrastructure, and lack of certifications (iso ts y iso 9001) 
were mentioned. samco pointed out that the development of clones is a threat for its participation in 
the GvC. in general, though, most firms declared to be satisfied about their integration in vW’s GvC. 
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sharing international standards allowed them to improve their competitiveness and to find out what 
is required to grow faster through product improvement. it also allowed them to take advantage of 
nafta by establishing alliances with other firms. 

table.13 ..Dynamics.of.the.co-operation,.intellectual.property.and.competences

Supplier

Most.important.
partners.of.the.
firm.(upstream,.

downstream.
horizontal,.
diagonal)

Strengths.and.
weaknesses..

of.the.firm.within..
the.GVC

Key.assets.
-.or.lack.of.

competitors.
-that.make.the.
firm’s.position.

in.the.GVC

the.biggest.
threats.to.the.firm’s.

position..
in.the.GVC

Is.the.
company.

satisfied.with.
its.role.in.the.

GVC

Willingness.
to.increase.its.
participation.in.

the.GVC

tier.1

fte mexicana Horizontal, 
upstream

strengths: 
technology, 
innovation, quality, 
service
Weaknesses: 
dependency on 
europe and lack of 
local suppliers

third 
company in 
this market, 
has a long‑
term project 

– managed to 
position itself 
in several 
lines of 
products

no, wants to take 
advantage of the 
nafta

Johnson Controls downstream strengths: quality, 
price, innovation and 
capital 
Weaknesses: 
specialized in a 
single product

market is 
high‑tech and 
they have to 
keep pace 
with it

does not exist Yes no

lunkomex downstream strengths: price and 
quality
Weaknesses: cost of 
the manual labour

presence at 
world‑wide 
level and 
long‑term 
contracts

High cost of wages 
and salaries

in puebla, 
there is not 
much space 
to grow

only at world‑
wide level, 
locally no

sas systems Horizontal, 
upstream

strengths: firm 
always tries to be 
efficient; participation 
with vW has 
developed quickly

technical 
level is the 
key

only the costs Yes no

tier.1 and.2

refa mexicana Horizontal, 
upstream

little competition, 
good price, good 
quality, good location 
and good costs

– prices of raw 
material

Wants to 
have bigger 
participation 
in the GvC

if, developing 
new products

Cartec downstream and 
upstream

strengths: variety of 
products, location 
Weaknesses: high 
cost of manual labour 
and lack of innovation 
within the company

they followed 
in the step 
with the high 
technology 
market. 
High value 
added in 
manufacture

Biggest threat is 
that sales diminish; 
and therefore the 
production has to 
be reduced

Yes Yes, at the 
moment they 
have projects to 
be Gm suppliers

tier.2

parker seal Upstream strengths: speed to 
respond and high 
quality
Weaknesses: price of 
the product

Competitors 
have lower 
quality; 
market 
suffers the 
competition

threat is that 
clients prefer raw 
material of low 
quality

Yes, if the 
company 
contributes 
much to the 
development 
of the 
industry

around 10% in 
sales and 15% in 
utilities

samco downstream strengths: fulfilled all 
the specifications of 
our clients
Weaknesses: 
necessary manual 
labour is scarce

the market 
grows slowly, 
need to make 
a plan of 
production 
to avoid 
problems with 
suppliers

products can 
be cloned in the 
Chinese market

Yes, if the 
installed 
plant works 
100%

Generate 
alliances
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7.	 Support	needed	to	enhance	the	role	of	SMEs	in	the	Global	Value	Chain

the firms mentioned that in order to help smes increase their participation in vW’s global 
sourcing system, public policy measures should be implemented. the Government should set up 
research facilities, and help businesses to improve or maintain their product and process quality 
standards and become internationally certified. they considered that the Government should provide 
financing and subsidies for exports and training. additionally, they argued that local Governments 
should improve infrastructure, so that the firms can assure timely deliveries. finally, they pointed out 
that local Governments should learn how to bargain with tnCs to establish and improve their supplier 
development programmes as they are a key factor for growth. 

table.14 ..the.role.of.small.and.medium.size.enterprises.in.GVC

Supplier.
Should.public.policy.

assist.SMes
Support.on.the.part.of.

Government

Suggestion.of.supports.
on.the.part.of.the.

Government

tier.1

fte mexicana Yes no –

Johnson Controls Yes no Create research 
laboratories and 
support technological 
innovation

lunkomex Yes Qualification of staff infrastructure, 
subsidies and mass 
media

sas systems Yes no –

tier.1 and.2

refa mexicana Yes no financing, subsidies, 
support of exports

Cartec the Government must 
help to standardize the 
operations and systems 
of quality in production

Yes, quality courses 
and operation of 
systems courses

– 

tier.2

parker seal policies must help 
small companies to 
have more clients. 

no –

samco policies should help to 
increase the quality and 
skills of workers

no the Government must 
learn to negotiate with 
tnCs

8.	 Conclusions

during the last thirty years, local outsourcing in the auto industry in mexico has become an 
established practice. vW has done pioneer work, and has been rapidly followed by its competitors: 
nissan (in aguascalientes), ford (in Hermosillo) and Chrysler (in saltillo). subcontracting in the auto 
industry is advancing, but it seems that companies continue to behave “as in the old days,” relying 
on low costs rather than on long‑term relations. the questionnaire’s responses yielded a number of 
insights: 

zz the vW suppliers’ network in puebla is a multi‑layer system controlled by medium‑sized 
enterprises. a significant size gap exists between the first‑ and second‑tier suppliers, the 
latter being typically represented by small local firms. Undp estimates that the network 
involves more than 1,500 firms of different sizes, but 55 are international core auto parts 
suppliers;

zz Clustering has helped to consolidate the auto parts industry in mexico. training is carried out 
inside the cluster, using formal and informal methods. vW has established an independent 
training centre (instituto para formación y desarrollo, a.C), where courses are taught to 
improve supplier management and operational skills;
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zz subcontracting by vW first‑tier suppliers is limited, and this affects the development of 
second‑tier suppliers. first‑tier suppliers (most of them tnCs) get the benefits of information 
exchange with vW, so technology transfer happens at this level. second‑tier suppliers are 
isolated and little or no technology transfer takes place; 

zz among the positive side effects, there has been a push for local producers to upgrade 
through increased investment and higher quality standards to become vW suppliers. 
attainment of higher standards has also allowed producers to become suppliers to the 
domestic auto parts market, creating economies of scale;

zz the most successful suppliers have been able to export, a key factor has been the 
certifications such as iso 9000 – 2000, iso/ts 16949 2002 which allowed firms to get into 
the vW global supply chain and export to China and saudi arabia.

Figure.3 ..Side.effects.of.the.VW.subcontracting.network

VW Puebla

First-tier suppliers 
network

Second-tier 
suppliers network

Auto parts domestic 
market

Export market

zz a key improvement for the whole industry in the region has been that vW has pushed for 
higher environmental standards, allowing firms to be certified as “clean plants”, creating an 
awareness of environmentally friendly practices. all this has allowed the development of 
new standards for the industry. Clean plant certification was done by sGs european Quality 
Certification institute, esv international Certification services; 

zz all first‑tier firms have enjoyed a more stable demand, and this has stimulated larger 
investments in the region. the key factor has been the establishment of medium and long‑
term contracts, which insure a stable and predictable income flow;

zz the interviews identified the main factors that hinder supplier development in the mexican 
auto parts industry, namely:

a. first‑tier firms prefer to import components, instead of sourcing them within the 
puebla supplier network, so first‑tier companies are mainly assembly plants, with 
high percentage of imported inputs; 

b. there are no support institutions for the second‑tier industries; business associations 
are biased toward the support of larger firms; smes are not represented in the 
bargaining process with vW;

c. first‑tier firms do not have r&d departments in mexico. most r&d is realized 
abroad and none of the vW suppliers have been able to participate in the 
activities of the Gm delphi automotive r&d Centre in Ciudad Juárez;

d. the mexican Government has not developed a subcontracting law 
that could preserve the rights of the subcontracted businesses.
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in summary, the vW case in mexico shows that tnCs may be a key driver of technological 
development and quality upgrading. for example, in puebla vW has imposed higher environmental 
standards and requested all its suppliers to become certified as “clean plants” by sGs european 
Quality Certification institute. this has allowed the development of new standards for the industry, 
which allowed them to then serve the United states market. Quality improvements also had positive 
side effects on the economy, since the number of defects in production was reduced thanks to 
international certifications (iso 9000 – 2000, iso/ts 16949 2002) and vW started to produce in 
mexico more sophisticated export models. in this sense, Governments should support local suppliers 
to undertake the learning process which allows them to meet international quality standards. 
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5 / Case studies in the software sector
A .. global.software.player:.the.case.of.Microsoft.in.egypt17

1.	 Introduction

this chapter examines the participation of egyptian it companies in the global sourcing system 
of microsoft, the world’s largest software company. it focuses on small and medium‑sized enterprises 
(smes) providing services that complement microsoft’s products as well as enterprises that serve 
microsoft directly (usually as support functions). services, as opposed to packaged software and 
hardware, are by far the largest contribution of smes and are therefore the focus of this report. these 
services can be classified into traditional it services (its), such as software installation and testing, 
and it enabled services (ites), such as call centers.

the findings of the report are based on both primary and secondary research. a number of 
interviews were conducted with microsoft and its egyptian partners. in addition, research documents 
from local and international consulting firms, industry associations, academic institutions and others 
were consulted. although there are several it transnational corporations (tnCs) operating in egypt, 
and the vast majority of them use egyptian companies in their GvC model, microsoft was chosen 
because it is the most active company in using partners both to complete the value delivered to the 
end user and also to support its own internal activities.

Microsoft and the global IT industry

Worldwide spending on information and technology services (its) and information and 
technology enabled services (ites) grew by nearly 7 percent in 2005 according to nassCom, on 
the back of healthier spending across key markets of the United states and Western europe, with 
strong growth in emerging markets. in addition to the growth in scale, the portfolio of globally sourced 
services continued to expand into higher value and more complex activities, further reinforcing the 
increasing maturity of the global delivery model. 

essentially, the term Global value Chain (GvC) implies that production, supply and service value 
chains (routes whereby goods or forms of knowledge are transformed for the market) span multiple 
locations at a global scale. the it industry has benefited greatly from the dramatic reduction in 
telecommunication costs over the past years to develop truly global delivery models. a majority of it 
services, such as software development and software testing, and it enabled services, such as call 
centre services and data entry, can be delivered from a remote location without the need for on‑site 
physical presence. as will be seen in this paper, quite a number of companies in egypt deal directly 
with microsoft in ireland. it is therefore necessary to comprehend that the analysis is of microsoft 
from a global perspective and not restricted to microsoft egypt. since it skills and capabilities can 
be easily standardized across different countries, and since developing countries regularly produce 
large numbers of qualified human resources, large companies seeking to optimize their GvC are now 
adopting a sourcing strategy where “geography doesn’t matter”. the company, or for that matter the 
employee, that can deliver the most compelling value proposition will be selected as the supplier of 
choice in the GvC regardless of where it is located. 

Before the global recession, the outlook for corporate spending on its‑ ites was positive. 
offshore it spending was forecast to grow significantly, from $81 billion in 2005 to $252 billion in 
2010, as companies continued to invest in low‑ cost locations and broaden the range of activities 
they sent offshore.18

17 this paper was contributed by tarek assad, General manager, Cid Consulting, egypt.
18 nassCom strategy report, 2006
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Figure.1 ..Projected.global.offshore.services.market.2005-2010.in.$billions
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Source: AT	Kearney	Report,	2006.
 
 

outsourcing and global delivery of its‑ites was expected to continue to evolve rapidly, 
expanding in scale, scope of activities, and geographic reach. as global delivery matures, most 
sourcing destinations, including countries such as egypt, will tap this potential and grow in size. 
low cost countries compete to participate in this global trend and to establish themselves as global 
offshore destinations for its and ites. for example, india, the world leader in offshore its‑ites, 
fully expected the sector would generate substantial export revenues and employ two million people. 
as global sourcing matures and demand for multi‑country delivery capabilities increases, newer 
destinations are being explored such as egypt. 

2.	 The	IT	sector	in	Egypt	and	in	Microsoft’s	global	supply	chain

it is believed that the it sector in egypt is poised for rapid growth. there were 1666 registered 
egyptian it companies in october 2006, compared to just 447 at the end of 2000. the growth of 
the industry comes from both increased local demand and expansion into other countries through 
offshore services.

Compared to developed countries, developing countries, egypt included, have seen a boom in 
the growth of technology use and penetration. over the past five years, egyptian internet usage has 
almost doubled reaching 5.4 million in 2006, so has the number of fixed line subscribers. the number 
of mobile telephone users has risen more than 200 percent. the egyptian information technology 
service sector is regarded as one of the fastest growing in the egyptian economy. the overall it 
market is projected to grow at CaGr of 9.6 percent over the next five years according to the following 
projections:
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table.1 ..egyptian.It.industry.market.size.in.$millions

2005 2006 2007 2008 2009* 2010* CAGR

Hardware 
total

$573.06 $664.82 $725.44 $771.52 $831.30 $896.57 9.40%

pC’s $219.19 $268.80 $306.52 $324.69 $362.58 $400.81 12.8%

packaged 
software

$131.95 $151.31 $171.80 $191.33 $210.45 $231.68 11.9%

services 
total

$103.22 $111.69 $124.08 $130.27 $140.19 $150.99 7.90%

total it $808.23 $927.81 $1,021.32 $1,093.11 $1,181.94 $1,279.24 6.60%
Source: nassCom strategy report, 2006 (*estimations).

egypt has many advantages as an offshore destination. Geographically, egypt consists of a 
386,660 sq. mile area and is located in a central region that could be considered as a near‑shore 
destination to europe as Cairo is a 3‑4 hour flight from most european cities. the country is within the 
same time zone as europe (Gmt +2). egypt has always been a very attractive destination for european 
tourists and over the first half of the past century many european communities were established 
around the country especially in Cairo and alexandria. these cities became very cosmopolitan. 
moreover, fiber optic submarine telecommunications cables linking south east asia to europe and the 
United states go through the suez Canal and have points of presence in the country. this gives egypt 
easy access to a very large telecommunications bandwidth that is needed for the ites outsourcing.

as such, many tnCs have started to use egypt as an offshore destination and egyptian 
outsourcers have started to serve international companies. in the past few years, egypt has developed 
a promising contact centre industry that serves technology tnCs and that continues to grow at a rapid 
pace. a 2004 datamonitor report, highlighting egypt’s attractiveness as a contact centre destination, 
projected that the industry will have 965 agent positions by 2006. the industry has grown faster than 
expected and numbers have now exceeded 3,000.19

at Kearney has ranked egypt 12th in their Global services location index in 2005. it was ranked 
as first in the middle east. at Kearny’s projected global offshore services market show that egypt is in 
a prime position for growth with an excellent financial score, indicating that the cost of doing business 
in egypt is low compared to many other countries. at Kearney agreed with egypt’s projections of 
strong growth in its and ites exports over the next five years and highlighted egypt’s potential in a 
report that was issued in 2006.

the egyptian ministry of Communication and information technology (mCit) estimated that 
egypt’s 2005 exports (from local companies as well as tnCs) were $250 million. this included 
different types of services spanning its and ites. 

