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Sustainable Entrepreneurship, Marketing and Management for 
Sustainability

Cooperation between the Jönköping International Business School (JIBS) at Jönköping 
University and the College of Business and Economics (CBE) at the University of Rwanda 
started in 2014 as part of the UR-Sweden Programme of Research, Higher Education and 
Institutional Advancement. In 2016, a decision was taken to further improve the quality of 
teaching by developing new and contextualized teaching material. This task was undertaken 
in the frame of the cooperation by supporting CBE staff to write these cases studies under 
the guidance and mentorship of JIBS professors in general and Assistant Professor Jean-
Charles E. Languilaire in particular. JIBS and CBE proudly present the first case studies 
in the frame of this cooperation. This book entitled ”Businesses in Rwanda: Sustainable 
Entrepreneurship, Marketing and Management for Sustainability” includes 8 cases about 5 
different Rwandese businesses: BEMS Duhange Ltd., SOWATORM Ltd., NYINAWAJAMBO, 
INEMA Catering Services and the Gorillas Hotel Group.

This book presents five entrepreneurial journeys as well as the managerial and marketing 
struggles along these journeys. Specifically, the cases describe how entrepreneurs found or 
created a gap in the market and then developed and managed their organizations to enter 
such markets and took a place in them by gaining market shares and as a result to contribute 
to economical, environmental and social sustainability. This book presents sustainable 
entrepreneurship, sustainable management and sustainable marketing as cornerstones to 
sustainability in the context of Rwanda. Across the cases, students will have the occasion 
to increase their capacity to reflect on entrepreneurship, marketing and management and 
the relationships between them. These cases will enable students to develop a multifaceted 
mind-set for sustainability, to increase their capacity to create and develop new businesses, 
and to prepare themselves for their future roles as employees, managers and leaders in a 
sustainable world.
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SETTING THE STAGE  
This opening section serves five purposes. First, a foreword contextualizes this book 
in the frame of the cooperation between Jönköping International Business School 
and College of Business and Economics. Second, Jean-Charles E. Languilaire offers a 
discussion about business in Rwanda to introduce the major themes touched upon 
by the case studies, i.e. entrepreneurship, marketing and management as well as the 
emerging perspective of sustainability. Third, few pedagogical ideas on working with 
these cases and with the book as a whole are offered. Fourth, the authors of the case 
studies are introduced and the reveiwers named. Finally, the structure of the book 
and a few reminders on copyright rules are presented.  
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Foreword 
18 May 2017, Sweden and Rwanda 

Cooperation between the Jönköping International Business School (JIBS) at 
Jönköping University and the College of Business and Economics (CBE) at the 
University of Rwanda started in 2014 as part of the UR-Sweden Programme of 
Research, Higher Education and Institutional Advancement. Cooperation between 
JIBS and CBE aims at reinforcing and developing competences at the master’s and 
doctoral levels at CBE in Economics and Management. In 2016, a decision was taken 
to further improve the quality of teaching by developing new and contextualized 
teaching material. This was a drive towards developing home grown teaching tools. 
Teachers from CBE had started writing case studies to be used in class and needed 
some additional support to finalize the process.  This task was undertaken in the 
frame of the cooperation by supporting CBE staff to write these cases studies under 
the guidance and mentorship of JIBS professors in general and Assistant Professor 
Jean-Charles E. Languilaire in particular. 

A workshop was organized in May 2016 to review the cases and develop a strategy 
for completing them. From that point, data was collected to refresh the cases, the 
cases were re-written to enable pedagogical learnings and teaching notes were 
developed. The process of editing was headed by Dr. Jean-Charles Languilaire and 
included discussions with the authors and finally a review of the cases, which was 
done by senior researchers at JIBS. Today we proudly present the first case studies 
in the frame of this cooperation in this book entitled ”Businesses in Rwanda: 
Sustainable Entrepreneurship, Marketing and Management for Sustainability” 
including 8 cases about 5 different Rwandese businesses.  

On behalf of all the people involved with the book we would like to thank the Dean 
of the Jönköping International Business School at Jönköping University and the 
Principal of the College of Business and Economics at the University of Rwanda for 
their support. We would also like to thank the Swedish International Development 
Agency (Sida) for its confidence and financial support.  

 
 

Assistant Professor Jean-Charles E. Languilaire, PhD 
Editor & Consultant JCL Humanistic Consulting, Skurup, Sweden 

Professor Rama B. Rao, PhD 
Team leader for JIBS/UR at College of Business and Economics - University of Rwanda, Kigali, Rwanda 

Senior Advisor Lars Hartvigson 
Team leader for JIBS/UR at Jönköping International Business School - Jönköping University, Jönköping, Sweden 
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Sustainable Entrepreneurship, 
Marketing and Management: A Path 

to Sustainability in the Rwandan 
Context 

Jean-Charles E. Languilaire. Ph.D 
 
Rwanda’s history is often perceived as being tragic and dramatic and in the eyes of 
many this high-density country of 4,706 inhabitants per square km (see Table 1) is 
mostly known for the 1994 genocide (See: Guichaoua, 2010). But since 1994, lots 
have happened. Itself, Rwanda’s population has almost doubled and there has been 
significant growth in the urban region among those Kigali in the centre, Huye in the 
south or even Ruhengeri and Musanze in the north. Rwanda’s development is a 
challenge but could be seen as a model of development as questioned by Thomas 
(2016). Without taking a stand on such a question but as an observer of Rwanda 
since 2001, I find the question legitimate. Table 1 presents a few indicators of the 
development that has taken place in Rwanda in selected years, which are relevant 
for this book. 
 
Table 1 shows that perceived notions about a dramatic Rwanda are not fully true 
and indicates that in the last few years the country has been moving on the path of 
development while facing a fast growing population (see also: Isenberg, 2010). One 
challenge is poverty: from available figures, there is a trend in the reduction of 
poverty. Another challenge is health: the mortality rate for the under-5 has shown 
some improvement even though a lot more can be done. When it comes to the 
economic side, which is essential for employment, the annual growth rate of around 
7 per cent shows a strong capacity to create value especially via agriculture and 
services. Further, Rwanda’s coffee exploitation industry and tourism industry are 
considered as the engines of Rwanda’s economic power (Boudreaux, 2011; Chuhan-
Pole & Angwafo, 2011; Mutandwa et al., 2009; Nielsen & Spenceley, 2011)  
 
Besides any figures that one might find compelling or not, basedon my regular visits 
since 2001 for different purposes (i.e. teaching, business, holidays and also for so-
called social work), I interacted with people from different horizons as well observed 
radical changes. First, Rwandese people are mentally engaged in the transition 
towards a ‘New Rwanda.’ This shift started in January 2002 when the symbols of the 
nation were fully renewed. While I was attending this ceremony in Kigali, doubts 
could have been raised on the country’s capacity to write new pages of its history. 
But 15 years later, it is evident that the Rwandese see as themselves 
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Table 1: Selected developm
ent indicators for Rw

anda (Source: W
orld Bank, last update 27-04-2017) 

 
1990

1994
1995

2000
2005

2010
2014

2015

Population, total 
7259740

5995987
5912755

8021875
9008230 

10293669 
11341544 

11609666

Population grow
th 

(annual %
) 

0,285
-4,952

-1,398
5,598

2,010
2,649

2,350
2,337

Population density 
(people per sq. km

 of 
land area) 

294,274
243,048

239,674
325,167

365,149
417,255

459,730
470,599

U
rban population 

grow
th (annual %

) 
1,661

9,972
13,328

11,547
6,551

6,757
5,904

5,761

Poverty headcount ratio 
at $1.90 a day (2011 
PPP) (%

 of population) 

..
..

