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Step Three: Assess the Market

Once a product has been identified for the intervention, it is necessary to estimate the size of
the current market for the product and the size of untapped potential market.

RAPID ASSESSMENT

For each product identified during Step Two, the following information regarding the current
market should be gathered from manufacturers, manufacturers’ associations, trade audits, or
chambers of commerce:

= number of units sold in one year
u market share of each product (sales in relation to total sales for product)
u overall sales ranking

COMPREHENSIVE ASSESSMENT

The comprehensive assessment goes beyond assessing the current market and involves
exploring the potential for increasing the overall volume of sales. The theoretical market for
a product is the quantity that would be required if every consumer who needed the product
received it. The potential market is estimated by calculating the need among the entire target
population and subtracting the quantity of the product currently available. The information
required for these calculations can be extracted from demographic, epidemiological, and
national policy data. The size of the untapped market is valuable information to share with
potential commercial sector partners.

For example, if the theoretical market is estimated to be 100 units and the current actual
market is 30, the unmet need is 70. In reality, the potential market is probably closer to 50,
for several reasons. First, in every country, some portion of the population cannot be reached
because it is outside the cash economy or located in a very remote area. Second, another portion
of the population is already following an acceptable practice (e.g., those who use home-available
fluids to prevent dehydration from diarrhea) and are not likely to use the product. (WHO
recommends that 1020 percent of the total diarrhea episodes will require treatment of dehydration
with ORS, which assumes that health workers prescribe ORS for treatment of dehydrated cases
only. In contrast, for an intervention to significantly improve ORS availability in stores, the
estimate may include sachets for preventing dehydration as well as treating it—i.e., almost
100 percent of cases.) Figure 9 calculates the theorstical market for ORS in a hypothetical country.

Summarize the findings of the three previous steps before moving on to Step Four.
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Figure 9. Estimating the Theoretical Market for ORSina
Hypothetical Country

Step Data Needed Source of Data Function Example

I Population under age 5 Census figures Es.timate 5 million

2 Average number of diarrheal Epidemiological X (multiply by) 4 episodes
episodes per child per year data from MOH

3 Total diarrhea episodes in ‘ = (equals) 20 million
one year among children episodes
under age 5

4 Minimum number of ORS CDD National X (multiply by) 2 (based on
sachets required per Policy one-liter
diarrheal episode ' ’ sachet)

5 Theoretical need: total ORS = (equals) 40 million
sachets required to treat all sachets

cases of diarrhea per year

6 MOH annual distribution MOH - (minus) 6 million
‘ sachets
7 Current annual commercial ~ assessment. trade - (minus) 4 miflion
sales audits sachets
8 Real market sales + (plus) {0 million
, sachets
9 Unmet needs .= {equals) 30 miliion
sachets
10 Unreachable portion ofthe ~ demographic and - (minu5)- {6 million
market due to epidemiological
= poverty (10%) data

» remoteness (20%)
= use of home-available
fluids (10%)

1 Potential market = (equals) 14 million
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Step Four: Investigate Manufacturers and
Suppliers

Steps One and Two identified the needs and preferences of the target audience and
~ determined what products they currently use. Step Three assessed the untapped market for the
product. Step Four involves gathering information on the manufacturers and other suppliers
of these products, as well as on their distribution channels.

RAPID ASSESSMENT

The goal of this assessment is to identify potential partner companies for the proposed
intervention. These companies will fall into two broad categories:

. companies that make or carry the product

u companies that do not make or carry the product but are exceptionally
capable and have the potential to make the product perform well

MOH regulatory authorities can probably provide the names of companies in the first
category. Identifying those in the second category is a challenge. Research for the previous
steps may have revealed popular products and their manufacturers. Companies that make and/or
distribute over-the-counter products that are found even in remote areas may be good potential
allies. Another way to identify highly capable firms is to consult specialized trade audits, such
as the International Market Statistics (IM8). Manufacturers themselves may be willing to share
information on a confidential basis. If time permits, it would be valuable and informative to
conduct two or three informational interviews with sizeable companies, following the format
described under the comprehensive assessment.

Expect the unexpected! A CEO may be
intrigued and move prematurely to discuss
potential alliances. Keep the first conversa-
tion purely informational. You must com-
pare the capabilities of various companies
objectively.

%
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COMPREHENSIVE ASSESSMENT

The best way to find out about potential commercial sector partners is to establish contact
directly with the top management of the companies and to schedule informational interviews
with CEOs. The objectives of such interviews are to learn more about the marketing and
distribution capabilities of the private sector overall and to develop a sense of the particular
strengths and weaknesses of individual companies.

The purpose of the visit should be made immediately clear to the CEO: “The public
sector is interested, in principle, in creating public/private alliances to meet maternal and child
health objectives. I have come to ask for your advice in understanding the market and to learn
more about your company.” The interview should proceed as follows:

n Open-ended questions about the market and the industry:

o What is the size of the average pharmaceutical, soap, or food company,
in terms of number of products, total sales, number of medical
representatives and/or sales people, and production capabilities?

o [s there an association of pharmaceutical or consumer-goods manu-
facturers or distributors? Which companies are most influential among
the membership? with the government?

o How big is the commercial market relative to the public sector market?
o How many pharmacies and retail shops are there in this market?

o What other types of shops sell over-the-counter drugs? How many of
these are there?

u Questions about the particular company:

o Describe your product line. What products are the best-sellers? What
percentage of your product line is food, soap, or, if pharmaceutical,
over-the-counter versus prescription products?

o How are your products distributed?

o In which regions do your products have a strong presence?

o In which regions do you have your own distribution centers?
o Who are your major national and regional distributors?

o How many salespeople do you have? How many accounts does each
" cover regularly? How are they organized geographically?

o For pharmaceutical cAompanies, how- many medical representatives do
you have? How many doctors does each one cover regularly?
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o What kind of advertising support do you typically provide for over-the-
counter products?

o What kind of in-store promotion do you find most useful?

o Does your company manufacture any of the following child health
products: ORS, co-trimoxazole, ampicillin, penicillin procaine,
chloroquine, paracetamol, polyvitamins, mineral supplements (iron,
iodine)? (Note: These products are relevant to a pharmaceutical
company; the list would be different for a consumer products company.)

o Does your company have the production equipment necessary to make
any of these products? If so, what is your total capacity? What is your
present capacity? If no production equipment is available, what level of
investment would be needed for start-up?

o In your opinion, what are the most successful public sector activities to
date to improve child health? (Examples might include door-to-door
education efforts or mass media communication campaigns to promote
ORT, immunization, or breastfeeding.)

- o How might the strengths of the public sector complement your
commercial strengths in an alliance to promote public health products,
such as ORS, antimalarials, or micronutrients? Have you had problems
with the public sector? (The company may find MOH too restrictive in
its regulation of competitive prices or product variation, or MOH may
not have paid its bills on time.)

o What kinds of activities might a commercial company undertake to
effectively reach lower- and middle-income families? What kinds of
resources would be needed to undertake these?

o What proportion of your business represents sales to the government?
In each country a few manufacturing companies are organized primarily
to fill government tenders. The CEOs of such companies may suggest
that the company create a sales force solely for the partnership project.
If a company has little or no field force, it is best not to be involved in
creating one, which requires substantial investments in time and
resources. On the other hand, it may be feasible to link this company to
another that already has a highly capable marketing capacity. Be alert to
whether the company is operating in the commercial open market or is
really organized just to fill government tenders (passive manufacturer).
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Summarize the key findings, and make a list of potential partner companies. Figure 10
outlines a possible format for this task.