Figure.2 ..egypt’s.estimated.revenues.from.offshore.services.in.2005.in.$millions
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19 www.datamonitor.com
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microsoft was founded in 1975 and is today the world’s largest software company with global 
annual revenues of $44.28 billion, a market capitalization of $283 billion and a workforce of 76,000 
employees in 102 countries. Created in 1993, microsoft egypt is a wholly‑owned subsidiary of microsoft 
Corporation. microsoft egypt has been very successful in growing business in egypt especially 
in the past decade. it now employs over 100 professionals and occupies a large building in the 
smart village, egypt’s premier it park. microsoft egypt was awarded the best microsoft subsidiary in 
europe, africa and the middle east in 2004. Bill Gates presented the award in person to the microsoft 
team in Cairo in July 2004. in order to deliver the final product to the end user, microsoft has to ensure 
that the following six consecutive phases of the value chain are completed:

Figure.4 ..Microsoft’s.global.supply.chain
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Value.Chain.Phase Description

research investigating and creating new technologies that have practical implications 
for the needs of microsoft’s target customers

development Creating products (based on existing technologies) that address a certain 
need in the market

marketing educating target customers on microsoft’s products and their capabilities

sales licensing microsoft’s software products to customers

implementation installing microsoft’s products at the customer’s site and customizing them to 
fit the particular needs and environment of the customer

support and training providing support for answering questions and solving problems related 
to microsoft’s products and training users on the use and administration of 
microsoft’s products

microsoft has a standard partner programme for local companies. microsoft egypt follows the 
global model with its local partners. a local company’s level of expertise and level of engagement are 
what determines the level at which it joins the partner programme. a company advances in such a 
programme by  earning partner points, which it accumulates through upgraded capabilities and an 
established track record.

the partner programme is divided into three membership levels:

Microsoft.Registered.Members.(Level.3):

this level is for organizations with any level of expertise in microsoft technologies. it is for those 
who want to align themselves closely to microsoft. such a membership allows partners to access 
several resources that can help their businesses stay up‑to‑date with the latest microsoft technologies 
to be able to better serve their clients and to grow their market potential.

Microsoft.Certified.Partners.(Level.2):

this level is for organizations that have a high level of expertise in microsoft technologies. such a 
membership allows partners to participate in several events, have access to resources, tools, software 
and first‑class benefits in order to expand their business.

Microsoft.Gold.Certified.Partners.(Level.1):

this level is for organizations that have the highest level of expertise in microsoft technologies. 
such a membership allows partners to establish the closest working relationship with microsoft and 
receive the programme’s top benefits.

microsoft egypt offers quite a few training programmes to its partners:

zz Website: microsoft has a website through which partners can request and register for training;
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zz partner academy: the microsoft partner academy offers training every year in which soft 
skills and technical tracks are provided;

zz online Web Courses: microsoft egypt also provides online readiness using webcasts and 
online courses;

zz it pro: additionally, microsoft egypt also offers it pro seminars quite often in its subsidiary 
where partners are invited to attend sessions;

zz training on new products: microsoft egypt provides in‑depth training on the launch and after 
care as well.

microsoft offers a wide array of products in egypt which could be classified into:

zz operating systems such as Windows nt, Windows vista;

zz software development tools and database products such as sQl server;

zz office automation tools such as the office 2007; and 

zz Business applications (mainly erp applications) such as dynamics previously known as 
axapta and Great planes.

microsoft egypt does not sell its products directly to the customers, preferring instead to reach 
end customers through various partners. these can be classified as follows:

original.equipment.Manufacturer. (oeM): Under this model, a producer provides a product 
to its customers, who proceed to modify or bundle it before distributing it to their customers. this is 
typical for operating systems. there are a limited number of hardware manufacturers in egypt, since 
many pCs are imported from other countries. However, microsoft has oem agreements with the 
hardware manufacturers who operate in egypt (such as Centra) to bundle Windows with their pCs.

Distributors: another way of allowing its products to reach customers is by giving them to 
distributors that may include either retail stores or medium‑sized retailers, who in turn sell it as an “off 
the shelf package” or “shrink Wrapped package” (boxes with manuals Cd’s etc.) to the customers. 
in egypt, microsoft does not rely on retail stores due to the relatively high piracy rate in the country. 
although the software piracy rate has significantly decreased over the past years it is estimated to 
be 64 percent.

Direct. Sales:. Under this model, microsoft, in cooperation with large distributors, makes 
direct sales to large corporate accounts for licensing their products over a period of three years. 
the agreements would not only include the software licensing but also a maintenance and support 
service that guarantees the customers technical support and free software upgrades for new releases. 
microsoft would provide the marketing effort (seminars, product demos etc.) and the distributor would 
provide the sales effort (negotiation and closing of deals, follow‑up of customers, etc). microsoft has 
about 500 to 1000 enterprise agreements under this model where partners provide little value beyond 
the distribution function and are therefore not highly differentiated.

System.Integrators:.another way of reaching the market is through business solution providers, 
a model where partners can add real value. this channel mainly applies to business applications that 
require a relatively high degree of tailoring and customization. erp applications fall under this category 
and require good knowledge of accounting, finance, business practices, local tax regulations, etc. 
the spectrum of services provided by the system integrator could include, other than the microsoft 
application itself, hardware, networking products, business consulting and training. microsoft selects 
its business solution providers based on their know‑how and their track record. this is measured by 
the number of certified installers within the company and its track‑record of successful installations.
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Figure.5 ..the.Microsoft.sales.system
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in egypt, the first microsoft relationship with a local partner started ten years ago. Both the 
number of partners and the type of relationship have evolved dramatically since then. as the number 
of partners increased, the level of sales and revenues increased; so has the level of retention of old 
partners, who have grown in scale and capabilities with time. in addition, microsoft created the partner 
academy to serve microsoft egypt’s top partners. this is the place where top microsoft partners 
receive training and attend Ceo events, which in turn increases the strength of their relationships and 
the depth of their capabilities.

3.	 Fieldwork	methodology	and	overview	of	participating	firms

various companies participating in microsoft’s GvC were interviewed. for every company 
interviewed, either the Ceo of the company or a designated expert responded so as to avoid any 
bias and to ensure that the strategic view of the company was captured. 

table.3 ..Profiles.of.interviewed.firms

Firm’s.Name.
Number.of.
employees

turnover.in.$million
Major.Shareholders.

(25%.or.more)
Important.lines.of.

business

arabize 70 < $1 family owned • localisation service 
provider

Bayanet 70 $1 ‑ $5 privately owned • Business 
application provider

• enterprise resource 
planner 

it Worx 600 $11 ‑ $40 privately owned • software 
professional 
services

mns 30 < $1 privately owned 
and owned by other 

companies

• Unified 
communications 
provider

oms 120 $6 ‑ $10 privately owned • it infrastructure 
services

• Business – 
productivity 
solutions

• off‑the‑shelf 
software packaging

Xceed 1200 $11 ‑ $40 public sector • Contact Centre
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 Based on microsoft classification, the interviewed companies were split into two categories:

zz Companies providing a service that complements an existing microsoft product, thus 
vertically integrating into microsoft’s value chain. a typical example of such companies is a 
systems integrator. these companies’ customers are the end‑users of microsoft’s products;

zz Companies providing the support functions for microsoft, thus helping it deliver its final 
product. these companies’ customer is microsoft. it is worth noting that companies in this 
category tend to serve microsoft on a global scale (as opposed to the first category of 
companies who serve microsoft’s local or regional customers) as the services they provide 
are largely location‑independent.

interviewed companies pertaining to the first group are:

 Bayanet was established in 1998. it employs around 70 persons and has focused on providing 
business solutions to the middle east market. Bayanet operates mainly in Bahrain, egypt, Kingdom of 
saudi arabia and the United arab emirates. Bayanet partners with its clients to implement enterprise 
resource planning (erp) applications, customer relationship management (Crm) solutions and 
business performance management (Bpm) tools. Bayanet uses standard microsoft products (such 
as the Great planes erp product) as the basis for the solutions it offers its customers. Building on its 
success in implementing microsoft solutions in egypt, Bayanet has expanded into the Gulf region and 
now serves other companies which are looking for solutions based on microsoft products. 

oMS has 120 employees and was established in 2000. it provides a variety of iCt services. 
similar to Bayanet, oms mainly operates in egypt and the middle east. oms’s list of services include 
assessment, infrastructure design and implementation, development of business solutions, custom 
applications development, educational services and support, and it operations management. oms 
also acts as a systems integrator for microsoft products (taking a standard microsoft product and 
customizing it to fit the needs and the environment of the end customer). 

Middle east Network Solutions (mns) was established in 1997 and operates in egypt and 
the middle east. mns focuses on wireless solutions, e‑commerce solutions, unified messaging and 
internet/intranet portals. mns has developed products and software solutions that are based on 
microsoft technologies, platforms or existing products. 

It Worx was established more than ten years ago. it is the largest software professional 
service provider in egypt. it Worx serves local and international customers ‑ from the middle east, 
europe and north america ‑ in a variety of industries, including financial services, education and 
telecommunications. it offers its clients solutions such as portals, business intelligence, service‑
oriented architecture and application development outsourcing services. many of these solutions and 
services are based on microsoft products and technologies. 

interviewed companies pertaining to the second group are:

  Arabize employs about 70 people and was founded in 1994. the company offers single‑
language localization services with the target language being arabic. Company services include 
localization of user interface (Ui), printed and online user assistance (Ua), documentation, computer‑
based training (CBt’s), websites, web applications, marketing material, technical writing, and desktop 
publishing (dtp). arabize provides these “arabization” services to microsoft prior to its product 
launch in the arab region. this step is considered part of the localization effort required by a software 
company to ensure that its products are suitable for arab users. 

Xceed employs about 1200 persons and was founded in 2001. its main line of business is the 
offshore outsourcing services to companies such as microsoft, oracle and General motors. the contact 
centre provides customer contact solutions such as customer retention programmes, complaints 
management, order handling, Bpo services, helpdesk and technical support, telemarketing services, 
database management, enhancement and enrichment. taking into consideration that 60 percent of its 
business is export oriented, Xceed’s clients are located in more than 12 countries world‑wide. Xceed 
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provides support services for several microsoft products. Xceed’s agents answer callers’ questions 
about microsoft’s products, including Xbox, microsoft’s popular game console.

4.	 Awareness	and	understanding	of	the	Global	Value	Chain

all the forward integration companies interviewed were clearly aware of the GvC. the following 
table includes their responses:

table.4 ..Firms.and.their.Global.Value.Chain.competitors

Firm.
Number.of.

competitors.in.the.
GVC

Years.in.GVC
Size.and.type.of.

Competitors
Location.of.strongest.

competitor

Bayonet. 3‑5 3 tnCs and local 
companies

Gulf area

It.Worx  8‑10 5 pure development 
firms and system 
integrators

india

oMS 3 7.5 varies india 

MNS 3 5 Unified 
communication 
companies

local and in the Gulf 
area

Based on interviews it can be seen that these companies have quite a recent history in the 
GvC. on average, these companies have been part of the GvC for 4.5 years. a large percentage of 
them have international competitors mainly located in the Gulf region or in india. Bayanet and oms 
have a relatively low degree of transformation of their incoming microsoft services (about 52 percent) 
compared to it Worx and mns. although there is a high level of sophistication amongst firms, only 
one of the companies has reached the level of innovation required to develop its own products from 
scratch, and even then, this is still done only occasionally.

Figure.6 ..Average.percentage.of.service.transformation.for.each.firm
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since the support function providers deal directly with microsoft ireland, the questionnaire was 
slightly adapted to tackle the service side of the GvC rather than the forward integration aspect. Both 
companies interviewed were clearly aware of the GvC. the following table includes the responses:
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table.5 ..Firms.and.their.Global.Value.Chain.competitors

Firm.
Number.of.

GVC
Years.in.GVC Size.and.type.of.Competitors

Location.of.strongest.
competitor

arabize 25 11 arabization and localization 
service companies

local and in the Gulf area

Xceed 3 3 large outsourcing 
companies

india, eastern europe and 
north africa

arabize and Xceed’s participate into GvC of microsoft display at a higher concentration than 
those companies which belong to the forward integration of microsoft’s GvC.

5.	 Cooperation	within	the	Global	Value	Chain	and	with	TNCs

it is evident that a symbiotic and reciprocal relationship of cooperation exists between microsoft 
and their forward integration firms. as stated in an interview by a microsoft egypt representative: 
“microsoft egypt relies 100 percent on its partners”. for the microsoft partners, the relationship with 
microsoft egypt is of extreme importance in terms of aiding them to develop their business and expand 
their scope. the eco‑system of partners is of great help to them with regard to new market entry and 
credibility. there is a general trend for long‑term contracts with microsoft. all of the interviewed firms 
mentioned that a personal relationship with microsoft accentuates the element of trust, which is of 
great significance to them. all of the firms interviewed were microsoft Gold partners. this certificate 
is based on a point system created by microsoft international. it is important to add that there are no 
exclusive relationships with microsoft. However, over the years the microsoft partner relationship grew 
stronger and allowed partners to experience the “lighthouse effect”, that is credibility from serving 
a large well‑known company, and therefore to expand geographically especially in the Gulf region 
where there is a lack of local skilled resources. this highlights the importance and prestige of the 
microsoft partner certification programme.

the microsoft partnership has been instrumental in enabling local companies to access regional 
growth opportunities and therefore to become more integrated in the GvC, as opposed to being just a 
small local implementer. many partners that have developed a successful relationship with microsoft 
egypt have used that network to implement microsoft projects in other neighbouring countries. 
microsoft has encouraged this expansion and has provided its trusted egyptian partners with the 
necessary support (on technical and commercial fronts) to succeed in the regional markets. microsoft 
benefits from this expansion in serving its customers in other arab markets where resources are less 
available and technical know‑how is less developed.

it is also evident from the interviews that the companies that provide microsoft with services, 
have a rather symbiotic relationship with microsoft. a relationship with microsoft, like that with other 
tnCs, has provided the companies with a certain level of prestige. Companies such as Xceed are 
proud of such a strong tie with microsoft that has aided them in impressing other tnCs. Both firms 
agree that certification is important not just as a “stamp to put on your marketing material” but as an 
intrinsic set of values and a management spirit that is based on quality, performance and trust.

With regards to contracts, the trend is for long‑term contracts. Contracts involve extensive 
assessment by microsoft of the firms’ premises. the firms also provide microsoft with presentations in 
their headquarters. Because of the emphasis on quality and performance the Contact Centre’s seats 
serving microsoft are doubling every year. With Xceed, the relationship with microsoft started through 
an international tender whereas arabize’s relationship with microsoft started through a subcontractor.