..
76,97

68
60,25

..
..

Incom
e share held by 

low
est 20%

 
..

..
..

5,19
4,54

5,13
..

..

M
ortality rate, under-5 

(per 1,000 live births) 
151,8

299,6
268,3

183,8
110,7

64,1
44,3

41,7

G
DP (current U

S$), in  
m

illion 
2,550 185 618 

753 363 705 
1,293 535 011 

1,734 938 264 
2,581 465 864 

5,698 548 988 
7,912 161 660 

8,095 980 014 

G
DP grow

th (annual %
) 

-2,399
-50,248

35,224
8,319

6,912
7,313

7,009
6,904

Agriculture, value added 
(%

 of G
DP) 

..
..

..
..

40,902
34,746

35,027
34,634

Industry, value added (%
 

of G
DP) 

..
..

..
..

12,574
13,744

15,188
15,084

Services, etc., value 
added (%

 of GDP) 
..

..
..

..
53,033

58,221
55,534

50,281

Exports of goods and 
services (%

 of G
DP) 

5,615
6,303

5,151
6,320

11,458
12,188

14,791
14,425

Im
ports of goods and 

services (%
 of G

DP) 
14,070

64,793
25,821

24,878
25,208

28,859
31,381

30,906

Source: http://databank.w
orldbank.org/data/reports.aspx?source=2&

country=RW
A# 
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as ‘Rwandese’ with no more reference to the so-called ‘ethnics’ whose existence was 
often discussed (Guichaoua, 2010; Straus, 2006). Second, it is pointed out that 
Rwanda in terms of corruption is ranked 50 out of 176 countries and within Africa 
this is a non negligible ranking (Transparency International, 2016). Rwanda is also 
the country where most of the parliamentary representatives are women (Inter-
Parliamentary Union, 2016). Third, I witnessed many developments such as the 
redesigning of Kigali with the new convention centre and the ‘Kigali Tower’. Both are 
also the symbols for a new Rwanda coming up (Kigali Rwanda, 2016; Rwanda the 
Heart of Africa, 2016). Fourth, I have been visiting several coffee farms where over 
time activity has increased. I have been attending the trade fair ‘Made In Rwanda’ 
where many innovations in terms of building techniques, IT and renewal of 
traditional art find a natural place (Ministry of Trade, 2006). Fifth, I travelled in 
Rwanda from the north and the south as well as from the east to the west several 
times where I have witnessed the development of infrastructure (roads, water 
supply, electricity supply, fibre network a mobile phone network). The new Kigali 
Master Plan is also illustrating such development (Kigali Rwanda, 2016). Office 
buildings are growing-up like mushrooms and commercial market-buildings along 
the roads are expanding. Private housing is improving. Even if some people may say 
that improvements of the private housing are slow, I would say that it has its own 
pace. Finally, the airport has improved and the lodges and restaurants that have 
developed along the Kivu and in the Volcano area are essential testimonies of 
tourism activities in the one-thousand-hill country.  

All in all, official figures and multiple observations (mine and others’), without 
denying that much more must be achieved, support the idea often expressed by 
Rwandese and observers that ‘Rwanda is becoming the Singapore of Africa´ (See 
also: Thomas, 2016). It is however legitimate to ask ourselves how such 
developments have been possible in only a few years. At the centre of this renewal 
lies the leadership and engagement of the entire country in what is referred to as a 
‘Homegrown Solutions (HGS)´ that is constantly built under a democratic process 
monitored by the National Umushyikirano Council’ (NUC) (Shyaka, Kamikazi, 
Murwanashyaka, & Mulindwa, 2016). Conflict research points out that to find its way 
back to a path of economic growth, conflict-ridden countries must find peace and 
stability that was jeopardized during the conflict period (See: Boutros-Ghali, 1992). 
The role of new governance is thus is to provide a new economic environment that 
also in return affects peace. The relationship between peace and economy may be 
complex but is essential (Barbieri, 1996; Tobias & Boudreaux, 2009). Isenberg (2010) 
refers to such an environment as an ‘entrepreneurship ecosystem.’ In this regard, 
Isenberg (2010) suggests nine principles: a) stop emulating the Silicon Valley b) use 
the ecosystem around the local conditions c) engage the private sector from the start 
d) favour the high potentials e) get a big win on the board f) tackle cultural change
head-on g) stress the roots h) don’t overengineer clusters, help them to grow
organically, and i) reform legal, bureaucratic and regulatory frameworks. To some
extent Rwanda has applied these principles by developing the ‘Homegrown
Solutions’ via the NUC (Shyaka et al., 2016) as well as via the ´Made in Rwanda´
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project (Ministry of Trade, 2006). In fact, the National Umushyikirano Council (NUC) 
has enabled a discussion among Rwandan citizens, the political sphere and the 
business community about where to go together, how they can go there and why 
they should go there. Based on Shyaka et al. (2016) report one can say that the NUC 
has engaged Rwanda and Rwandses in complex but necessary strategy formulation 
and implementation processes. From the 10 year-review of the Homegrown 
Solutions (HGS), we can see that 12,140 people have been able to take part in 
discussions around Rwanda’s future (Shyaka et al., 2016). The agenda of the HGS has 
touched upon a vast panel of subjects from delivering quality, striving for dignity, 
aiming for self-reliance, building Rwanda’s spirit for sustainable development to 
having a common vision (Shyaka et al., 2016, p. 22). Results of the NUC demonstrate 
progress in innovation, culture of transparency, education and citizenship, economic 
development (Shyaka et al., 2016). In other terms, the review displays that the major 
pillars of a Rwandese entrepreneurship ecosystem are in place. 

Beyond these results, one of the greatest achievements of the Homegrown Solutions 
is having started to empower Rwandese in their development path. As the National 
Umushyikirano Council puts it: ‘“This spirit has been inculcated in citizens to envision 
themselves as part of the solution to the challenges encountered in their 
communities” (Shyaka et al., 2016, p. 11). Among these people are entrepreneurs 
who struggled to manage their organizations and develop markets in Rwanda. To 
understand this, let us go back to the etymological roots of the word 
entrepreneurship in French. The word entrepreneurship is composed on 1) 
‘entré/entre’ which means ‘entrance/between’ and 2) ‘prendre’ which means ‘to 
take.’ Hence, entrepreneurship can be seen as ‘the art and science of taking in 
between’. Ramirez Pasillas, Brundin, and Markowska (2017b) recent edited book 
also shares this view while insisting on the embeddedness of such a process 
especially in emerging countries as pointed out in the introduction chapter (Ramirez 
Pasillas, Brundin, & Markowska, 2017a). The present case book describes how 
entrepreneurs found or created a gap in the market and then developed and 
managed their organizations so that they entered such markets and took a place in 
them by gaining market shares. This book presents five businesses (BEMS Duhange 
Ltd., SOWATORM Ltd., NYINAWAJAMBO, INEMA Catering Services and the Gorillas 
Hotel Group), their entrepreneurial journeys as well as their managerial and 
marketing struggles along these journeys. This book is hence about three major and 
interdependent themes: Entrepreneurship, Management and Marketing.  

The role of entrepreneurship in economic development has been discussed in 
developed countries see for the example Acs (2006) or the special issue of 
Entrepreneurship & Regional Development: An International Journal (Ribeiro-
Soriano, 2017). But there is no difference for African countries (Achtenhagen & 
Brundin, 2016) nor in Rwanda (See: Kamugisha, 2017). In this book, every single 
business was affected by the war and the 1994 genocide against the Tutsis. Every 
businesslfaced a shortage of resources and faced the need to re-invent itself. In line 
with Schumpeter’s view on entrepreneurship, these five businesses had to 
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recombine their existent resources that were often limited (Davidsson, 2015; 
Shepherd & Patzelt, 2017). At the centre of their success lied often the 
entrepreneurs who started the businesses - Elysee Gatera for BEMS Duhange, the 14 

tomato farmers for SOWATORM, Anastasie for NYINAWAJAMBO and Mukeshimana 
Coltilda and Mukamusoni Peace for INEMA Catering Service and Emmanuel Ruzera 
for the Gorillas Hotel Group. These entrepreneurs showed ambition, determination, 
persistence, intelligence, analytical capacities and also imagination and a sense of 
inquiry that helped them during their journeys. For some, like Mr. Gatera and also 
Mrs. Mukeshimana and Mrs. Mukamusoni, education and their experiences outside 
Rwanda can also be seen as part of their entrepreneurial success. As a whole, in this 
book students will meet people who have some entrepreneurial traits. Students will 
also discover individuals who were not born entrepreneurs but who developed their 
entrepreneurial capabilities. Students will also discover people who not only picked 
up existing opportunities, but also created opportunities, for example, in INEMA 
Catering Services. This book is thus about ‘Opportunity Recognition.’ But opportunity 
recognition makes no sense without the second aspect of the entrepreneurial 
process: ‘Opportunity Exploitation´ so that a full nexus can be discussed (Davidsson, 
2015). The five businesses in this book, present challenges in exploiting 
opportunities. These businesses struggled in transforming ideas into innovations. 
They struggled in enabling business ideas to impact markets. These difficulties were 
in line with the theoretical idea that inventions are great but they do not become 
innovations till they are commercialized (Acs & Audretsch, 1990; Sarasvathy, 2001; 
Sarasvathy, Dew, Velamuri, & Venkataraman, 2003). In this context, the cases in this 
book present marketing and managerial issues as challenges to business growth. 
 
Like for businesses in other parts of the world, marketing became central for these 
Rwandese businesses. Marketing can be defined first as a philosophy of 
‘understanding customers and their needs,’ and second as a strategy of ‘developing 
activities and functions’ to enable a product to be created and delivered in a 
satisfactory manner (Grönroos, 2007a, 2007b). Additionally, historically these 
Rwandese businesses were operating when the local market had to be (re)created, 
which is an interesting perspective in terms of push and pull strategies in emerging 
markets. This represents an occasion to discuss the shift from ‘traditional marketing’ 
that could have been a success at the start of the business when competition was 
low to ‘relationship marketing’ that could be of more value in a competitive 
environment (Grönroos, 2007a, 2007b). Indeed, each business had a certain view 
and way of doing work until competition created turbulence. On several occasions, 
especially in the Gorillas Hotel Group and the BEMS Duhange cases, having a 
‘relationship perspective’ could be seen as one of the keys, if not the only key, to a 
brighter future and value creation. But it is not enough for entrepreneurial firms to 
only have a marketing oriented mind-set, there is also a need of management. 
Research points out that many firms do not survive the first years of their existence 
not because of the actual market but because of poor management of the business 
and/or lack of managerial skills of the entrepreneurs. This is the case in Africa such 
as in South Africa (Fatoki, 2014). As pointed by Kamugisha (2017) entrepreneurship 
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in Rwanda suffers from a low success rate. Kamugisha (2017) identifies institutional 
and social factors of such situations without denying other possible factors. In the 
cases of this book, the focus is mostly on organizational factors. If the aim of a firm 
is to survive and grow then developing an organization in terms of division and 
coordination of work, creating a hierarchy and aligning the structure with the current 
context then managing this organization is essential (See: Grant, 2016). In the cases 
presented in this book, especially in the INEMA Catering Services case, the 
managerial issues are pointed out as challenges. For the Gorillas Hotel Group’s case, 
the role of the management at the group and hotel levels is also examined both as 
an internal marketing and/or managerial issue.  

This discussion above is a reminder of the interdependencies between 
entrepreneurship, marketing and management. As the editor of this book, I strongly 
believe that today’s students will become tomorrow’s employees, managers and 
business creators and their success will depend on their knowledge and 
understanding about these interdependencies. Across the cases, students will have 
the occasion to develop a certain multifaceted mind-set. Using these cases, students 
will increase their capacity to analyse and reflect on entrepreneurship, marketing 
and management and the relationships between them. This will enable students to 
increase their capacity to create and develop new businesses and will prepare them 
for their future roles as employees, managers and leaders. Furthermore, to 
understand interdependencies between entrepreneurship, marketing and 
management, it is essential to sustain the entrepreneurship processes of 
opportunity discovery and exploitation. In other terms, to understand these 
interdependencies it is essential to reflect on what could be called ‘sustainable 
entrepreneurship.´ The businesses in this book illustrate sustainable 
entrepreneurship so that their cases represent a chance to develop knowledge and 
understanding about ‘sustainable entrepreneurship.´ However, beyond sustainable 
processes, what is the actual aim of entrepreneurship in these businesses? Whereas 
the economic value of these interdependencies has been underlined previously, 
sustainable entrepreneurship can also be described as being a cornerstone for social 
and environmental sustainability (Boudreaux, 2007, 2011). On the one hand, social 
value may be observed in a business such as SOWATORM where the organizational 
design in the form of a cooperative may ensure a social life for the farmers and the 
community (See: Verhofstadt & Maertens, 2014a, 2014b). Additionally, in the 
context of a post-war environment, entrepreneurship has even been described as 
having a societal value through reconciliation as individuals start trusting each other 
again and also start relying on each other (Boudreaux, 2007; Tobias & Boudreaux, 
2009). Such a necessity of cooperating with people who may have been in different 
camps during the genocide is visible in the SOWATORM case. Further, 
NYINAWAJAMBO’s social aim also cannot be denied. One can perceive having better 
school desks as essential for people’s right to education and health. Further, 
environmental responsibility is raised in the BEMS Duhange case as its products are 
marketed as environmentally-friendly and the Gorillas Hotel Group is trying to come 
up with ecological hotels.  
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Overview of the cases and 
pedagogical approaches 

Jean-Charles E. Languilaire. Ph.D 

This book contains eight cases about five businesses. Table A gives an overview of 
the businesses, the associated cases, the themes and the subjects covered. It also 
indicates the level of difficulty of the cases. 