6.	 Dynamics	of	the	cooperation,	intellectual	property,	assets	and	competencies

none of the firms interviewed belonged to a cluster. stiff competition amongst the microsoft 
partners leads to them over‑committing to end‑customers. very few firms belong to an industry 
association, making clustering a difficult task to achieve. However, both support function providers 
belonged to several industry associations. arabize had no partners, whereas Xceed partnered with 
Hr and training companies, telecom egypt and itida.
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in the egyptian software industry, a firm’s strength lies in its labour force’s skills. all of the firms 
interviewed confirmed that the lack of qualified and skilled human resources posed a threat to their 
firm’s position in microsoft’s GvC. Generally speaking, the lack of capable and available skilled 
human resources is a prevalent phenomenon in egypt. the second threat to these firms’ position 
in microsoft’s GvC is the result of their close relationship with microsoft. a close relationship with 
microsoft leads to the firms’ over dependency on microsoft’s marketing network.

in egypt, intellectual property rights (ipr) are protected by new laws specifically mentioning 
software, data base designs and layouts of integrated circuits. the law needs to be better enforced. 
the egyptian Government, in cooperation with multinational donors, has started educating judges 
and district attorneys on the specific issues related to ipr violations.

the penalties imposed by the Government on intellectual property violations are in certain 
cases too harsh, so harsh that untrained judges find it difficult to implement them. as mentioned 
by the microsoft representative, despite the fact that the number of ipr violations has dramatically 
decreased due to Government intervention, the rate is still over 60 percent.

as previously mentioned, there is a lack of originality amongst these firms and a relatively low 
percentage of product transformation. most it firms tend to be service‑oriented companies that offer 
add‑ons to an already existing microsoft product rather than offering their own innovative and creative 
solutions.

the core strengths of arabize were its stability, experience and high retention rate. Xceed’s 
core strengths included its low cost and high quality service. arabize’s weaknesses were essentially 
egypt’s lack of skilled human resources, whereas Xceed’s weaknesses included span control and 
country risks. the barriers to market entry for arabize were the fact that most companies requiring 
such services are price driven. the barriers to entry for Xceed included the fact that it was very easy 
for customers to switch suppliers for outbound calls; however, the switching inbound calls is much 
more difficult as it involves more qualified human resources at lower cost than other countries.

table.6 ..Arabize.and.Xceed’s.strengths,.weaknesses,.assets.and.threats

Firm. Strengths Weaknesses Assets threats

arabize stability
experience
High retention 
rate

lack of skilled 
resources

Good 
management

inflation rate
automatic 
translation 
machines

Xceed low cost
High quality of 
services

span of control
Country risks

strong pool of 
talent serving the 
company

depletion of talent 
pool (scalability)

Both companies felt the need to grow by expanding their market. While arabize did not wish 
to expand its services, Xceed wished to be more involved in business process outsourcing and the 
implementation of more complex technical support services.

7.	 Governmental	initiatives	and	support	needed	to	enhance	
the	role	of	SMEs	in	the	Global	Value	Chain

the Government has played an active role in egypt’s recent iCt growth. laws were revised to 
encourage foreign direct investment and the development of infrastructure. in 1999 a national iCt plan 
was initiated, and the ministry of Communication and information technology (mCit) was created. 
telecom egypt (te) was split through the separation of its regulatory and operational functions and 
the founding of the national telecom regulatory authority (ntra). in the year 2000 the national iCt 
plan was announced and adopted. the goals of the plan included: 

1. the creation of an export‑driven, private sector‑dominated iCt market in egypt; 

2. the spreading of iCt among the egyptian population as well as the private sector; 

3. the upgrading of the egyptian iCt infrastructure; 



71
PARTII

Casestudiesinthesoftwaresector

4. the creation of a supportive legislative system; 

5. the development of egypt’s iCt human resources; and

6. the attraction of foreign investment in iCt. 

the national iCt plan also proposed more than 20 different projects for the mCit and about 
15 others in conjunction with various other egyptian ministries. the projects’ main focus was the 
development of three areas: industry, human resources, and infrastructure. 

the Government, through mCit, has also actively supported the it industry through various 
initiatives20: 

1. High tech Business parks (e.g. the smart village) have been 
established to facilitate companies’ operations by providing them 
with world class infrastructure at a very reasonable cost;

2. subsidies of $68 million were available to support training, 
marketing needs and technology development;

3. partnerships have been made with major iCt firms such as siemens, 
alcatel and Cisco to train it engineering graduates;

4. specific initiatives to make pCs available at a reasonable cost were undertaken 
(pC for every student, for every household, for every teacher, etc.);

5. the “free internet” initiative was created to offer egyptian users dial‑up services to 
the internet at the same cost as a local phone call (done through a revenue‑sharing 
agreement between egyptian internet service providers and telecom egypt).

IT Clubs

1999 saw the creation of public‑private partnership it Clubs all over egypt with a focus on 
underprivileged rural areas. such clubs offered internet access at a minimal charge as well as classes 
in computer skills. Currently it Clubs rely heavily on Government subsidies. it is hoped, however that 
the revenue from the internet and classes will increase so that the clubs become self‑sustaining. 

Techdevfund and Ideavelopers

the lack of venture capital triggered the creation of techdevfund and ideavelopers. the 
technology development fund was created to bring together investors and startups. it is managed 
by efG‑Hermes and has investments from various sources such as the Government, banks and 
telecom egypt. at the initial stage a sum of le 50 million was dedicated to fund it incubators. 
ideavelopers is a separate but related organization. it provides expert consultation services in order 
to help businesses increase their productivity. 

The ICT Trust Fund 

in January 2002, the ministry of Communication and information technology (mCit) with 
the United nations development program (Undp) established the egyptian information and 
Communication technology trust fund. the aim of the fund is to foster socio‑economic development 
through the creation of public‑private partnerships to support the use of iCt. such projects include: 
1. the mobile iCt Unit; 2. the smart school network; 3. the Community development portal  
(www.kenanaonline.com); 4. iCt for illiteracy eradication; and 5. the Community Knowledge Generation 
e‑library. 

the most successful have been the smart school network and the Community development 
portal. in 12 of egypt’s 26 governorates 38 smart schools have been created. on the other hand, 
the Community development portal (www.kenanaonline.com) currently offers advice on health and 
business development as well as a job bulletin board and information about egypt.

20 information technology industry development agency (itida), 2006
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The E-learning and ICT training initiative 

along with the private sector, the Government has started a plan to improve the workforce’s 
it skills. for 2000 to 2006, the mCit has supported the training of 133,737 students in basic it 
skills and 23,999 in professional it training skills. in 2004, the mCit along with Cisco have formed a 
public‑private partnership to create the e‑learning Competence Center (elCC). this center provides 
e‑learning solutions for individuals and smes ranging from beginners’ courses to networking and 
advanced trouble shooting computer skills. in 2001 the egyptian technology University was approved 
by the prime minister of egypt. the University offers advanced graduate courses and currently has 22 
executive mBa students. 

The free internet initiative

this programme is one of the most successful governmental initiatives. this project started in 
January 2001 and helped telecom egypt and other operators to expand their networks with regards 
to capacity and coverage. telecom egypt opened its exchanges to hook up with licensed operators 
by co‑locating equipment. as a result the number of internet users rapidly increased by the second 
year of the programme from 600,000 to 11.7 million. 

The E-Government initiative

the e‑Government initiative is one of the most successful amongst developing countries. in 
collaboration with microsoft, egypt’s Government services portal at www.egypt.gov.eg was launched 
in 2004. the mCit has worked closely with various Government institutions and ministries and now 
10 complete Government services are available online. these services range from requesting a birth 
certificate to taxation and customs services. in addition, information related to more than 700 services 
is available online. available in arabic and in english, the site also targets investors and foreigners 
living in egypt. 

Research and development centers 

the first research and development centre was opened in 2005. the mCit is the initial investor 
for the centers and hopes that they will be self‑sufficient in three years after their creation. four 
research and development centers have been established in order to increase innovation in egyptian 
data mining and computer modeling, wireless technologies, mobile and e‑services and electronic 
design. 

The low cost PC initiative

the Government launched the “pC for every Home” in 2002 as a step towards increasing the 
pC penetration in egypt. this programme works alongside local pC retailers to provide below‑market 
prices for computers. this is done through an installment plan, with the telephone line as collateral, 
and payment is done through telephone bills. the “pC for every Home” initiative was not as successful 
as expected. in response, the Government introduced the “low Cost pC” initiative at the beginning 
of 2006 offering even cheaper pCs. in partnership with microsoft, these pCs come with an arabic 
version of Windows. more limited than Windows Xp, this version provides clear instructions in arabic 
using voice and video on how to get started on the computer. additional programmes have been 
launched since the “low Cost pC” initiative targeting students and teachers.

Information Technology Industry Development Agency (ITIDA)

in order to make egypt an even more attractive business destination, the information technology 
industry development agency (itida) was officially created by the e‑signature law in egypt in 2004. 
the Government, alongside at Kearney formulated a strategy to develop egypt’s it exports. its 
objective is to create 50,000 new jobs and for exports to grow to $1.1 billion by 2010. Currently, itida 
is the main body responsible for the implementation of this strategy through training programmes, 
capacity building programmes for local it companies, and image building programmes for egypt. in 
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addition, it is also responsible for promoting legal reforms including those related to cyber crimes and 
intellectual property rights laws. itida also functions as a mediator dealing with it disputes and offering 
technical counseling and help related to the use of e‑signatures and electronic transaction. various 
iCt projects have already been allocated financial resources by itida through the establishment of 
support programmes and funds with the main aim of stimulating the local market’s capacity to grow 
exports. itida has also sponsored various visits to international events, trade shows and marketing 
campaigns.

the itida strategy includes21: 

zz Human Capital development (management training and high‑level it professional training); 

zz Capacity Building (enterprise capacity building and the promotion of clusters amongst the 
egyptian companies; financial support to it companies to access bank loans and capacity 
building amongst local nGo’s);

zz local market demand (raising it awareness in strategic sectors by educating industries and 
encouraging the consulting industry); 

zz export Growth (positioning and promotion, expatriate linkage and the creation of an 
awareness programme that incorporates outpost business centers).

all of the companies interviewed stated that the Government has taken a number of initiatives 
to support them to market their services regionally and internationally including participation in trade 
shows. However, an assessment of the impact of the many governmental initiatives and projects 
such as itida cannot be made as they are quite recent. all of the firms interviewed stated that 
more support is needed with regard to the creation of a skilled workforce through more it‑ oriented 
education.

8.	 Conclusions

the case study of microsoft has provided some insights into both the nature of the relationships 
and how they can be enhanced:

1. microsoft’s partner model (forward integration companies) in egypt follows closely the 
international microsoft global partners’ model used in other parts of the world (developed 
and developing countries);

2. egyptian partners have benefited from their association with microsoft in terms of increasing 
capabilities and establishing a track record. they are leveraging that partnership to 
drive growth in the Gulf market. the Gulf market is quite vast and lacks the necessary 
qualified and skilled human resources to implement all the it projects it is undertaking. 
in this reciprocal relationship with its partners, tnCs are benefiting from having trusted 
companies that can work according to their standards;

3. support partners are serving microsoft globally. Companies that serve a tnC in one 
country, or region, find it easier to serve a variety of technology companies worldwide. in 
the global its and ites sectors, these companies are entering an extremely large fast‑
growing market, which means they are also competing with a large number of companies 
from all over the world. tnCs such as microsoft are often perceived as a highly visible 
“lighthouse account” that lends immediate credibility to service providers and places 
them on the global radar screen of other potential buyers;

4. When asked about Government support they needed, the companies were generally 
satisfied with the current initiatives but identified the following priorities: 

zz the it industry in egypt is in great need of qualified experts. therefore, training in the 
different its and ites sectors should be the key priority;

zz many egyptian companies are small and lack the maturity to compete globally. 
Capacity building activities for smes to strengthen their management and technical 

21 itida strategy document
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capabilities will help equip them to compete more effectively in the regional and 
international markets;

zz there is a clear lack of it associations and clusters. strengthening associations and 
encouraging clusters is therefore necessary;

zz the general business environment needs to be improved through faster and more 
efficient Government service delivery, lower taxes for start ups and the enforcement of 
stronger anti‑piracy regulations.
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B ...the.role.of.SMes.in.the.Global.Value.Chain.in.the.information.
and.communication.technology.sector.in.Viet.Nam22

1.	 Introduction

this chapter examines the role of vietnamese small and medium‑sized enterprises (smes) in 
the Global value Chain (GvC) of iBm. the importance of tnCs in today’s global economy is linked 
to their strengths in a range of knowledge‑based assets, such as management and intellectual 
property, which allow them to take advantage of profitable opportunities in foreign markets by setting 
up subsidiaries and affiliates.

affiliates under foreign control not only serve local markets, but have also become essential 
links in GvCs as they serve neighboring markets and provide inputs for other affiliates in the tnC’s 
network. Cross‑border trade between tnCs and their affiliates, often referred to as intra‑firm trade, 
accounts for one third of world exports (UnCtad, 2007).the development of GvCs also offers new 
opportunities to smes, although they also face important entry challenges in management, finance 
and the ability to upgrade and protect in‑house technology. as suppliers, smes are often given more 
responsibilities in the value chain and more complex tasks than in the past. this places them under 
increasing pressure to merge with other firms in order to achieve the critical mass required to support 
r&d, training of personnel, control over firms at lower levels of the chain, and to meet product and 
process quality standards.

in an attempt to identify policies and programmes to enhance the roles of the smes in the 
GvC, this case study details the relationship between iBm and its business partners, which are 
vietnamese smes. various interviews both with iBm viet nam and with the Ceos of the local smes 
were conducted to obtain information on the day‑to‑day interactions between iBm and their sme 
partners. the case study identifies how the presence of iBm in viet nam enhances the role of these 
smes in the GvC. the GvC is influenced by management techniques and procedures, the individual 
characteristics of smes, its relation to the large enterprise, the local environment and policy support.

the following section focuses on the iCt market in viet nam, in order to give a basic understanding 
of the environment in which iBm viet nam and the local smes operate. the subsequent section 
examines the operations of iBm in viet nam as well as worldwide, how they see the GvC, their 
strategy and how they position themselves so as to best reap the benefits of globalization. the 
subsequent sections analyze the responses of smes, how they managed to build up a competitive 
advantage which enabled them to compete successfully in globalizing markets, given the presence 
of iBm in the vietnamese market. this serves to identify policies and give recommendations on the 
support needed to enhance the role of smes in the Global value Chain of iBm. 

2.	 Viet	Nam’s	ICT	industry	outlook

viet nam is among the few countries in the region which has an explicit policy for promoting 
its iCt, especially the software industry. software technology parks have been set up in Ho Chi 
minh City, da nang and Hanoi to attract investment in software development and outsourcing. the 
international data Group (idG) estimates that the iCt industry as a whole (software and hardware) 
has recorded a global annual growth rate of 25 percent. software growth rate was 41.4 percent while 
hardware was 15.6 percent with a total market value of $828 billion in 2005. a new vietnamese iCt 
strategy has set a target for 2010 of $1 billion in revenues for the software industry alone.

By 2004, the ministry of post and telematics (mpt)23 estimated that of the 2,500 companies 
registered to operate software businesses only 600 were in operation. these firms employed 12,000 
engineers – a large improvement over the 2,000 employed in 1996. mpt estimated that of these 600 
software companies, 37 percent employed less than 20 people and a further 39 percent employed 
between 20 to 50 employees.