As can be seen in Table A, the book starts with simpler cases in which the formulation 
is more direct and structured. To enable focused learning and to bring more 
diversity, history and situations 3 of the businesses (BEMS DUHANGE LTD., 
SOWERTOM and NYINAWAJAMBO) were divided into 2 cases named – part A and 
part B. Each part focuses on a more specific theme. These 6 cases are followed by 2 
other businesses (INEMA and THE GORILLA HOTEL GROUP) that are presented as 
more single cases to introduce some complexity or less structured information. 
These 2 latest cases require students to work more actively in retrieving and treating 
information as part of their analyses.  

Cases that are in section 1 of this book are followed by teaching note as a way of 
supporting students’ learning, systematic analyses and consistency in section 2. 
Teaching notes covers part A and part B to enable teachers grasping the entire 
business as well as specific aspects of parts A and B. From a hermeneutic perspective, 
this should enable teachers to grasp the ‘small’ or ‘details’ in their context. The 
teaching notes present pedagogical ideas on how to use cases in the classroom with 
students, but beyond these teaching notes, this book, as a whole, can be used in 
several ways. As editor of this book and having been teaching for several years in 
diverse classes, I have identified three 3 different but complementary settings in 
which these cases could be used: 1) a traditional setting, 2) a disciplinary setting, and 
3) a multi-disciplinary setting. Thereof, some tips on how to fully think over the cases 
in this book and how to use them creatively are now given.

A traditional setting: Pedagogical ideas on how to work 
using one case 
Each case may be used independently. In this setting, teachers can select one case 
to use in their class. The teaching note and associated questions can be used in a 
straightforward manner. This is what can be seen as a traditional way of teaching 
case studies in class.  
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Table A: O
verview

 of Businesses, Cases, Them
es, Subjects and level of difficulty 

Business
Case

Them
e

Subject covered
Difficulty

BEM
S DU

HAN
GE 

LTD. 
A: M

r Gatera’s journey 
Entrepreneurship 

Entrepreneurship, opportunity recognition, opportunity 
exploitation, netw

ork and education 
B: M

arketing, the key to 
success? 

M
arketing 

M
arketing strategy, challenges of com

petition, need for a new
 

m
arketing strategy and innovations 

SO
W

ERTO
M

 
A: Doing tom

ato salsa in 
Rw

anda 
Entrepreneurship 

Entrepreneurship, business m
odels, opportunity recognition, 

opportunity exploitation and sustainability 
B: M

arketing or not 
m

arketing? That is the 
question 

M
arketing 

M
arketing strategy, challenges of com

petition, need of new
 

m
arketing strategy and innovation 

N
YIN

AW
AJAM

BO
 

The birth of a new
 

business 
Entrepreneurship 

Entrepreneurship, entrepreneur, opportunity recognition and fam
ily 

business.  
An entrepreneurial 
business on the m

ove 
M

anagem
ent

Entrepreneurship, opportunity exploitation, grow
th and strategy 

and fam
ily business. 

IN
EM

A 
Tw

o w
om

en, one spirit 
Entrepreneurship 
and M

anagem
ent 

Entrepreneurship, opportunity recognition, opportunity 
exploitation, netw

ork, serial entrepreneurship, m
anagem

ent, 
grow

th strategy and m
anagem

ent of services.  
THE GO

RILLAS 
HO

TEL GRO
U

P 
Custom

er driven strategy 
M

anagem
ent and 

M
arketing 

Custom
er care, custom

er services, custom
er retention strategies, 

com
petition analysis, com

petitor analysis, service m
anagem

ent &
 

m
arketing, tourism

 &
 hotel industry. 
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A disciplinary setting: Pedagogical ideas on how to work on 
theme-based cases using A or B parts.  
In the same course/discipline/subject, only part A or only part B of the three first 
businesses can be used. As a disciplinary setting, three ways can be envisioned. Table 
B sums up these three ways of using the cases in a disciplinary setting: 

• Sequentially. The discipline/theme/subject is similar but the business
changes. Based on the level of difficulty, teachers can start with a simpler
case in one session and then move to more complex cases in later sessions.

• Sequentially with complexity at the end. It is also possible to first solely use
part A or solely use part B in relation to the discipline/theme/subject and
then select one of the two last businesses. The more complex case may thus 
serve as a wrap up case for all previous learning.

• Simultaneously. All students focus on the same discipline/theme/subject
but in different businesses, i.e. part A for 2 different businesses for example. 
Teachers should combine two cases that are close in regard to their
difficulty. By keeping the difficulty levels close, the analysis does not ask for
different skills in students but a comparison can be made to reach a higher
level of learning and to understand the extent to which the context is
central. Beyond their discipline/theme/subject, note that the INEMA and
THE GORILLAS HOTEL cases may be used simultaneously as they are both in 
the service industry and both can also be relevant for tourism.

At the end of a disciplinary setting, a ‘wrap up case session’ can be organized to 
review and connect the cases together. When organized, this last session should 
enable systematically comparing the cases based on previous analyses so that 
deepened knowledge and understanding on the discipline/theme/subject in focus 
may be gained. Such a wrap up session should enable a discussion on theories and 
models from a higher-level learning (see: Bloom, 1956). Such sessions should serve 
as a platform for discussing common patterns in the discipline/theme/subject 
concerned, namely entrepreneurship, management or marketing. 

A cross-disciplinary setting: Pedagogical ideas on how to 
work from a business perspective using parts A and B 
Cases can be used in general courses about management and business, in a 
programme where entrepreneurship, marketing and management are intertwined 
but also between courses touching independently upon entrepreneurship, 
marketing or management. In a cross-disciplinary setting using part A and part B and 
the different businesses, 5 ways could be envisioned. Table C sums up these five 
ways of using the cases in a cross-disciplinary setting.  

21



Ta
bl

e 
B:

 P
ed

ag
og

ic
al

 ti
ps

 fo
r u

sin
g 

ca
se

s i
n 

a 
di

sc
ip

lin
ar

y 
se

tt
in

g 
(U

sin
g 

so
le

ly
 p

ar
t A

 o
r s

ol
el

y 
pa

rt
 B

 o
f d

iff
er

en
t b

us
in

es
se

s )
 

In
 a

 se
qu

en
ce

 
In

 a
 se

qu
en

ce
 w

ith
 c

om
pl

ex
ity

 a
t t

he
 e

nd
 

Si
m

ul
ta

ne
ou

sly
 

Se
le

ct
 o

ne
 p

ar
t, 

A 
or

 B
 

•
Se

ss
io

n 
1 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 1

 

•
Se

ss
io

n 
2 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 2

 

•
Se

ss
io

n 
3 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 3

 

•
W

ra
p 

up
 se

ss
io

n
Co

m
pa

rin
g 

bu
sin

es
se

s 1
, 2

 a
nd

 3
 a

bo
ut

 th
e

th
em

e 
as

so
ci

at
ed

 w
ith

 th
e 

se
le

ct
ed

 p
ar

t

Se
le

ct
 o

ne
 p

ar
t, 

A 
or

 B
 

•
Se

ss
io

n 
1 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 1

•
Se

ss
io

n 
2 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 2

•
Se

ss
io

n 
3 

An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
 B

us
in

es
s 3

•
W

ra
p 

up
 se

ss
io

n
o

 S
el

ec
t I

N
EM

A 
or

 th
e 

GO
RI

LL
A 

HO
TE

L
GR

O
U

P 
ca

se
o

 A
sk

 fo
r a

n 
an

al
ys

is 
of

 th
e 

se
le

ct
ed

 si
ng

le
ca

se
o

 D
ire

ct
 th

e 
di

sc
us

sio
n 

ba
ck

 to
 th

e 
ca

se
s

pr
ev

io
us

ly
 st

ud
ie

d 

Se
le

ct
 o

ne
 p

ar
t, 

A 
or

 B
 

•
Se

ss
io

n 
1 

o
 D

iv
isi

on
 o

f c
la

ss
 in

to
 2

 su
b-

gr
ou

ps


An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
Bu

sin
es

s 1
 b

y 
on

e 
su

b-
gr

ou
p


An

al
ys

is 
of

 o
f t

he
 se

le
ct

ed
 p

ar
t f

or
Bu

sin
es

s 2
 b

y 
th

e 
ot

he
r s

ub
-g

ro
up

o
 C

om
pa

rin
g 

Bu
sin

es
se

s 1
 a

nd
 2

 

•
Se

ss
io

n 
2 

o
 D

iv
isi

on
 o

f c
la

ss
 in

to
 2

 su
b-

gr
ou

ps
.


An

al
ys

is 
of

 th
e 

se
le

ct
ed

 p
ar

t f
or

Bu
sin

es
s 3

 b
y 

on
e 

su
b-

gr
ou

p


An
al

ys
is 

of
 th

e 
se

le
ct

ed
 p

ar
t f

or
Bu

sie
ns

s 4
 b

y 
th

e 
ot

he
r s

ub
-g

ro
up

o
 C

om
pa

re
 B

us
in

es
se

s 3
 a

nd
 4

 

•
W

ra
p 

up
 se

ss
io

n
Co

m
pa

re
 b

us
in

es
se

s 1
, 2

, 3
 a

nd
 4

 a
bo

ut
 th

e
th

em
e 

as
so

ci
at

ed
 w

ith
 th

e 
se

le
ct

ed
 p

ar
t

22



Ta
bl

e 
C:

 P
ed

ag
og

ic
al

 ti
ps

 fo
r u

sin
g 

ca
se

s i
n 

a 
cr

os
s-

di
sc

ip
lin

ar
y 

se
tt

in
g 

(u
sin

g 
pa

rt
 A

 a
nd

 p
ar

t B
 o

f t
he

 sa
m

e 
bu

sin
es

s)
 

Se
qu

en
tia

lly
Si

m
ul

ta
ne

ou
sl

y
As

 si
m

ul
at

io
n 

Ty
pe

 1
 

Ty
pe

 2
 

Ty
pe

 1
 

Ty
pe

 2
 

Se
le

ct
 o

ne
 

bu
sin

es
s 

•
Se

ss
io

n 
1 

An
al

ys
is 

of
 p

ar
t A

•
Se

ss
io

n 
2 

An
al

ys
is 

of
 p

ar
t B

•
W

ra
p-

up
 se

ss
io

n
Br

in
gi

ng
 p

ar
ts

 A
an

d 
B 

to
ge

th
er

Se
le

ct
 o

ne
 b

us
in

es
s 

•
Se

ss
io

n 
1 

o
 A

na
ly

sis
 o

f p
ar

t A
o

 W
ha

t i
s m

iss
in

g?
i.e

. i
nt

ro
 to

 p
ar

t B

•
Se

ss
io

n 
2 

o
 R

em
in

d 
th

e 
cl

as
s

ab
ou

t p
ar

t A
o

 A
na

ly
sis

 o
f p

ar
t B

o
 R

ec
on

ne
ct

 w
ith

pa
rt

 A

Se
le

ct
 o

ne
 b

us
in

es
s 

Di
vi

sio
n 

of
 cl

as
s i

nt
o 

2 
su

b-
gr

ou
ps

 

•
An

al
ys

is 
of

 p
ar

t A
by

 o
ne

 su
b-

gr
ou

p

•
An

al
ys

is 
of

 p
ar

t B
by

 th
e 

ot
he

r s
ub

-
gr

ou
p

•
Co

m
pa

rin
g 

pa
rt

 A
an

d 
B 

fo
r t

he
se

le
ct

ed
 b

us
in

es
s

•
Se

ss
io

n 
1,

 B
us

in
es

s 1
: 

o
 D

iv
isi

on
 o

f c
la

ss
 in

 2
 su

b-
gr

ou
ps

 


An
al

ys
is 

of
 p

ar
t A

 b
y 

on
e 

su
b-

gr
ou

p


An
al

ys
is 

of
 p

ar
t B

 b
y 

th
e 

ot
he

r s
ub

-
gr

ou
p

o
 C

om
pa

rin
g 

pa
rt

 A
 a

nd
 B

•
Se

ss
io

n 
2,

 B
us

in
es

s 2
 

o
 D

iv
isi

on
 o

f c
la

ss
 in

 2
 su

b-
gr

ou
ps

 


An
al

ys
is 

of
 p

ar
t A

 b
y 

on
e 

su
b-

gr
ou

p


An
al

ys
is 

of
 p

ar
t B

 b
y 

th
e 

ot
he

r s
ub

-
gr

ou
p

o
 C

om
pa

rin
g 

pa
rt

 A
 a

nd
 B

•
W

ra
p 

up
 se

ss
io

n
Co

m
pa

rin
g 

bu
sin

es
se

s 1
, 2

 w
ith

 re
ga

rd
to

 p
ar

t A
, B

 a
nd

 c
om

bi
ni

ng
 A

&
B.

Di
vi

sio
n 

o 
fth

e 
cla

ss
 

ba
se

d 
on

 ‘r
ol

es
’ n

ee
de

d 
fo

r t
he

 si
m

ul
at

io
n 

•
An

al
ys

is 
of

 th
e 

ca
se

/b
us

in
es

s f
ro

m
 o

ne
’s

gi
ve

n 
ro

le

•
Cr

ea
tio

n 
of

 a
 ‘m

ee
tin

g’
se

tt
in

g 
be

tw
ee

n 
th

e
ac

to
rs

 to
 d

isc
us

s t
he

ca
se

s a
nd

 so
lu

tio
ns

•
O

ve
ra

ll 
di

sc
us

sio
n 

an
d

le
ar

ni
ng

23



When using any of the ways to combine in cross-disciplnary setting, all can be 
possible, but will require coordination among teachers between courses/disciplines. 