22 this paper was contributed by Bui viet Cuong, tradepoint Hanoi viet nam.
23 mpt was established in november 2002 in order to further promote iCt Use and development in viet nam.
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Figure.1 ..No ..of.engineers.employed.in.software.industry
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the software and it industries in viet nam are in their infancy, but they are dynamic and 
experiencing rapid growth. the movement of software and related industries away from traditional 
producers and towards emerging markets presents excellent opportunities for viet nam to develop 
its iCt sector. viet nam has an affordable, high‑quality labour force, a low investment risk, as well as 
close proximity to China and india.

starting from very low levels, iCt usage in viet nam has developed impressively over the last 
several years. liberalization has triggered these developments as people seek to benefit from it 
and in response to the challenges it poses. viet nam’s telecom sector has experienced the fastest 
growth rate in the world, with the number of users and consumers and the penetration rate increasing 
sharply due to the high demand for telecom services, strong support by the Government and large 
investment.

table.1 ..the.telecom.sector.in.Viet.Nam.2005

Viet.Nam.2005 Asia.2005 World.2005

telephones/100 people 29.42 37.39 49.45

Cell phones/100 people 10.68 22.24 31.90

fixed telephones/100 people 18.73 15.76 19.84

average growth rate of fixed 
telephones in 2000‑2005 (%)

44.1% 11.9% 5.3%

Source: international telecommunication Union (itU), 2006.

the participation of the private sector, both foreign and domestic, in iCt is limited. the only 
form of commercial presence of foreign investors is through Business Cooperation Contracts (BCC)24 
while domestic investment is not permitted. liberalization has proceeded slowly. the reduction in 
the market share of the dominant enterprise from 100 percent to 95 percent has taken more than 10 
years. Competition is not high with only half of surveyed telecom firms finding competitive pressure 
significant.

the dominant firm still holds a monopoly position operating the strategic infrastructure, a major 
part of the backbone network, including fixed international and domestic long distance lines and 
international gateways, mobile international stations and gateways. more importantly, it has nearly total 
control of the local loop within the country.

24 BCC is a contractual arrangement between the foreign and vietnamese party and no separate legal entity is created. it is considered the most 
flexible arrangement in some respects but has other limitations with respect to the other investment types. 
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infrastructure is reasonably well developed, comprising a digitalized network, satellite and fiber 
optic cables that allow fast international connections. most telecom services are available, but only 
some are used extensively, due to high prices and the lack of knowledge amongst the public. viet 
nam has the advantage of a late comer in introducing new technology. in 2006, the total export 
revenues of software and services was about $70 million (an increase of 55.5 percent with respect to 
2005), which included a remarkable contribution by the digital content industry. the software industry 
has itself about 720 enterprises with 25,000 workers. 

the hardware industry (computer hardware industry, electronic home‑appliances industry, 
and telecommunication equipment industry) reached an average annual growth rate of 20 percent 
to 30 percent. such results can be attributed to new laws such as the law on information and 
Communication technology approved the 22nd of June 2006 by the parliament. this law together 
with the law on e‑transactions and a number of other decrees promoted such growth. 

in addition, a series of state projects has been initiated and submitted to the Government for 
approval: e‑industry development, software industry development, digital industry development that 
created a consistent legal framework, which facilitates vietnamese iCt development. 

3.	 IBM	and	its	Global	Value	Chain	in	Viet	Nam

 iBm is a world leader in it with almost a century of professional experience. the company had 
a total asset of $103.2 billion, operated in 160 countries and had almost 360,000 employees in 2006. 

2006 was a strong year for iBm. reported revenues were $91.4 billion, up 4 percent, excluding 
pCs, from 2005 results. iBm’s gross profit margin rose for the third consecutive year — to 41.9 percent, 
an increase of 1.8 points in 2006, up more than five points since 2003. pretax income margin rose to 
14.6 percent, an increase of 1.2 points. Both margins are at their highest levels in the past 10 years. 
these margins were achieved primarily by restructuring the business to higher‑value segments and 
by achieving efficiency through global integration.

iBm operated in viet nam from 1938 to 1975. the company returned to viet nam in 1996 and 
founded iBm viet nam. in recent years, iBm viet nam grew at an annual rate of 30 percent, higher 
than the average level of the iCt market in viet nam. 

While the growth of iBm viet nam is high, most of its activities remain concentrated in the 
hardware market, namely selling pCs and servers. the strength of the global company, which lies in 
innovation and in offering customers integrated business solutions, has not yet been fully developed 
in viet nam. iBm viet nam can still exploit the advantages of the viet nam’s economy which are:

zz young, dynamic, hardworking workforce: 60 percent of population (about 85 million) is under 
30;

zz comparatively cheap it workforce in comparison with other countries;

zz surplus in the labor market; and

zz a stable political system and incentives to promote iCt.

table.2 ..Age,.literacy.and.education.in.Asian.countries

Average.Age.(years.old) Average.Literacy.Rate
Average.Years.of.

education

Cambodia 20 69% 9

China 32 91% 10

indonesia 26 88% 11

laos 19 66% 9

thailand 31 93% 12

viet nam 26 90% 11

Source : runckle & associates, inc.
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the companies interviewed for this case study are leaders in viet nam’s iCt sector. all of the 
companies interviewed are smes both in terms of turnover and number of employees. Becoming iBm 
partners gave these companies a certain level of prestige. it signals that they are trusted suppliers 
in the products and services they provide. the relationships between these companies and iBm are 
global and not limited to the vietnamese market. all the companies interviewed either had already 
entered international markets, mostly in the east asia region or planned to do so and viewed the 
relationship with iBm as an important step or a necessary preparation to help them succeed. the 
relationship with iBm also helps the companies to provide quality services.

all the companies have been part of the iBm global sourcing system for less than ten years. the 
strength of iBm in viet nam lies in its superior hardware and not in its integrated business solutions 
which is its competitive advantage elsewhere. thus, the smes are part of the iBm GvC in hardware, 
most often in servers and to a certain extent for the lotus pCs.

table.3 ..overview.of.SMes.interviewed

no. Companies staff turnover/year ($) products Categories

1 fss >500 7.69 mil software solutions

2 CmCsoft >200 1.5 mil software solutions

3 fps >200 100 mil Hardware distributor/reseller

4 Hong Co <100 >5 mil Hardware distributor/reseller

5 Cftd <100 >5 mil Hardware distributor/reseller

6 tinh van Group >250 >2.5 mil software solutions Hardware 
distributor/reseller

7 roda it solution&services <50 <1 mil Hardware distributor/reseller 
software distributor/reseller

fpt software solutions Co., ltd. (fss) is a leading software provider in viet nam. fss also 
makes continuous efforts to penetrate the regional markets. the company provides a wide range of 
software solutions and services for banking, finance, enterprises, telecommunications, government, 
health insurance and petroleum. the company provides services in the form of packaged software as 
well as tailored‑made software or software consulting which is an important competitive advantage. 
fpt/fss officially established a relationship with iBm in 1992 in the field of computers, technical 
support and system warranty. fss is recognized as for its application development and as a value‑
added service provider for iBm Websphere, iBm mQ series, and iBm lotus notes in viet nam.

CmC is one of the most prestigious providers of high quality solutions and it products in viet 
nam. CmCsoft is an authorized system integrator and service provider for Hewlett packard, iBm, 
Cisco, microsoft, oracle etc. CmC is a provider of integrated standard solution models in many fields 
such as finance, banking, insurance, and telecommunications. one of its specialties is the digital 
library solution which is built and developed by CmC in order to satisfy the need of it applications 
in modernizing library systems. the company provides consultancy, design and implementation 
services of highly‑secure systems and assures the continuous performance of the systems with 
the combination of solutions and products of leading it corporations. CmC is an authorized iBm 
Corporate reseller and in 2000, it was chosen by iBm to be its solution provider – pseries.

Hong Co informatics & trading Co., ltd. is a provider of it consulting services for hardware, 
software, system solutions, as well as analyzing, programming and applying software. 

tinh van Group is one of the leading players in developing and supplying it products and 
services for almost ten years in the domestic market. the company is a provider of software solutions, 
erp consultancy and implementation, it consultancy, software outsourcing, content management 
technology, e‑commerce and online services, advertising service based on communications and 
telecommunications. tinh van is a recognized iBm software Business partner and an agent of iBm in 
providing servers. the company is a provider of iBm high quality products, technology solutions and 
equipment. technical staff of tinh van work closely with iBm viet nam.
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 digiland is a major distributor of it products and provider of it services in viet nam. its major 
vendor partners ‑ iBm, lenovo, Hewlett packard, Western digital, dlink, liebert are leading global 
brands for which digiland distributes pCs, notebooks, servers, printers, peripherals, hard disk drives, 
enterprise storage, Ups, motherboards, wireless network, and components. digiland has a full range 
of e‑service solutions for smes, designed to manage business efficiently in the age of e‑commerce. 
in 2000 digiland became a distributor for all kinds of iBm psG products. 

Cftd is a large‑scale company specializing in trading high‑tech equipment as well as the r & d 
of high technology products; the distribution of it products; and the provision of informatics services 
and solutions, outsourcing services, and cash management solutions for banking sector. Cftd is a 
provider of iBm hardware, mainly servers, including the iBm p590, one of the most powerful servers 
in the world.

roda Co., ltd., is an it service company founded and run by a group of it engineers with 
ten years of experience. the company is a provider of computer hardware, software, solutions and 
services to enterprises and organizations. roda’s business philosophy is to help the customer do 
more with less. roda became an iBm business partner in 2006.

4.	 Awareness	and	understanding	of	the	Global	Value	Chain

the main objectives of any company are profits, growth and reduced costs. according to the 
2005 value Chain Benchmarking study conducted by the iBm institute for Business value, iBm 
leaders must strive to attain supply chain effectiveness which is more than just low cost. revenue 
growth and profitability are best achieved by creating an integrated value chain with the ability to 
influence demand and respond to supply chain shifts with innovative products and services.

during the interviews with iBm and iBm partners, they stated that they are progressing toward 
the vision of an on demand, customer‑driven supply chain – one that is integrated end‑to‑end across 
the business and with key customers, partners, suppliers and service providers. the GvC for iBm 
and the partner companies in viet nam is best described below: 

Figure.2 ..IBM’s.GVC
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the perfect product launch: product introduction and lifecycle management;

zz synchronizing supply, conditioning demand: customer‑driven planning;

zz Global buying power through strategic sourcing: dynamics of global sourcing;

zz logistics excellence for superior customer satisfaction: perfect order attainment (Butner, 
2005).

in order to bring the companies into its GvC, iBm has a special programme called iBm 
partnerWorld. the programme is described below.
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Figure.3 ..Pyramid.for.IBM.PartnerWorld
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iBm partnerWorld is the iBm business partner programme designed to help smes succeed in 
the marketplace and strengthen their relationship with iBm. iBm partnerWorld is a comprehensive 
marketing and upgrading programme providing a vast array of benefits for all iBm business partners 
(Butner, 2005). smes qualify for one of three benefit levels according to their level of investment: 
member, advanced and premier.

Member.level: requires minimal commitment from business partners which includes completing 
an online registration form and accepting the partnerWorld agreement. in return, iBm provides 
support covering a broad portfolio of iBm products and technologies. there is no charge to become 
a member of partnerWorld.

Advanced. level: business partners have committed to maintaining a prosperous business 
relationship with iBm and are recognized and rewarded for that commitment. if the company has a 
qualified labour force, revenue achievements, or has successfully implemented iBm‑based solutions 
at a customer site, iBm delivers an enhanced level of benefits to the company in marketing, sales 
support, technical upgrading and skill development at no charge.

Premier.level: membership is for business partners who make a very significant investment in 
iBm products and technologies through a combination of:

zz certifications;

zz solutions;

zz revenue achievement;

zz high customer satisfaction;

zz joint marketing plans.

the larger companies, fss, fps, are aware of the GvC while smaller companies do not have an 
extensive knowledge of the term but, nevertheless, they make full use of their participation in the GvC 
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in practical ways. these companies fully exploit the advantages that participation in the GvC brings. 
the companies benefit from the prestige of the iBm brand. in viet nam’s iCt market to be chosen 
as a partner by tnCs such as iBm, microsoft, and Hewlett packard, confers on the companies the 
reputation of being trustworthy.

5.	 Cooperation	and	types	of	linkages	in	Global	Value	Chain

Becoming an iBm partner in the iBm partnerWorld gives the smes the resources needed to 
begin building and selling iBm‑based solutions and products to better meet their clients’ needs. 
partnerWorld offers participating smes a wide range of sales and marketing tools, skill‑building 
courses, technical support and collaborative opportunities to support business. member smes can 
better innovate, grow their businesses and enjoy increased profits. iBm business partners actively 
participate with iBm in joint planning and the development of a mutually strong relationship to achieve 
success. iBm, in turn, provides the highest level of marketing, sales and technical support.

Figure.4:.PartnerWorld.programme.benefits
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zz marketing ‑ access trend data, build plans, and generate demand;

zz selling ‑ create proposals, publicize success;

zz technical ‑ access tools for product development and support;

zz training ‑ access certifications, webcasts, workshops, and discounts;

zz Collaboration ‑ access forums, network with other business partners and iBm.

participation in the GvC helps the companies as well as iBm to attain the common goals of any 
well‑functioning enterprise:

zz coordinating business functions across the supply chain;

zz developing mutually beneficial ways to strengthen supply chain relationships;

zz synchronizing supply and demand through planning and forecasting;

zz managing supply chain cycles;

zz developing variable cost structures;

zz sharing risks with partners; and 

zz using real‑time information to create responsive, customer‑driven processes (Butner, 2005).

as iBm’s partner these companies not only receive support in marketing, sales, and technical 
areas but also are recognized as successful and prestigious companies. the sme partners also get 
the experience of dealing with a tnC which will help them learn or adopt their managerial style, the 
environment and the culture of a big company. the Ceo of these smes agree that this helps them 
to be prepared and to be more confident when they expand their businesses abroad. participation in 
the iBm’s global sourcing system also offers companies the opportunities for their technical staff to 
work closely with the iBm technical staff worldwide as in case of tinh van Group. this has a positive 
impact on technology transfers and spillovers not only for the particular company but also for the 
whole vietnamese iCt market. the company and the vietnamese market gain access to the latest 
innovations of iBm.

Being a partner of iBm also means that the smes need to comply with high product and 
process standards. the smes are introduced to a new, more professional way of offering products 
and services, including after sales services.
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6.	 The	relevance	of	technological	skills,	standards	
and	intellectual	property	rights

most vietnamese software companies are small‑sized enterprises. there are only a few medium‑
sized enterprises in the software industry. among viet nam’s software companies, there are about 
15 companies that have won the quality certificate iso‑9000, and there is only one that has won the 
highest quality rating of Capability maturity model (Cmm) – level 51. two others have won Cmm‑4, 
and around 20 software companies are now striving to apply for Cmm‑3 or Cmm‑4. the ministry of 
post & telematics (mpt), together with the viet nam software association (vinasa), has taken steps 
to increase quality standards for the industry.

However, intellectual property rights protection and enforcement are still weak. vietnamese 
software enterprises have great difficulties in entering the international market. in viet nam, there 
is an incipient export‑oriented software sector. its growth prospects are currently compromised by 
factors such as limited knowledge of english and widespread software piracy. in viet nam, it is a 
challenge to actually acquire legal software. for export‑oriented software companies, this creates a 
serious problem. Being a partner of iBm means that the smes need to comply with the high quality 
standard of the services iBm offers. 

in past years, the universities in viet nam have concentrated on training software specialists for 
information technology. the vietnamese Government has also invested heavily in training software 
engineers in seven main faculties at different universities. in addition, many other universities and 
institutes have participated in training information technology students. Currently, there are about 100 
organizations, including universities, colleges, institutes and information technology centres that have 
trained it students. Based on the statistical figures, it has been estimated that there are about 3500‑
4000 it students graduating every year from universities, institutes and others. these include the 
numbers of students that it companies trained themselves. 

nevertheless, one question emerging is how to balance the increasing quantity and quality 
of the trained persons. many experts in information technology have believed that universities and 
training centres could satisfy the demands for the quantity of it engineers and university graduates. 
However, there are a number of it graduates who need to be retrained in order to meet the general 
requirements of software companies. viet nam students are as intelligent, diligent and able to design 
software as well as indian students, but they lack experience and are timid in their work. their 
knowledge of english is inadequate. these are the challenges faced by the country.

7.	 Policy	initiatives	and	recommendations

the local vietnamese it sector has received strong support from the Government through tax 
incentives aimed at encouraging investment. fiscal incentives include income tax exemptions and 
preferential tax for iCt workers as well as a vat and import/export tax grace periods for companies. 
in addition, there are a number of Government‑supported iCt and software parks in place, under 
construction, or being planned (in and around both Hanoi and Ho Chi minh City). the focus on 
software is in part based on the competitive advantage of viet nam because of low land costs, a 
highly capable work force, and relatively low wages.

But there is still a low level of commitment to iCt, outside of policy initiatives, by the vietnamese 
Government. ipr protection is a major concern of firms and is slowing domestic software development 
significantly. to foster and support the iCt development in viet nam, several policy measures could 
be considered:

zz innovation policies to increase the level of knowledge and technology embodied in 
production and exports;

zz policies to upgrade the human resource base to the need for more highly skilled workers or 
a different mix of skills; implementation of iCt training has been slow and is failing to keep 
up with demand;
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zz policies to foster entrepreneurship, new firms and innovation and technology to boost new 
areas of economic activity;

zz Cluster policies to capitalize on local and regional strengths that are important assets for 
economic development;

zz policies to enhance viet nam as an attractive destination for foreign direct investment to 
foster new areas of economic activity;

zz intellectual property rights protection which strikes an appropriate balance between the 
diffusion of technology and provision of incentives for innovation.
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6 /  Case studies in the cinema and 
audiovisual sector

A ...Domestic.SMes.in.the.television.Global.Value.
Chain:.the.case.of.Caracol.in.Colombia25

1.	 Introduction

over the last 10 years Colombia has witnessed the introduction of several private national and 
regional tv channels, the beginning of the cable/satellite tv and the arrival of several transnational 
advertising agencies26. Combined with an increased demand for animated tv entertainment and a 
technologically sophisticated advertising industry, the first 3d‑animation producers in Colombia were 
propelled into what today can be considered one of the fastest growing industries in the world.

Colombia’s 3d‑animation market might be unknown to the outsider, but not so Colombia’s 
image as the world’s third largest producer of tv serials, known as “telenovelas”. the industry is 
booming and the demand for 3d‑animations growing. the ever‑increasing Hispanic population in 
the United states and the penetration of major United states‑based tv channels and networks (tv‑
Cns) into latin‑america, opened up new business opportunities, not only for Colombia’s flourishing 
3d‑animation market, but also for its main rivals in argentina.

Consequently, a new market was created within national borders and linkages to international 
tv‑Cns established, mainly driven by cost‑oriented offshore‑outsourcing motives of the transnational 
corporations (tnCs) in the international entertainment industry.

this case study provides some insights from a number of interviews conducted with several 
actors in the Colombian 3d‑animation value chain, mainly those located in the cities of Bogota 
and medellin. the paper begins with a brief overview of the Colombian television, tv commercial 
and 3d‑animation market, followed by some information on the firms. the remainder of the paper 
analyzes the responses of the firms to the questionnaire developed to examine their role in GvCs. 
some tentative conclusions are drawn in the final section.

2.	 Colombian	television,	TV	commercial	and	
3D-animation	market	in	context

the animation industry is one of the fastest growing industries worldwide. the growth is 
supported by the rapid advancement of technology and characterized by a growing demand for 
animated entertainment with the increased penetration of cable/satellite tv and the internet in many 
countries. the major markets include Canada, france, Germany, Japan, the United Kingdom and the 
United states. the big entertainment studios such as Walt disney, Warner Brothers, Cartoon network 
and HBo increasingly outsource animation production to asia and latin america, due to their much 
lower labour costs for competitive quality products ‑ compared to north america and europe, where 
the production costs are much higher (digital vector, 2006).

animation27 is primarily used as a tool in creating entertainment characters for movies and 
television, but also for the production of commercials, video clips, computer games, architectural and 
industrial design, medical demonstrations, and teaching aids. in Colombia, most 3d‑animations are 

25 this paper was contributed by sascha furst, international Business department, eafit University, medellin, Colombia.
26 the term television channel generally refers to either a television station or its cable/satellite counterpart. a television network describes a group of 
geographically‑distributed television stations that share affiliation/ownership and some or all of their programming with one another.
27 animation is defined as the process of giving the illusion of movement or life to cinematographic drawings, models or inanimate objects. this is 
achieved with sets of drawings photographed in sequence on successive motion picture frames or images generated by computer software (Wiki‑
pedia, 2007).
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used for tv commercials, followed by an increased demand for tv show/serial promotions, tv show/
serial identity packages and tv channel branding.

as tv ratings show, the Colombian television market is clearly dominated by two national private 
tv channels, rCn and Caracol (m2m marketing to marketing, 2007). privatization of the Colombian 
tv market began in 1992 and in 1998, rCn and Caracol officially started to operate as independent 
private tv channels. Both channels are owned by the country’s biggest business groups ‑ rCn 
belongs to the ardila lülle Group and Caracol to the santo domingo Group (Ciberamerica, 2007).

Colombian tv ratings are headed by the so called “telenovelas”28 as the most popular television 
serials in the country. after mexico and Brazil, Colombia is the third largest producer of telenovelas, 
including producers such as rCn, Caracol, teleset, telecolombia and rti Colombia. telenovelas are 
not only immensely popular in Hispanic america, Brazil, portugal, spain and in Hispanic communities 
in the United states, but also have a wide following in China, eastern europe, france, indonesia, 
israel, Japan, malaysia, the philippines, the republic of Korea, the russian federation and singapore 
(Wikipedia, 2007).

Both tv channels are increasingly engaged in international alliances for production and 
distribution. Caracol, for instance, signed a co‑production agreement with telemundo network Group 
in the United states (owned by nBC) and a production agreement with Buena vista international 
(owned by Walt disney television international). the export of film production, especially telenovelas, 
represents around 10 percent of revenues generated by both tv channels and there are plans for 
further penetration into international markets.29

according to the market research institute iBope Colombia (2007), most advertising investments 
are spent on tv commercials (53 percent), followed by radio (26 percent) and print media (21 percent). 
the advertising industry in Colombia is clearly dominated by subsidiaries of transnational advertising 
agencies that either fully‑own their local subsidiary or are in an alliance with a local partner. the 
market is controlled by the following companies (in order of expected income for January 2007): 
sancho/BBdo, toro fischer, ddB Colombia, lowe, leo Burnett, ogilvy, J Walther thompson, Young 
& rubicam, mcCann‑erickson and Grey (iBope, 2007). these companies manage both national 
and international accounts for advertising purposes in Colombia. However, some firms also manage 
international accounts for international markets, which means, that for instance, tv commercials are 
produced in Colombia and delivered for transmission in markets such as the Caribbean, Central‑ and 
south america.

there are several institutions in Colombia that offer educational programmes related to film 
production. the higher education sector is dominated by undergraduate programmes in social 
communications that includes the study of broadcasting, journalism, telecommunication, publicity, 
television, radio and public relations. this is followed by undergraduate programmes in movie and film 
production, and different courses and seminars on a continuing education level. the vast number of 
programmes is offered in the country’s capital Bogota (proimagenes, 2007).

3d‑animation training is still scarce in the country. some universities incorporate 3d‑animation 
content into their curricula, especially for programmes in graphic design, or offer specific courses 
for continuing education. there are also some special 3d‑animation training providers in the market, 
mainly in Bogota. the national University of Colombia recently offered the first post‑graduate 
programme in animation in the country. all in all, and compared to the educational offer of countries 
such as Canada where around 80 institutions provide courses related to 3d graphics and animation, 
Colombia is still in its infancy, but showing a trend towards an increased offer of 3d‑animation training 
(3dlinks, 2007).

28 telenovela is the term used to describe limited‑run television serials and is derived from the terms tele, short for television, and novela (“novel”). 
telenovelas are essentially soap operas in miniseries format, with an origin in spanish and portuguese broadcasting. While most english‑language 
soap operas can potentially continue indefinitely, almost all telenovelas run for a predetermined duration. they usually feature a fictional romantic 
melodrama, air five or six days a week, and run for an average of 120 episodes.
29 information obtained from interviews.
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according to the national movie and television industry directory, there are 23 3d‑animation 
producers in Colombia. eight of them already have a presence in international markets, such as 
Canada, panama, the Bolivarian republic of venezuela and the United states. General digital 
animation producers outnumber 3d‑animation producers. these firms specialize in general graphic 
animation, including 2d‑animations. table 1 gives an overview of the number of key players in the 
3d‑animation value chain in Colombia, which will be further described in the following section.

table.1:.Numbers.on.key.players.in.the.3D-animation.value.chain.in.Colombia

Animation.firms.(including.freelance)

3d‑animation producers 23

3d‑animation producers with presence in international markets 8

digital animation producers (not necessarily specialized in 3d‑animations) 34

total (without international offices) 57

Film.producers

General film producers 20

documentary film producers 18

total 38

Production.and.post-production.firms

production and postproduction firms for tv commercials 79

Advertising.agencies

advertising agencies 68

Source: s.o.s. manual de Cine & televisión de Colombia, 2007.

3.	 Value	mapping	for	3D-animations	in	Colombia

the following section illustrates the relation between the different actors in the 3d‑animation 
value chain in Colombia. as mentioned above, the focal point of the study is 3d‑animation producers 
that enter in different relationships with a diverse set of clients, both nationally and internationally.

according to figure 2, 3d‑animation producers enter into six different relationships with clients 
and four with suppliers. such relationships do not only occur within national borders, but also span 
several geographical regions, such as asia, the Caribbean, Central and south america and north 
america.

on the supply side, 3d‑animation producers outsource mainly audio production, such as voice, 
music, composition, and in some cases, graphic design. Complete production of 3d‑animations is 
also occasionally outsourced to other companies within Colombia and in some cases to countries, 
such as Brazil and China.

on the client side, 3d‑animation producers enter in direct relationship with:

1. national firms that specialize in the post‑production of tv commercials;

2. transnational advertising agencies located in Colombia;

3. transnational advertising agencies located abroad;

4. international tv‑Cns, mainly located in the United states and Canada;

5. national tv channels; and

6. national film producers.

accordingly, 3d‑animation producers might act as first‑ or second‑tier suppliers in the value chain; 
as first‑tier suppliers in the case of advertising agencies, advertising agencies abroad, international 
tv‑Cns, national tv channels, and as second‑tier suppliers in the case of post‑production firms and 
national film producers.
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.Figure.1:.Value.mapping.for.3D-animations.in.Colombia
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4.	 Fieldwork	methodology	and	overview	of	participating	firms

this section provides an examination of the material gathered through interviews with selected 
3d‑animation producers, post‑production firms for tv commercials, advertising agencies, film 
producers and national tv channels. the section begins with the fieldwork methodology, followed 
by an overview of the firms participating in the research process, and concluded by the results of 
the interviews. the national industry directory for cinema and television “s.o.s. manual de Cine & 
televisión de Colombia” was used for firm identification and sample construction. firm selection was 
dependent, for the most part, on those that met basic criteria in terms of:

zz participation in the creation, supplying and/or usage of 3d‑animations;

zz were located in Colombia’s capital Bogota and/or the city of medellin; and

zz were also willing to make a senior manager available for an interview.

the interviews were guided by a semi‑structured questionnaire conducted in person and 
supplemented, where necessary, by some further discussions via email and telephone. at the 
request of the participating firms, their names and identities have not been used in this paper. table 
2 presents a summary of some of the descriptive traits of the participating firms.

the firms selected for participation in the research project include different actors at different 
levels in the value chain: two national tv channels, two national film producers, three transnational 
advertising agencies located in Colombia, four post‑production firms specialized in tv commercials 
and five 3d‑animation producers.
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5.	 Awareness	and	understanding	of	the	Global	Value	Chain

most companies interviewed were not familiar with the concept of a value chain and less with a 
GvC, but clearly were aware of the immediate supplier‑producer relationship.

Both tv channels have their own in‑house production for 3d‑animations. 3d‑animations are 
used for tv shows/serials, identity packages and promotion, and tv channel branding. However, 
on many occasions, 3d‑animation production is outsourced, either if in‑house production capacity 
is insufficient or if outside providers possess more specialized technological equipment for specific 
productions. in the case of film producers, 3d‑animation production is completely outsourced, either 
to specialized firms or to individuals working freelance. in the case of advertising agencies, these 
firms outsource all tv commercial production and 3d‑animations are included in the post‑production 
process. only in one case, the advertising agency uses its own in‑house division for the creation 
of 3d‑animated commercials. all post‑production firms have their own in‑house production for 
3d‑animations; outsourcing is used occasionally if capacity limits are reached or for specific projects 
where more specialised technological equipment is needed. 3d‑animation producers on their side, 
outsource mainly audio production, such as voice, music, composition and in some cases graphic 
design. outsourcing partners, in many cases freelance, are mainly located in the same city, but in 
some cases also abroad, in countries such as Brazil and China.

one film producer is actively involved in the production and supply of documentary films for 
a major United states tv channel. Becoming a supplier to such a channel is not an easy task as 
competition is tough, especially from countries like argentina, Brazil and mexico. according to the 
company’s general manager, despite such a competitive situation and high‑entry barriers to become 
a supplier to this channel, one can find competitors of all different sizes, ranging from smes to big 
firms. the value added can be regarded as very high for documentary film production, as the client in 
many cases only provides the initial idea: the company takes care of all the intermediate steps, from 
the script to the production, from the filming to the editing, thus creating the entire product.

the competitive situation is equally tough for advertising agencies, with a major concentration 
in the country’s capital Bogota. it is interesting to note that in some cases Colombia serves as a so 
called “Creative Hub” for some transnational advertising agencies, which means that most creative 
work is designed and produced in Colombia for major transnational firm located in the Caribbean, 
Central‑ and south america.

almost all post‑production firms are located in Bogota and are more or less of equal size. 
Company officials stated that competition is high. nevertheless, there exists a friendly relationship 
among them and bi‑weekly meetings favour the exchange of information regarding industry news. 
these regular meetings among post‑production firm managers can be considered as unique in the 
sector as no other actors in the value chain cooperate in a similar way. the degree of transformation 
of tv commercials is very high according to all participants (between 70 to 90 percent, taking into 
consideration that the advertising agency normally participates with the story‑line, the story‑board 
and/or the brief30 in the tv commercial creation process).

most 3d‑animation firms are located in Bogota. all participants from these firms considered the 
competitive situation as high and firm size can range from the individual freelancer to bigger medium‑
sized companies. the value added can be described as intermediate to high, depending on the type 
of project.

all interviewed companies confirmed the increased importance and demand for 3d‑animations 
in television productions. this is not only the case in international markets but also within Colombia. 
although, many companies still consider the international markets, especially Canada and the United 
states, more attractive for animated products because of their high demand, better margins and 
Colombia’s price competitiveness compared to local suppliers in these markets.