• Sequentially. The business remains but the discipline/theme/subject is
different. The first session is thus one part and the second session on the
other. Then both parts A and B can be discussed in a third session (sequence 
type 1) or as a conclusion to the second case (sequence type 2). In this
regard, teaching notes present several ideas for bridging questions. If part
A is used in one course and part B in another course, then a common lecture 
could be designed between courses.

• Simultaneously. Some of the students focus on part A and others focus on
part B. Then teachers may create a dialogue between the students who
think that they have the same case or who know that they are using
different cases. All in all, this may enable an understanding that one case
always has multiple facets (simultaneously type 1). Beside the focus on one
business, teachers may also combine the ‘businesses’ and have the same
setting for different cases over time (simultaneously type 2). In this setting,
the teaching notes offer questions relevant to both A and B sub-groups and
teachers may use bridging questions to create a multidisciplinary
discussion. This should enable learning on how entrepreneurship,
management and marketing are intertwined, for example, in the light of the 
model presented in the introduction of this book.

• As simulation. To deepen the learning further, teachers could give a task in
the form of a simulation where students ‘play’ the protagonists of the cases 
or consultants to the business. The setting as a simulation may motivate
students, as they may feel more engaged in comparison to ‘traditional case
analyses.’ In this regard, teachers divide groups and attribute them a ‘role’
such as marketing department, management, employees, managers or
others and then ask them to ‘view/analyse’ the case from their specific
given roles. The roles are based on the specific perspective and protagonists 
in part A and B. As a role-play in a simulation of a marketing strategic
meeting students, via their different roles, should confront their analyses
and solutions. Beyond discipline based learning, this setting may lead to a
discussion on how organizations are composed of departments and
functions and are in fact ‘multi-disciplinary systems’ so that one
department looks at a problem from its perspective and does not look at
other issues.

Reference 
Bloom, B. S. (Ed.) (1956). Taxonomy of Educational Objectives. New York: McKay.
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Acting Principal of the College of Business and Economics, University of Rwanda. 
Prior to this appointment, she was Head of the Department of Finance in the same 
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for over 30 years. His general interest is in the area of financial literacy of people, 
which helps them plan their incomes and expenditures and invest wisely. Madduluri 
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and General Management. His research focuses on development finance, financing 
of women entrepreneurs and financial literacy. Madduluri is currently teaching.  
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shopping behaviour, service delivery and distribution channels. As a leader, 
Nyamulinda is a good communicator and likes to motivate and encourage 
subordinates by listening to them about underlying problems that can hinder them 
in performing their duties.    
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Disposition of the book and a 
warning on rights 

This book has two sections covering the cases and teaching notes.  
 
In section 1, teachers locate the case studies that can be photocopied to be handed 
to students or which can be scanned and given digitally. Case studies cannot be 
copied and pasted on to new documents due to publication rights.  
 
In section 2, teachers find teaching notes for each case study. Part A and Part B of 
each case are combined into one teaching note to enable teachers to get an overall 
view of the case even if they find specific aspects for each case. Teaching notes are 
not to be given to students at any time.  
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SECTION 1 
SEVEN TEACHING CASES ABOUT 

FIVE  RWANDESE BUSINESSES 
Section 1 includes the 8 cases written by teachers for the CBE staff under the 
guidance and mentorship of JIBS professors in general and Assistant Professor Jean-
Charles E. Languilaire in particular. Table i sums up the cases and theie authors. More 
about the authors can be found at the end of this book.   

Table i: Business, Case, Theme & Authorship 
Business Case number and 

title 
Theme Authors 

BEMS DUHANGE 
LTD. 

17/01-1 
Part A: Mr Gatera’s 
journey 

Entrepreneurship Dr Jonas BARAYANDEMA  
Mr. Idrissa NDIZEYE 

17/01-2 
Part B: Marketing, the 
key to success? 

Marketing 

SOWERTOM 17/01-3 
Part A: Doing tomato 
salsa in Rwanda 

Entrepreneurship Dr. Bideri Ishuheri 
NYAMULINDA 

17/01-4 
B: Marketing or not 
marketing? That is the 
question 

Marketing 

NYINAWAJAMBO 17/01-5 
Part A: The birth of a 
new business 

Entrepreneurship Dr. Sarveswara Roa 
MADDULURI  
Dr. Ildephonse MUSAFIRI 

17/01-6 
Part B: An 
entrepreneurial business 
on the move 

Management 

INEMA 17/01-7 
Two women, one spirit 

Entrepreneurship 
and Management 

Dr. Bideri Ishuheri 
NYAMULINDA 
Ms. Françoise KAYITARE 
 

THE GORILLAS 
HOTEL GROUP 

17/01-8 
Customer driven 
strategy 

Management and 
Marketing 

Dr. Rao RAMA 

 
Copyright Warning 
Case studies can be photocopied to be given to students or can be scanned and given 
to students digitally. Case studies cannot be copied and pasted on to new documents 
because of publication rights.  
 

31



32



CASE: 17/01-1 

Copyright © 2017 JIBS, UR, Barayandema, Ndizeye & Languilaire  1 

 
 
 
 
 
 

BEMS DUHANGE Ltd. (A):  
Mr. Gatera’s journey 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

This case was developed by Dr. Jonas BARAYANDEMA and Mr. Idrissa NDIZEYE, 
College of Business and Economics, University of Rwanda with support from Dr. 

Jean-Charles, E. LANGUILAIRE, JCL Humanistic Consulting for Jönköping 
International Business School, Jönköping University 

 
The authors gratefully acknowledge JIBS/UR cooperation and SIDA’s financial 

support. The authors would also like to thank the respondents who took part in 
developing the case and the JIBS Reviewers for their feedback. 
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Elysee Gatera started Duhange in 1988. It became BEMS1 Duhange in 1996. Whereas 
the business seems to have been growing, Gatera’s entrepreneurial journey has 
been full of ups and downs. This case takes you through the first part of Gatera’s 
entrepreneurial journey, from 1988 to 2008, to understand his motivation and 
entrepreneurial and innovative processes. This may enable you to guide Gatera, who 
in 2008 faced challenges when new competitors arrived in the market. 
 

ELYSEE GATERA’S BACKGROUND 
Elysee Gatera was born in Rwanda and after completing secondary school in 1969, 
he went to Uganda for technical training; he was also awarded a certificate approved 
by the City & Guilds of London Institute in 1970. From there, he applied for a 
scholarship to the Hamburg Higher Technical Institute in Germany.  
 
During his studies in Germany from 1971 to 1972, Gatera observed a lot of building 
material and constantly tried to compare the products, machinery and ‘natural’ 
resources there to the ones used in Rwanda. Even at that time, he was constantly 
thinking of how such material could be adapted for Rwanda.  
 
Coming back home from Germany, Gatera joined the Ministry of Labour, first as a 
construction supervisor and later as in-charge of the Architectural Technical Planning 
Office (in 1973). He worked for 10 years for the Ministry during which he was able 
to meet a lot of people and get a lot of exposure. During this time he noticed how 
almost all the building material was being imported to Rwanda as there was no 
locally made material. Apart from being very expensive, there were only few types 
and models of finished products that were imported which limited what was on offer 
for Rwandese people. Additionally such products did not always answer Rwanda’s 
needs and wants.  
 
Gatera left the Ministry of Labour in 1983 to join BECO Sarl., a private company 
where he served for five years before starting his own business in 1988. 
 

BEMS: A CHRONOLOGICAL PERSPECTIVE OF ELYSEE 
GATERA’S JOURNEY 
This section discusses the chronological development of the business from Duhange 
to BEMS Duhange. 
 
1988-94: Duhange’s birth 
Setting up his own business had been Gatera’s strong desire. He recalls how in his 
childhood he was fascinated by the construction field and how he used to spend a 
lot of his free time helping in the work undertaken by the church: 

                                                        
1 Building Equipments and Materials Supply 
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The work would range from carpentry to even drawing some plans. The pastor used to be very 
pleased with me and I would get various gifts in return or money for my work to buy books of my 
choice.  

 
This memory represents Gatera’s essence and his passion for construction and 
quality. Thinking about producing locally and offering a solution to imported material 
had been Gatera’s concern for long: 

…all the while that I was employed, I conducted research on how the imported products could be 
made with our natural raw materials …  

 
This became a reality in 1988 when Gatera created Duhange. In the early days, the 
business was located at Kigali, Kimironko (Kwamushimire). Duhange’s mission and 
motto then were: 

VISION: To perform for our customers the highest level of quality construction services at fair and market competitive prices. 
MOTTO: Small enough to listen- Big enough to deliver.  

 
Initially the business started as a micro project in the name of ‘Duhange’ in 1988 
through manufacturing building material for the market:  

Initially it was a family business in the sense that I employed my relatives only. Everyone would 
participate as if it was their own business…I chose the name Duhange (a Kinyarwanda term 
implying ‘innovation’ in English) because that was what I had always dreamt of doing. 

 
The first product was a washed gravel tile in 10 varieties. This product was chosen 
because of four main reasons: (1) it was easy to make, (2) it was needed by many 
individuals and institutions to protect their buildings against humidity, (3) it was 
efficient in protecting buildings against the dangers of humidity, and (4) the limited 
amount of initial capital needed for the business since the net assets amounted to 
around Rwandese Francs (RWF) 10 million. 
 
Finding a market was not without challenges though. Gatera says:  

It wasn’t easy to get customers for our products, as no matter what the price was, people took 
pride in using imported material while building their homes/offices (…) and they wouldn’t take 
the risk of using locally made material.  

To overcome this challenge, Gatera engaged in creating a network while himself 
visiting building sites with samples of the material. He was the face and the selling 
force of the business and going himself was an attempt to convince potential 
customers about his products. This approach yielded results: 

Despite the slowness in being convinced, people ended up embracing my products progressively 
(…) that was the time when the tourism industry in Rwanda had stated getting a lot of attention. 
I got a major breakthrough when I got an order from a guest house in a tourist spot. Thereafter, 
we continued to receive more orders from different customers until the beginning of 1994. At this 
time, our net assets amounted to around RWF 42 million. 

 
1994: A stop for DUHANGE 
In 1994 came an interruption to Duhange’s business activities. Like the rest of the 
Rwandan business sector, Duhange had its share of losses in the terrible and 
unfortunate 1994 civil war in Rwanda that ended in genocide perpetrated against 
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the Tutsis. All activities were stopped not only during the time of the war but also 
during the rest of the year as some of the equipment had been stolen.  
 
Rebuilding became the most important task for all business organizations 
countrywide including for Duhange. Before starting the rebuilding of his business, 
Gatera got a job at UNAMIR where he was responsible for reconstruction work. 
Gatera worked there for the last four months of 1994 and then quit to resume his 
business activities at the beginning of 1995. Duhange resumed work in the same 
location as earlier.  
 
1995-97: Rebuilding DUHANGE into BEMS Duhange Ltd. 
Using his short experience at UNAMIR, Gatera received three important sub-
contracts: (a) to produce and supply floor tiles to renovate the Ministry of Planning 
and Economic Development; (b) from DYWIDAG to fabricate floor tiles for the 
renovation of Kanombe airport, and (c) from the American Refugee Committee 
(ARC) for the construction of health centres at Rwempasha and Karangazi. These 
three offers played a large role in Duhange’s rebuilding and for that Gatera has full 
appreciation: 

Most of these works were well paying. They helped me rebuild the business (…) for instance, it 
was the payment I got from UNAMIR that facilitated investing in a tipper.  

 
The offers were made to Gatera based on the trust built during his experiences in 
the construction field before the war and his short time at UNAMIR. He started 
executing these offers with net assets valued at RWF 12 million. While fulfilling these 
contracts, Gatera was confronted by the requirement of registering his business. 
Since registration was a necessary condition for Gatera to continue his business, he 
registered his company under the name of BEMS Duhange Ltd. in 1996. This was also 
an occasion to develop the business and have a clearly defined organizational 
structure (Figure 1).  
 

 
Figure 1: BEMS Duhange Ltd.’s organizational chart 
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Thanks to the business being registered the three contracts could be completed in 
1997 immediately after which a new era started for Duhange. Additionally, in that 
period Gatera introduced a new product, the cement block.  
 
1998-2008: Smooth and innovative development for BEMS Duhange 
Ltd. 

The period from 1998 to 2008 was characterized by a 
boost in the construction industry countrywide. At the 
start of this period, BEMS’ net assets were around RWF 
48 million. During this period it received many offers 
mainly from public institutions where construction was 
going on continuously. A major change came in 2006 due 
to requirements in the law. The law required all 
companies to limit their shares. Consequently, the 
statutes and structures were changed to fit the prevailing 
context and benefit from the various economic 

development programmes introduced by the government. Gatera talks of the 
government support as:  

Though I wouldn’t say there has been direct financial assistance from the government, I cannot 
deny the fact that there has been a lot of support otherwise. I had the opportunity of visiting 
countries like South Africa twice, and once India and China. The idea behind these trips was to 
gain first-hand information on the construction industries there. This helped me gain a lot of 
information especially about doing things in a more economical way.  

 
Compliance with the law was done quickly and BEMS went on with its activities till 
2008 without worrying about competition. It maintained its market share easily and 
sustained its growth. At the end of 2008, BEMS Duhange Ltd.’s net assets reached 
around RWF 114 million.  
 
Moreover, from 1998 Gatera started embracing innovations. After the cement 
blocks that were introduced in 1996, the company introduced concrete slabs in 
1998, pavers in 2000 and road kerbs in 2004. Further, some more changes like new 
colouring of terrazzo floors and new shapes of pavers were also done.  
 