30 a story‑line refers to the textual description of a narrative ‑ the story. the story‑board are graphic organizers such as a series of illustrations or 
images displayed in sequence for the purpose of pre‑visualizing a motion graphic or interactive media sequence (Wikipedia 2007). a brief however 
gives detailed instructions to the creator about the design of the animation.
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6.	 Cooperation	within	the	Global	Value	Chain

3d‑animation firms seem so far relatively independent from their clients. only in two out of five 
cases, the company depends on a major client. in one case, a United states‑based cable tv network 
and in the other case another Colombian 3d‑animation firm.31 in the case of film producers, one firm 
directly depends in terms of revenue on a major United states‑based tv channel. in general, it can 
be observed that such industry production is outsourced based on specific projects and contracts 
assigned for a specific piece of production. long‑term contracts do not exist. although, most firms 
express a high level of independence from their clients, many companies wish to establish or to 
increase their existing relationship with a specific client looking for a more long‑term relationship that 
provides them with a more stable client base and revenue flow.

3d‑animation firms are fully independent regarding their choice of own suppliers and production 
processes applied. only in one case, a major United states‑based tv channel recommended the 
use of a supplier based in Brazil, but rather as a recommendation than an obligation.

the level of interaction between client and 3d‑animation producer varies according to the type 
of client. in general, it can be observed that 3d‑animations for tv production show a higher level 
of freedom for creativity than for tv commercials. in the case of advertising agencies and post‑
production firms for tv commercials, the company submits the story‑line, story‑board or brief, 
whereas in the case of tv production, the 3d‑animation producer only receives the initial idea and 
needs to add value based on his own creativity. due to such limitations in the creative process, many 
3d‑animation producers prefer working with tv‑Cn or film producers than with advertising agencies 
or post‑production firms for tv commercials.

for many 3d‑animation producers and also, in one case, for a film producer, it makes a 
difference whether they work with a national or an international client. international clients are in all 
cases more demanding regarding quality, especially in the case of international tv‑Cn. interestingly, 
in such cases, spillover effects occur through constant feedback from the client side on how to 
improve certain creative work and/or animation design processes. in one case, the Colombian film 
producer also participated in a workshop offered by a United states‑based tv channel on topics like 
quality control and proposal presentation. However, such direct training from the client side can be 
considered as exceptional based on the observed cases.

a form of due diligence applies in some cases for the selection of suppliers for the national tv 
channels and advertising agencies. in these cases, the client personally visits potential suppliers to 
inspect the level and standard of technology employed and to check the human resource base.

relationships between suppliers and clients also depend on the type of client. in the case of 
postproduction firms for tv commercials, film producers and tv‑Cn, relationships are based on 
trust and even sometimes on friendships, which favour a more long‑term oriented business relation. 
advertising agencies, however, do not stick to a preferred supplier. Contracts for a specific creative 
work are assigned based on tenders where usually the supplier with the lowest price‑offer wins. 
accordingly, this adds to the negative image that most 3d‑animation producers held regarding 
advertising agencies as clients.

apart from the price, trust is an important factor for supplier selection and is based on the two 
factors of quality and delivery time. price, however, is more important for national than international 
clients, as two survey participants confirmed. if the supplier is already known by the client, the most 
common practice for contract negotiation is email and/or telephone.

suppliers that enjoy a trustful relationship with their clients are also favoured in terms of contracts, 
many new projects are offered from the client side and passed on to their suppliers. in such cases, 
the 3d‑animation producer takes a reactive position rather than a proactive position regarding new 
contract acquisitions.

31 in this case the supplier directly depends on its client. the client rents office space at an economic rate to its supplier, reserving itself the right of 
exclusivity for some projects. Both companies are 3d‑animation producers.
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suppliers frequently mentioned the importance of image that a relation with a major national 
or international client brings. Being a supplier of one of the two major national tv channels, a big 
transnational advertising agency and/or an international tv‑Cn has a positive impact on the supplier’s 
image and facilitates future business opportunities.32

7.	 Dynamics	of	cooperation,	intellectual	property,	
assets	and	competencies

the majority of firms interviewed do not belong to any industry association. However, there are 
currently two initiatives to establish industry associations for tv film producers and post production 
firms. according to many participants, the absence of such associations in the country often has the 
negative effect in that no industry standards and regulations exist (i.e. price regulations), which often 
causes a lack of transparency in business practices.

in general terms, cooperation between firms is limited ‑ no one wants to cooperate and some 
even consider that association with competitors is something that culturally won’t work in the country. 
However, at a closer look, some survey participants could think about cooperation in terms of better 
promoting and positioning the industry abroad.

despite all these comments, some form of cluster development can be observed. on the one 
hand, based on inter‑firm cooperation and on the other hand, based on geographic proximity. the 
following cases occur:

zz two post‑production firms for tv commercials share one major international account for 
advertising production in latin‑america;

zz one 3d‑animation producer sub‑rents office space to two of its suppliers in the same 
building;

zz in some cases, film producers and postproduction firms rent technical equipment to each 
other;

zz in many cases, if one firm reaches capacity limits, it outsources certain 3d‑animation 
production to competitors.

the majority of firms interviewed are located in the country’s capital Bogota, which is also 
Colombia’s biggest and economically most active city, followed by the city of medellin, where the rest 
of the firms are located. typically and in most cases, clients and suppliers are located in the same 
city, and there are hardly any relationships between suppliers and clients from different cities (except 
if the client is an international tv‑Cn). in this case, geographical proximity can be considered as an 
important factor for successful business relationships, at least at national level.

the driving factor behind outsourcing of 3d‑animations for the two national tv channels mainly 
lies in the degree of specialization of many 3d‑animation firms. officials from both channels indicated 
that in many cases suppliers do possess more specialized technical equipment, and their investment 
in such technology is not justified. furthermore, participants from both channels stressed the excellent 
human resource talent of their suppliers.

talking about key assets of 3d‑animation producers, all survey participants highlighted the 
importance of a) talented personnel and b) technological equipment, but clearly dominated by the 
human resource factor. the bulk of people working with 3d‑animations either studied publicity or 
graphic design at Colombian higher‑education institutes. nevertheless, specific software capabilities 
for 3d design are mainly acquired through self‑education. this is done on own initiatives or in 
some cases the firm also offers in‑house training. recent trends in Colombia are that more and 
more universities include 3d‑design and modelling in the curricula of their respective undergraduate 
programs, or such courses are offered as part of their continuing education portfolio (see  
section 2). Besides, a software provider for 3d‑animations recently opened a training centre in 
Colombia. However, such initiatives are just beginning to flourish and, as mentioned before, most 
32 recommendations and references from respected clients are especially important in the marketing promotion activities of 3d‑animation producers.
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people dedicated to 3d‑animations choose self‑education and learning‑by‑doing. interestingly, most 
senior staff of 3d‑animation producers, post‑production firms for tv commercials and film producers 
received their respective post‑graduate degree in the art field from universities abroad, mainly United 
states and europe.

regarding key strengths, all suppliers indicated creativity, quality, delivery time and price as 
important. especially for international markets, 3d‑animation suppliers feel that price is an important 
competitive factor because of labour cost advantages in Colombia. although in many cases, survey 
participants frequently mention argentina as their main competitor with equally talented people and low 
prices. Besides the above key strengths, three suppliers also consider their english language abilities 
as a strength and competitive advantage, especially for conducting business with international clients. 
in three cases, the 3d‑animation producer and post‑production firms also have their offices abroad, 
mainly Canada, United states, and the Bolivarian republic of venezuela33. such an international 
presence is also regarded a strength, and especially in the case of Canada34 and United states, the 
firms consistently confirmed the positive learning effect from the market and its clients.

Just as technology is regarded as a key asset for suppliers, it can also represent a weakness 
if such equipment is not possessed. this is the case for two of the interviewed firms that lack 
investments in hard‑ and software, basically because of financial limitations.

most 3d‑animation producers consider the increased competition from india and China as a 
threat for their position in the GvC. although many United states‑based tv‑Cns tend to favour Hispanic 
producers for their latin‑american productions because of cultural affinity, as three participants 
confirmed. Besides, many suppliers fear that they might not be able to follow the rapid pace of 
technological innovation and to always possess the necessary financial resources to acquire the latest 
technology in terms of hard‑ and software. some participants also made the point that another threat 
could be an increased in‑house production of 3d‑animations by film producers, postproduction firms 
and tv‑Cns. one firm interviewed, that acts as a supplier for a major television channel in the United 
states, highlighted the fact that its greatest concern would be to become repetitive in its creative work. 
according to the participant, such big clients often change suppliers if current suppliers loose their 
capabilities of creative innovation. in the case of post‑production firms, the participants consider the 
increased presence of foreign‑affiliated post‑production companies as a threat to their business as it 
increases competition in Colombia.

the bulk of firms spoken to indicated that to increase their role in the GvC they constantly need 
to invest in training of their personnel and new technology in terms of hard‑ and software. talented 
personnel can be regarded a key asset of the firm, the attraction of such talent is also necessary to 
increase its role in GvCs. in one specific case, the founder of a 3d‑animation company was a former 
employee of a major United states‑based television channel. as two other participants confirmed, 
such linkages are not unusual ‑ former employees of big client companies leave and set up their own 
business to work as suppliers to their former employers.

Clients do not require quality certifications, such as the iso 9000 standard, from their suppliers. 
among all interviewed companies, only two of them are certified according to the iso 9000 standard 
‑ a post‑production firm and an advertising agency.

8.	 Support	needed	to	enhance	the	role	of	SMEs	in	the	Global	Value	Chain

so far, all firms interviewed never received any kind of support from the Government. in two 
cases, companies approached the ministry of Commerce and the Colombian export promotion 
agency proexport35 for information, but could not get any satisfying answer or help.

33 according to Bolivarian republic of venezuela law, the production of tv commercials requires a certain percentage of local content/production. 
for that reason and to exploit better business opportunities in the Bolivarian republic of venezuela (many Colombian manufacturing companies are 
present in that market), some postproduction firms for tv commercials have their own representation and production in Caracas.
34 the major markets of the global animation industry include Canada, france, Germany, Japan, United Kingdom, and United states. especially 
Canada trains and provides the world’s best‑known computer animators, and the major industry software suppliers are located in that country (digital 
vector, 2006).

35 proexport is the government entity in charge of promoting Colombian non‑traditional exports, international tourism and foreign investment to Co‑
lombia. it provides domestic companies with support and integral advisory services for their international trade activities, facilitating the design and 
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proexport just recently started to include service exports into their portfolio of advisory services. 
in a telephone inquiry with proexport, the official indicated that so far no major support was given to 
the television industry but that they are considering it. many firms interviewed see proexport as the 
key player from the Government side to promote and position the Colombian 3d‑animation business 
in the international markets through trade fairs and industry specific showcases.

to become more competitive in international markets and hence, to increase their participation 
in GvCs, smes suggested the following measures:

zz Government could promote more vigorously local talent. according to several participants, 
there is a lot of creative talent in Colombia, but many do not have access to adequate 
training because of financial limitations. as most training for 3d‑animations is provided by 
private universities and institutions, this is a major restriction for people who cannot afford 
the tuition;

zz tax benefits could also be implemented by the Government in two ways. on the one hand, 
tax credits for the acquisition of technology (hard‑ and software), and on the other hand, 
tax credits for 3d‑animations that are supplied to international clients and hence, exported 
to international markets;

zz many firm staff still cannot travel freely for business purposes, as foreign governments put 
visa restrictions on Colombian citizens. Consequently, they cannot visit clients abroad;

zz one participant also referred to the Government‑imposed restrictions regarding the number 
of foreigners allowed to work in a Colombian company. such restrictions can prohibit further 
business development of many companies if they are not allowed to hire foreigners.

firms interviewed also indicated that Colombian 3d‑animation producers, post‑production firms 
and film producers increasingly improved their reputation abroad because of the quality of their work 
and competitive prices. this is especially the case among latin american countries and the United 
states. However, the general negative country image (an image often related to drug‑trafficking 
and violence) doesn’t favour the industry. in that sense, proexport could play an important role by 
promoting and positioning the industry more effectively in international markets.

9.	 Conclusions

the following section summarizes the main findings, gives additional information and presents 
some tentative conclusions to shed more light on Colombia’s growing 3d‑animation market and its 
linkages with GvCs.

most firms interviewed are structured as private limited companies, apart from the subsidiaries 
of transnationally owned advertising agencies and the two national tv channels (see table 1). it is 
interesting to note that 3d‑animation firms were established during the last two‑three years, except 
one company that already exists for seven years. this reflects the newness of the industry in 
Colombia. as all participants confirmed, the 3d‑animation market is growing, and the international 
market (especially Canada and the United states) is becoming a very important market for business 
development (some companies already have established offices in Canada and the United states). 
turnover is still below $1 million per year for most firms, but higher revenues are also possible as two 
cases illustrate.

the number of employees varies significantly (between 2 to 50) for 3d‑animation firms, and 
additionally, there are many freelance artists in the market. freelancers work in some cases as 
suppliers for 3d‑animation producers, but can also compete directly with them for major clients (post‑
production firms, advertising agencies, film producers and tv channels). therefore, the 3d‑animation 
market can be seen as fragmented, with established firms of varying sizes, complemented by a 
scattered market of freelancers.

execution of their internationalization strategies, looking for the generation, development and closing of business opportunities (proexport, 2007).
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in general, it can be observed that the cost for creation or transformation of the product is 
labour intensive. this is followed by investments in technology (hard‑ and software). according to the 
interviewed firms, talented labour constitutes the most important asset. the turnover of employees is 
often a problem, especially for the smes, whose employees are often attracted by higher salaries of 
the bigger firms.

the great bulk of costs can be attributed to the actual production of the 3d‑animation. marketing 
expenditures for 3d‑animation producers are relatively low. participants indicated that most business 
promotion is realized through word‑of‑mouth communication (referrals) and already established 
contacts. only in one case the company is aggressively expanding its business activities in the 
United states market, which leads to higher marketing costs due to increased travel expenses. r&d 
expenditures are increasingly important, as the production of 3d‑animations is highly dependent on 
the efficient and intelligent usage of hard‑ and software technology. the creative and technical skills 
of the smes account for a significant part of the value‑added of the product/service. 

there is a general tendency to outsource 3d‑animations as investments in technology can be 
quite high. such a trend favours 3d‑animation producers. Besides, the Government is increasing 
investments in local film production, and there are plans to introduce a new third private tv channel in 
Colombia for 2009. Consequently, such a development favours business expansion for 3d‑animation 
firms and their linkage to the television production chain. according to many participants, more joint 
efforts among firms and between Government and companies would be necessary to increase 
linkages with the television international production chain. the Government‑led export promotion 
agency, proexport, is considered an important player in such an effort, but has been inactive so far.

as most 3d‑animation producers pointed out, it is more attractive for them, in terms of creative 
freedom and revenue, to work for film producers and national/international tv‑Cns than post‑
production firms for tv commercials or advertising agencies. nevertheless, most 3d‑animation 
firms cannot rely only on film and television clients, as the market for animated tv commercials still 
dominates in Colombia.

the absence of an industry association and a general fragmentation of the 3d‑animation market 
in Colombia cause problems of lack of transparent business practices, characterized by a lack 
of industry standards and (price) regulations, and a general attitude of non‑cooperation between 
firms (“competitors”). However, an initial cluster development can be observed ‑ both in terms of 
geographical proximity and inter‑firm‑cooperation.

Besides the above‑ mentioned support that Government might provide another issue would be 
the promotion of english language communication skills, which was considered an important strength 
by some companies to successfully establish linkages with international tv‑Cns and hence, GvCs.

in conclusion, being part of a GvC, especially being supplier to a major United states‑based 
tv‑Cn, is beneficial in several ways for 3d‑animation producers:

•	 more steady order inflow and hence, a more constant revenue flow (although no long‑term 
contracts exist, but it is important to be on the list of suppliers of the procurement manager);

•	 more space for creative freedom and innovation (compared to advertising agencies as 
clients);

•	 increased potential for skill upgrading. positive spillover effects might occur through constant 
feedback from the client side on how to improve certain creative work and animation design 
processes;

•	 potential for better margins (compared to working with a national client);

•	 image upgrading (importance of being a supplier to a major tv‑Cn for marketing purposes).
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the 3d‑animation market in Colombia is relatively new but growing rapidly and linkages with 
GvCs can have an important impact on local sme development, as the cases in this study have 
shown. Government intervention would be needed to create a more business friendly environment 
that caters to the specific needs of these, often (very) small, companies.
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B ...Assessing.the.participation.of.domestic.SMes.in.the.international.
production.chain:.the.case.of.Nu.Metro.in.Nigeria36

1.	 Introduction

a viable film industry contributes to the economic development of a country through employment 
and wealth creation. the film industry is labour intensive. from production to distribution many people 
are directly or indirectly employed in the industry. in this respect the domestic value chain of movie 
production is enormous and its economic spin‑offs are even larger. in nigeria the turnover of the 
industry has been estimated to be $200 million–$300 million per year. this is a significant contribution 
to an economy that relies primarily on the petroleum sector. the country is the third‑largest film 
producer after the United states and india, and the sector is dominated by smes.

the case study investigates the nigerian branch of a south african media company and the 
emergence of a nigerian movie cluster called “nollywood”37, which draws on a number of native 
nigerian movie stars. 

While film making can be traced back to 1939, it was the emergence of the digital and 
communication technologies that allowed the industry to take off in the 1990s. it is important to note 
that the origin, development and growth of nollywood could be attributed to smes which are the 
dominant players in the industry. nollywood is the result of the resourcefulness, creativity, resilience 
and entrepreneurship of nigerians. they produce movies on a shoe string budget of time and money. 
an average production takes just two weeks and costs approximately $15,000. Unlike many film 
industries in the world, nollywood is self‑financing and not dependent on financial support from 
Government. 

the diffusion of digital and communication technologies in the 1990s has accounted for its fast 
growth. Currently, some 300 producers churn out movies at an astonishing rate; somewhere around 
500 a year. nigerian directors adopt new technologies as soon as they become affordable. about 
30 new titles are delivered to nigerian shops and market stalls every week and an average film sells 
50,000 copies for $2 each making them affordable for most nigerians and providing high returns for 
the producers. although smes are the backbone and dominant players in the industry they are not 
really playing an important role in the GvCs of film production and distribution. this is attributable to 
a number of factors which will be examined in this paper. 

2.	 General	overview	of	the	film	industry	in	Nigeria

the film industry in nigeria can be tracked back to 1939 when the British Government set up 
the Colonial film Unit with regional branches in east africa, Central africa and West africa. it sought 
to educate africans about the european way of life and preserve the best of african traditions, whilst 
also entertaining. the projects were not designed to create a commercial film‑making tradition but 
were essentially for purpose of sensitization and propaganda. at first european films were re‑edited, 
screened and the necessary commentary added to achieve desired results. the overseas film and 
television Centre, london trained nigerian film makers including the general manager, Brendan 
shehu; managing director, Kola ogunbanwo; and the cinematographer, mohammed Yusuf—all of the 
nigerian film Corporation.

since 1944 there existed a vibrant theatre industry in nigeria with ‘stars’ like Hubert ogunde, 
adeyemi afolayan (ade love), duro ladipo etc. in 1972 the indigenization act nationalized film 
distribution and exhibition which attracted these stars of the Yoruba theatre to the film industry. the 
paris‑trained film maker, segun olusola, collaborated extensively with the stars of the Yoruba theatre 
to produce a number of box office hits. Confident of their box office value the Yourba stars launched 
themselves as producers and directors in concert with people like duro ladipo who had considerable 

36 this paper was contributed by Kunle ola, nigerian Copyright Commission.
37 a new York times reporter wrote a feature story on the nigerian movie industry titled “Give Way Hollywood: Here comes nollywood”. the name 
has stuck despite the controversy surrounding its propriety. on one side of the divide people like tunde Kelani and femi odugbemi believe that the 
name is not original, others insist that the name nollywood is now a brand. after all, the name nigeria is not from nigerians, but from lord lugard.
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experience in television. in 1982 for instance, over forty films were shown at the national theatre. 
other organisations like the West africa picture Company also had chains of theatres. there were 
also a number of theatres privately owned by the lebanese and indians. in effect a robust feature film 
industry already existed in the seventies, thanks to a strong economy. this made it possible to shoot 
in nigeria and process the film abroad preferably in london. 

Thezdownturnzofzthez80szandzthezswitchztozhomezvideos

Up till the 1980s, nigeria was still producing up to four features a year. in the late 1980s and 
1990s nigeria faced a growing epidemic of crime and insecurity. the decline of the economy made 
it impossible to sustain feature film production. movie theatres closed as people became reluctant 
to be out on the streets after dark. Cinema attendance in nigeria took a drastic downturn because 
of this general state of insecurity, the absence of a supply chain, and the subsequent takeover of 
the theatres by churches. in fact the national theatre with a combined sitting capacity of almost 
8,000 seats comprising two cinema halls and main hall sank into dilapidation. the modern era in 
cinema exhibition probably commenced with the launch of silverbird Galleria, a multiplex of about 
five screens. there are other multiplexes such as nu metro Cinema at the palms shopping mall, City 
mall and nu metro Cinema, abuja. others are under construction in abuja, lagos, port Harcourt and 
ilorin.

 to remain in business, nigerian filmmakers working in 16mm turned to reversal stock and from 
there to video. videos for home viewing imported from the west and india were only mildly popular. the 
production of videos for home viewing took off in november 1992 when Chief Kenneth nnebue’s nek 
video links released the movie: living in Bondage. the simple story of a man who uses his devoted 
wife for moneymaking rituals became an instant hit nationwide. it inevitably spawned a sequel, living 
in Bondage ii. the success of living in Bondage did not go unnoticed. Chief nnebue’s erstwhile 
collaborator okey ogunjiofor, who claimed to have initiated the project, floated a new company the 
video sonics studios. it went into partnership with one of the leading actors in living in Bondage, 
Kanayo o. Kanayo (Chief omego). they invited Chief Justin okafor, an onitsha‑based electronics 
dealer, trading under the name J.B merchandise, to finance and distribute the movie titled Circle of 
doom.

living in Bondage and Circle of doom sold pre‑packaged movies to distributors. However, it 
was taboo that introduced what later became the marketing system. 

Box 1: The case of Taboo

Taboo is a movie realized by SAGE Production INC in association with Colombia Business 
Services LTD and Ketrad Nig LTD in the early ‘90s. It was directed by Vic Mordi, starring Kenneth 
Okonkwo. The movie was well funded at the beginning, but it eventually ran into stormy financial 
waters as a result of cost overruns and delays in post-production. Consequently the producers fell 
out with the financiers who withdrew funding. As a result, Sage Productions completed the movie 
without any means of importing the blank VHS tapes, dubbing, printing the jacket sleeves and 
releasing the movie. Faced with this dilemma, Dan Oluigbo pioneered a crude kind of pre-sales 
agreement. Distributors were appointed for different territories in return for upfront payment. This 
money was used to print the posters and jackets. Distributors were then given master tapes to dub. 
Thereafter, the distributor purchased the inner sticker and jacket sleeves from the producers. This 
flawed innovation was a radical departure from Living in Bondage and Circle of Doom. Traders in 
the market financed both movies, imported cheap video cassettes from Asia, dubbed the movies, 
packaged and introduced them into the market as complete products. They were thus responsible 
for production, marketing and distribution. 

Source: UnCtad’s interviews, 2006‑2007.

taboo established a trend where the producer’s job ends with post‑production. Having handed 
over the master tape, he would have to rely on the distribution chain known here as the marketer 
for details of the movie’s performance. this system is obviously flawed. Having gotten one foot in, 
marketers eventually started pirating the movies by printing their own stickers and jackets since 
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the producers had no means of monitoring sales. the marketer, who was responsible for dubbing, 
could dub any quantity he liked. the marketers, thus, funded their way to commissioning production 
themselves.

Nollywoodzmoviezindustriesz

nollywood, unlike Hollywood, is not a physical place or location. nollywood is a cross between 
an ideology of film making; dependent on mobile digital equipment, location shooting and a cost‑
effective production system. Contrary to popular belief, nollywood is not one industry but actually 
a conglomeration of four separate industries comprising english, Yoruba, Hausa and edo language 
movie industries. movies are shot in different local languages since the nigerian industry caters 
primarily to the local market, but english‑speaking films are becoming increasingly popular.

the english language movie industry has major production centres in lagos, aba, enugu, 
onitsha and owerri. lagos, aba and onitsha are the distribution points. the movies are packaged 
in vHs tapes and vCds and moved from lagos where the replication plants are located to the 
distribution points over the weekend, for display and sales on monday. though the movies are 
scripted and interpreted in the english language, the stories are predominantly ibo in origin. this 
side of the industry is controlled by ibos from the south‑eastern part of the country. distribution is 
controlled by the association of film & video producers and marketers of nigeria (afvmp). afvmp 
has three branches; lagos, onitsha and aba. each branch is autonomous. While aba and onitsha 
are more or less exclusively ibo, lagos is made up of ibos and Yorubas who trade in the popular 
idumota market. leadership of the lagos branch alternates between ibos and Yorubas.

Box 2: Professional guilds and associations

There are various professional guilds and associations: Association of Movie Producers (AMP), 
Directors Guild of Nigeria (DGN), Screen Writers Guild of Nigeria (SWGN), Creative Designers Guild 
of Nigeria (CDGN), Nigerian Society of Editors (NSE), Nigerian Society of Cinematographers (NSC) 
and Actors Guild of Nigeria (AGN).These organisations are national in composition and outlook. 
Most of them have state chapters across the country. This segment of the industry can arguably 
be described as “mainstream Nollywood”. An average of 100 movies is released every month. The 
minimum quantity released is in the region of 5,000 VHS and 10,000 VCD. The average budget is 
N2 million. The professionals, dissatisfied with the distribution of movies, formed the Filmmakers 
Cooperative of Nigeria (FCON). FCON has the Nigerian Film Market with 36 shops in Surulere.

Source: UnCtad’s interviews, 2006‑7

the Yoruba language film industry is dominated by the descendants of ade love, Hubert 
ogunde and moses olaiya. the movies are interpreted in the Yoruba spoken in the south‑western 
part of the country. production centres are mainly lagos and ibadan. the major distribution point is 
lagos. However, Yoruba movies have sustained the tradition of cinema exhibition popularised by the 
Yoruba theatre. movies are screened at the national theatre, ltv Hall and at other venues including 
town halls. this segment of the industry is controlled by association of nigerian theatre practitioners 
(antp). antp is made up of actors, producers, directors etc. Yoruba movies are released in idumota, 
lagos.

the Hausa language segment of the film industry has Kaduna and Kano as the main production 
centres. the commercial city of Kano is the main distribution centre. an average of two movies is 
released weekly. about 10,000 copies are released per title and as many as 20,000 sold. Kano 
has over 100 production companies with over 23 directors. the movies are interpreted in the Hausa 
language and the industry is represented by the motion picture practitioners association of nigeria 
(moppan). the Hausa movies circulate beyond nigeria to the islamic world and also travel the old 
trans‑saharan trade route. surprisingly, in 2000, 192 Hausa movies were censored by the national 
film and video Censors Board surpassing the more than the 186 Yoruba movies censored. in 1999 
over 100 Hausa film were made. the average budget was n200, 000.



102
PARTII

IntegratingDevelopingCountriesSMEsintoGlobalValueChain

edo speaking Binis from the south‑south geopolitical zone have distinguished themselves as the 
biggest minority language industry. over 20 films are made annually with modest budgets ranging 
from n50, 000 to 200,000. there is no organised distribution mechanism. edo film makers have 
recently launched the Congress of edo state movie practitioners (Cesp) which is made up of the state 
chapters of the actors Guild of nigeria (aGn), the directors Guild of nigeria (dGn), the association 
of movie producers (amp), the screenwriters Guild of nigeria (sWGn) and local groups like edo 
state artists forum, the Congress of female artists, the edo state film producers and marketers 
association, and the video Club owners association of nigeria.

3.	 A	case	study	on	Nu	Metro	West	Africa

nu metro films West africa is a lead firm in the national value chain and is a member of 
avusa limited, south africa’s leading entertainment and media Company, formerly named Johnnic 
Communications limited (Johncom). avusa limited is a private company listed on the Johannesburg 
stock exchange. as at 31 march, 2005, it reported revenues of $640 million. it was ranked 15th 
amongst the top 200 south african companies. the company includes nu metro, Gallo music, 
sunday times, sowetan, sunday World, daily dispatch, the Herald, Weekend post, elle, longeuity, 
and sa Home owner.

other investments (joint ventures) are the exclusive Books Chain, sturk and new Holland (book 
publishers), m‑net/sUpersport, Caxton/Ctp. Johnic and pearsons of United Kingdom own Bdfm 
publishers. this company produces Business day, financial mail and summit Business television.

nu metro West africa engages in the following activities: cinematographic distribution, theatrical 
exhibition, specialist retail, home entertainment, music and allied distribution businesses which 
operate in both the retail and wholesale trade sectors. it also operates an optical disc replicating 
plant, Compact disc technologies limited. nu metro West africa has the following subsidiaries:

1. nu metro retails nigeria limited consisting of:

a. nu metro media store

b. nu metro Cinema

c. nu metro distribution 

2. nu metro Home entertainment West africa limited.

nu metro regularly features in‑store and in‑cinema exhibitions, cultural events, poetry readings, 
musical events, book launches, religious activities, children’s events and other events which include 
inter alia nigeria in the movies’ screenings, film festivals, charity and orphanage screenings, premiers 
etc.

the nu metro has brand presence in Ghana, Kenya, nigeria, south africa and Zambia. nu 
metro is a licensee to major Hollywood studies like Buenavista entertainment (disney), Warner 
Brothers, mGm, and twentieth Century fox, making it an integral part the international movie/cinema 
production. nu metro distribution is the sole supplier of content to silverbird Cinemas at the Galleria, 
victoria island, lagos, nu metro Cinema at the palms, City mall and nu metro Cinema at the Ceddi 
plaza, abuja.

nu metro distribution is best described as a monopoly. attempts by silverbird to gain direct 
access to Hollywood content were recently thwarted but it is still working at gaining direct access to 
the said contents.
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Figure.2:.the.GVC.of.Nu.Metro.Distribution
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4.	 Role	of	Nu	Metro	in	the	Global	Value	Chain

this section gathers information on nu metro: its products, services, the structure of its ownership 
and the proportion of costs and value added. at the latest investment forum held in abuja where the 
Group Chairman of Johncom gave a keynote presentation on the company’s vision, he said:

West Africa and East Africa represent the Group’s next phase in pursuance of Group vision. The 
group has been attracted to West Africa’s large and deregulated market and has used the Nigerian 
market as the arrowhead of its West African expansion. It embarked upon a planned three year 
“Beach-head Strategy” to achieve this with measured success to date. Local partners have been 
chosen for their proven track records in the territory and complement the business by adding the 
requisite knowledge of West African conditions and modus operandi.

nu metro is connected to the GvC through partnership agreements with mGm, Warner Brothers 
and 20th Century fox. Under the nu metro brand, avusa distributes and exhibits top movies and 
supplies the retail and rental trade with videos and dvds. it has successfully interlinked cinemas and 
media stores to create a one‑stop leisure destination environment. this is a pioneering initiative of the 
Group which has never been implemented in this fashion elsewhere in the continent. 

table.1:.Cost.structure.of.Nu.Metro

Production 40.percent

marketing 20 percent

support activities (accounting etc) 35 percent

r&d  5 percent

in effect the lowest cost is in research and development. in the transformation of goods and/or 
services from suppliers to customers, the cost structure is as follows:
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table.2:.Cost.structure.of.Nu.Metro.(2)

labour 38 percent

capital investment 40 percent

other costs 22 percent

5.	 Awareness	and	understanding	of	the	Global	Value	Chain

this section explores nu metro’s position in the GvC. nu metro has a strategic partnership with 
Warner Bros, mGm and disney. this makes nu metro part of a global supply chain stretching from 
Hollywood to lagos, nigeria. the movies are supplied through nu metro distribution. in the case of 
movies destined for theatrical distribution, little value is added to the product. the prints are circulated 
and exhibited in a line up that begins in south africa then nigeria and Kenya. nu metro has been part 
of this global chain for about two years. nu metro in line with the Government’s vision of promoting 
quality is partnering with the Government to do the following:

1. screen nollywood movies in digital format on screens from march 2007;

2. follow the international release trends of 35mm premiere, 35mm Cinema 
release, Home entertainment release and finally television release;

3. establish africa’s own film festival to be held in nigeria commencing 2007;

4. ensure that quality rather than quantity is the trademark of nollywood; the 
first such initiative is the collaboration between nu metro and the Cross 
river state Government to promote a full blown 35mm Cinema release 
of Jeta amata’s Amazing Grace which has set a benchmark for nigerian 
producers and directors in its quality, scope, reach and magnitude.

Within the GvC nu metro belongs to the fist‑tier. nu metro has fourteen (14) suppliers and leads 
two global supply chains, namely the movie/cinema industry and the optical disc production industry.

in the case of dvd sales, nu metro faced strong competition from local pirates who were part 
of organized crime syndicates with contacts in southeast asia. importation of dvds made them 
uncompetitive despite their superior quality. low purchasing power limited the sales of the imported 
goods. imported dvds sold for $19 as against $1.20 for pirated dvds.

the pirates were entrenched in alaba international market whose location close to seme Border 
ensured efficient distribution throughout the West africa sub‑region. thus, pirates had an efficient 
distribution system and an advantage in pricing. nu metro reappraised its policy and set up a dvd 
replicating plant in lagos. it also converted some of the erstwhile pirates into legitimate distributors. 
this has made their pricing more competitive at $1.20.

as stated above, nu metro has 14 suppliers/major dealers/customers, running through the two 
global supply chains to which it belongs. for the movie/cinema chain, the following belong to the 
chain:

1. silverbird at the Galleria, victoria island, lagos;

2. nu metro Cinema at the palms, lagos;

3. City entertainment at the City mall, lagos;

4. nu metro Cinema at Ceddi plaza, abuja.

from the visits to the above named, silverbird is typical of the other three cinemas which are part 
of the chain. they all face similar challenges and are hopeful that the Government will put in place 
basic infrastructure like energy and as well as good policies that would encourage the industry. 
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Silverbird

silverbird is an entertainment company involved mainly in the exhibition of movies, concessions, 
hall rentals, and media (radio and television). it has about 44 staff members and a turnover of about 
$1‑5 million. the major shareholder is the murray‑Bruce family with over 25 percent of the shares. 
the breakdown of costs is as follows: 35 percent to production, 40 percent to marketing, 20 percent 
to support activities such as accounting and human resources, and 5 percent to research and 
development. in the transformation of goods and/or services from suppliers to customers, labour 
accounts for 10 percent, capital for 70 percent and the remaining 20 percent are other costs. 

as part of the trading chain of nu metro, silverbird receives its products from nu metro film 
distribution. they are basically used for screenings at the Galleria where the multiplex cinema is 
located. the competition is minimal. the three other cinemas in nigeria located at the palms, City 
mall and Ceddi plaza, receive their products from nu metro film distribution as well. interestingly the 
strongest competition is not international, national or state‑wide but rather it is local.

silverbird appears to be well positioned within the chain, as it has been able to break the 
illegitimate use of Hollywood movies and establish a new era where there is the legitimate use of 
Hollywood movies. the only challenge is that silverbird is totally dependent on nu metro in sourcing 
its products and would prefer to have direct access to these products. most of its operations are 
outsourced such as security, legal assistance, public relations, supplies and maintenance. some 
services are provided through the intra‑group, that is, silverbird television which provides support 
services such as publicity and marketing.

as part of the GvC, the presence of silverbird in the chain has curbed the illegitimate use of 
Hollywood movies, thus creating a platform for the protection of intellectual property rights where 
copyright owners receive due compensation for their work. the challenges faced by silverbird are 
similar to those of nu metro and the expectations and suggestions related to Government intervention 
in the operation of the chain are also similar.

Compact Disc Technologies Limited

on the second‑tier of the GvC is the optical disc production industry. nu metro is linked to 
Compact disc technologies limited (Cdt), a replicating and duplicating plant for the production of 
Cd’s and vCd’s. their machines have the capacity to make dvds, but presently they do not make 
dvds but rather receive them from their parent company in south africa and sell them in nigeria 
at their media stores which are located within the cinema premises. they also supply them to other 
interested buyers.

Cdt’s customers can be categorized into ten main groups representing the different interest 
groups in the nigerian entertainment industry: 

1. nigerian association of recording industries (nari); 

2. association of movie producers (amp);

3. association of film and video marketers and producers of nigeria (afman);

4. United movie traditional association of nigeria; 

5. alaba producers and marketers associations of nigeria; 

6. music label owners and recorders association of nigeria (moran);

7. video rental operators association of nigeria; 

8. motion picture practitioners association of nigeria;

9. Confluence of edo movie practitioners; 

10.  association of nigeria theater practitioners (antp).
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Cdt’s customers amongst the above mentioned associations exceed 120. the GvC in this tier 
is instructive in the sense that the producers and marketers are the major participants and they 
work closely with the replicating plant. this does not preclude the copyright owners themselves from 
working independently. Cdt employs more than 20 staff and its management is separate from that of 
nu metro West africa. Cdt through its parent company Johncom has the right to reproduce foreign 
works in nigeria. 

the prevalence of piracy in nigeria created an enabling environment for illegal replication to take 
place and these illegally produced optical discs were sold at incredibly low prices making it difficult 
for original optical discs to be sold. the Cds vCds and dvds imported were sold at about $15 while 
the illegally produced version of the same work was being sold for about $1. to end the illegality, the 
nu metro group set up Cdt to locally replicate Hollywood movies for which they had obtained rights 
and by this action, the price of the works produced locally was able to compete favourably with the 
illegally produced works. 

one of the regulatory agencies recently issued the optical disc plants’ regulation which regulates 
the operation of replicating plants in nigeria. it enables the nigerian Copyright Commission, in 
conjunction with producers and copyright owners to monitor and control the process of replicating 
Cds, vdCs and dvds and to enforce a high standard of copyright protection.

thus, the chain flows from Hollywood to south africa to Cdt, to nu metro distribution, to nu 
metro retail, to local distributors and to the public at large. the impact of this chain on the economy 
is large, affecting not just distribution but employment, and the opportunity for copyright owners to 
make a living from their works.

6.	 Cooperation	within	the	Global	Value	Chain

this section identifies the tensions and power relations within the GvC as well as the importance 
of location and their impacts on nu metro. there is virtually no addition to products except for 
branding. Coordination within the chain is low and outsourcing is high in areas such as accounting, 
legal services and construction.

there is a high level of interdependence. nu metro distribution gives movies to the exhibitor nu 
metro Cinemas and to the retailer nu metro stores and also to nu metro Home entertainment. in turn 
nu metro in nigeria depends totally on what is received. and so there is little choice at this point in 
the GvC. But there is a high level of independence in terms of marketing and operations with local 
suppliers.

the nature of relationship with the local suppliers in areas such as trust, disclosure (costs, prices, 
strategies) and knowledge‑sharing has not been too open. in the case of competitors, it is not open 
at all. 

external linkages are quite low and limited as the group appears to have been designed to be 
self‑supporting and self‑ propelled. Belonging to a GvC has created some advantages for the local 
subsidiary such as continental/global branding, capital, technology, and management. nu metro in 
turn is required to meet international standards.

Contracts do not have a restricted format, however, they are greatly influenced by long‑term 
relationships. the trend in the industry favours shorter‑term contracts. negotiation of contracts is also 
not restricted. it depends on the client and is usually on the basis of a long‑term relationship.

7.	 Dynamics	of	the	cooperation,	intellectual	
property,	assets	and	competencies

this section describes the network of cooperation in which nu metro is involved. it also looks at 
the key assets, competencies and threats to the firms’ position in the GvC.
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nu metro belongs to the association of movie producers (amp). in the line of operations, the 
most important partners for nu metro are the upstream and horizontal ones, that is, the parent 
company in south africa and the distributors in nigeria. 

in terms of the strengths and weaknesses within the GvC, trust has been identified has the key 
strength, while cost or price of products/services is the key weakness. similarly, the key asset to nu 
metro is the brand name and quality of products. on the other hand being monopolistic in operations 
is the greatest weakness of the firm in the GvC. the biggest threat to the firm is cost which keeps 
rising. 

the entertainment industry in nigeria is a cluster of determined minds, firms and individuals 
who against all odds have moved the industry from nothing to nollywood. nu metro belongs to this 
geographic cluster and is working together with the others for the development of this cluster in the 
entertainment industry. the scope for development is dependent on the regulatory agencies.

8.	 Scope	for	government	intervention

the nigerian movie industry (nollywood) is the product of an aggressive entrepreneurial spirit 
which has shown no sign of abating. the greatest asset of nollywood is efficiency. it probably has the 
most efficient production system in africa. a project can go from script to screen within fourteen days. 
this efficiency has made it possible for nigerian producers to churn out movies faster and in greater 
numbers than their rivals. over 2000 movies were released in 2005. an average of forty‑six movies 
is released every two weeks. nollywood emerged as a spontaneous cluster not as a policy‑driven 
cluster that was triggered by the Government. nevertheless, this sector has difficulties in participating 
in GvCs and could use some Government support in terms of policies and programmes. 

there are indications that the Government is now committed to supporting the sector. this is 
manifested in certain key initiatives such as increased funding of parastatals relevant to the sector.

the key parastatals in the sector include the nigerian Copyright Commission, the national film 
and video Censors Board, the national Broadcasting Commission and the nigerian film Corporation.

various other support measures have been undertaken. the federal Government has greatly 
strengthened training through the national film institute. Within the lagos cluster, a number of training 
institutions have emerged on their own. these include pencils film and television institute (pefti) 
owned by television producer Wale adenuga; ais film Works owned by another producer, amaka 
igwe; lagos film institute operated by the president of the association of movie producers, madu C. 
Chikwendu. the University of lagos has established a theatre arts department while lagos state 
University has greatly strengthened its existing department.

the national economic empowerment and development strategy (needs) has established 
targets for facilitating technology upgrading, fostering the development of a nigerian version of 
Hollywood for film production and encouraging the local manufacture of film production inputs and 
support service clusters. smes have inadequate finance to invest in technology to meet international 
standards. modern film studios and other equipment can enhance the participation of nigerian smes 
in GvCs. Government intervention is necessary and many states of the federation are in the process 
of constructing a film village in their respective states such as the Cross river state Government 
which recently built a modern film studio. 

rule of law is essential for the development of an economic sector. Copyright protection provides 
incentives to creators. there is a very high level of intellectual property infringements and violations. 
over 35,000 video clubs in the country rent out local and foreign movies without authorization. luxury 
buses crisscrossing the country illegally show nigerian movies. major efforts aimed at strengthening 
the regulatory environment include 

1. the approval of the optical disc regulation under the nigerian Copyright Commission;

2. establishment of the motion picture Council of nigeria, whose 
draft act has been forwarded to the national assembly; 
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3. nigeria in the movies (nim) launched by national film and video Censors Board;

4. strategic action against piracy (strap) launched by the nigerian Copyright 
Commission, under which vigorous anti‑piracy raids have been embarked 
upon, pirated goods worth billions have been seized and destroyed;

5. revamping of the video rental regulation by the nigerian Copyright Commission 
to ensure all persons engaged in the business of rental, hiring, leasing, loaning 
or otherwise distributing cinematographic works for commercial purposes 
shall comply with the established guidelines and thus ensure that copyright 
owners receive due compensation for the use of their works. towards this 
end, the Commission has also engaged stakeholders in the revamping of the 
hologram scheme under the Copyright (security devices) regulations.

piracy, especially counterfeiting, has suffered a setback in recent years because of the aggressive 
strategies of the nigerian Copyright Commission. Hundreds of thousands of goods worth millions of 
dollars have been seized by the Commission and destroyed.

there is greater synergy between the movie industry and financial sector. diamond Bank invested 
in amazing Grace, 35mm feature and also in videokiosk‑ a mobile video distribution system. other 
banks are developing a number of projects. nu metro West africa is co‑funded by Capital alliance 
venture Capitalist. this implies the availability of institutional funding but more needs to be done.

9.	 Conclusions

the potential of nigerian movie and cinema industry is huge. But the markets are fragmented 
as a result of the proliferation of interest groups, the absence of a structured distribution network, 
piracy and the high cost of operations due to lack of basic infrastructure. the problem of lack of basic 
infrastructure has lead to high costs of doing business which also include the cost of censorship and 
compliance. for example, the fee for censorship is n20, 000 per title which in nu metro’s view is 
prejudicial to formal retailers but not to informal marketers. energy costs particularly electricity absorb 
8‑10 percent of the turnover. 

the industry can be enhanced in the following ways:

1. the private sector can partner with Government to create a more 
predictable, consistent and secure policy environment;

2. Governments can fast‑track the provision of appropriate 
and efficient economic infrastructure;

3. Build a culture of respect for intellectual property rights;

4. partner with the nigerian Copyright Commission in the fight against piracy.

Whilst the existing legislation is inadequate, it is still necessary to improve enforcement. in terms 
of prosecution, the judicial system is particularly slow while the legal system is cumbersome.

increased funding should be made available. there could be more institutional investors like 
Capital alliance. tax breaks and tax holidays would attract both local investors as well as foreign 
direct investment. local content of the GvC should be increased in terms of inputs and personnel.
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