Beside new products, BEMS Duhange Ltd. adopted new processes and techniques. 
From 1996 to 1998 cement blocks were made manually and immediately exposed to 
the sun. There was no humidification phase. In 1998, machines were introduced but 
the cement blocks were still immediately exposed to the sun. In 2001 the 
humidification phase was introduced in the production process. This led to the 
production of stronger and better quality blocks. From 1995 till 1999 the pavers were 
also made manually. Machines were introduced in the pavers’ production process in 
2000.  
 
Finally, in 2000 a construction execution service involving the use of the company’s 
building material was introduced and offered to customers who needed it. This 
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implied that BEMS’ customers could request it to send its employees with required 
expertise to help in constructing specific parts that required the use of material 
acquired from BEMS. 
 
Everything was going smoothly especially with a focus on innovation, but things did 
not remain the same and another era started.  
 
The challenging period from the end of 2008 and onwards 
Till the end of 2008 BEMS Duhange Ltd. did not have to worry about competition. 
But from 2009, competition became a great concern when new large-scale 
construction companies came up. These included Fair Construction Ltd., NPD 
Cotraco, Horizon Construction, Real Contractors and Briqueterie Rwandaise RULIBA. 
Even small-scale construction entities grew in number such as ANIK Rwanda, BM 
Contractors and Ccc: Construction Consultancy Company. This sharp competition 
was about to affect BEMS Duhange Ltd. so   Gatera started wondering whether BEMS 
Duhange Ltd.’s growth path was strong enough. 
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BEMS DUHANGE Ltd. (B):  
Marketing, the key to success? 
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BEMS1 Duhange Ltd. was created by Gatera in 1996 though it had been in operation 
in a different form since 1988. Since 1996, Gatera’s strategy has been based on 
innovations. Being unique in the Rwandese market enabled BEMS’ strategy to be 
efficient. By the end of 2008 however, there was fierce competition which 
challenged BEMS’ growth. To counter this new environment, Gatera developed a 
marketing strategy. This part explores BEMS’ marketing strategy so that we can 
evaluate if the marketing decisions taken will help BEMS survive.  
 

BEMS’ BUSINESS ENVIRONMENT AND VIEWS ON 
MARKETING 
From the renewal of the business after 1994 till the end of 2008, BEMS Duhange Ltd. 
did not have to worry about competition. However, competition became a great 
concern for   Gatera in 2009. On the one hand, new large-scale construction 
companies arrived in the market such as Fair Construction Ltd., NPD Cotraco, Horizon 
Construction, Real Contractors and Briqueterie Rwandaise RULIBA. On the other 
hand, small-scale construction entities also grew in number such as ANIK Rwanda, 
BM Contractors and Ccc: Construction Consultancy Company. Even international 
actors got established in Rwanda.  
 
This sharp competition affected BEMS Duhange Ltd. in the sense that its market 
share, especially that based on public offers which was its strength reduced. 
However, the company has managed to survive so far. As proof, BEMS’ net assets at 
end of 2015 were still around RWF 120 million. This is similar to what it was a few 
years ago. 
 
Part of the challenges and maybe part of the relative survival or success of BEMS 
Duhange Ltd. lies in Gatera’s point of view about the market and BEMS’ marketing:  

The secret of our survival resides in the fact that we tried to improve our after-sales services; to 
make sure that the quality of our products was continually appreciated by the customers; to 
ensure that the prices were always affordable compared to those set by our competitors; to 
maintain good relationships with our long standing customers and suppliers of raw material; and 
to respect our ethical values with an emphasis on honesty in whatever we do. While our suppliers 
include both individuals and private companies, our customers include individuals, NGOs and 
private and public institutions. 

 
 

BEMS’ MISSION AND BUSINESS IDEA 
Duhange’s mission is ‘To perform for our customers the highest level of quality 
construction services at fair and market competitive prices’ and its motto is ‘Small 
enough to listen- Big enough to deliver.’ BEMS Duhange Ltd.’s business idea is 
providing locally produced products and offering quality products and services to 
Rwandese people which are more adaptable to their needs and wants. In this 
context, innovation has been central for Gatera since day one.                                                          
1 Building Equipments and Materials Supply 
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As a matter of fact, in the beginning, Elysee Gatera started by making washed gravels 
in different varieties, as these were not offered by importers. Later other products 
were introduced, in particular cement blocks in 1996, concrete slabs in 1998, pavers 
in 2000 and road kerbs in 2004. Further, some changes in the colouring of terrazzo 
floors and new shapes of pavers were also made. This was central for BEMS, which 
sees product and process innovations as a central part of its business. Hence, it also 
introduced new processes and techniques for making cement blocks and pavers. 
From 1996 till 1998 cement blocks were made manually and immediately exposed 
to the sun. There was no humidification phase. In 1998, machines were introduced 
but still cement blocks were exposed to the sun immediately. In 2001, the 
humidification phase was introduced in the production process. This led to the 
production of stronger and better quality blocks. From 1995 till 1999 pavers were 
also made manually. Machines were introduced in the pavers’ production process in 
2000. The same year, BEMS Duhange took on a new challenge by creating ‘the 
construction execution service.’ This service meant that BEMS’ customers could 
request it to send its employees with required expertise to help in constructing 
specific parts that required the use of material acquired from BEMS. 
 
For Gatera, BEMS’ vision and business idea with a focus on innovations has been 
translated and sustained in its marketing plan.  
 

BEMS’ MARKETING PLAN 
This section discusses the four aspects of BEMS’ marketing plan (marketing is under 
the responsibility of the financial manager, for details see Appendix 1). 
 
Product Strategy 
When Gatera started his business, he had to choose specific product(s) to start with. 
It is worth remembering here that he was then producing different types of washed 
gravels. He introduced more products later on.  
 
Currently, BEMS’ products include terrazzo tiles, concrete slabs, washed concrete 
tiles, masonry and foundation blocks, partitioning blocks, ventilators and paving 
blocks (see Figure 1 and Appendix 2).  
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Terrazzo Concrete tiles 
and slabs 

Washed gravels Pavers Blocks and Grills Others 

Figure 1: BEMS’ product line (Source: BEMS: http://www.bems.rw). 
 
The total sales revenue generated by each product is given in Table 2. 
 

Table 2: BEMS’ products and their share in total sales revenue (Source: BEMS 
report, 2015). 
Type of product % of the total 

revenue 
Pavers 50 
Blocks for walls 30 
Finishing material (tiles, slabs, terrazzo, etc.) 15 
Other material (customized/made on order) 5 

 
As can be seen from Table 2, the largest share of the revenue comes from pavers. 
The reasons behind this are bulk orders and increasing demand.   Gatera gives more 
details: 

While an order for gravel tiles could be for 20 sq.m for RWF 1,500 per sq.m, an order for pavers 
will be an average of 2,000 sq.m fetching around RWF 15 million… so we have enough  work to 
keep us busy day and night throughout the year. 

 
Vis-à-vis the market, concrete slabs are honey combs which are new; washed gravels 
are still gaining customers; the pavers’ market has stabilized whereas the demand 
for blocks is reducing due to many affordable substitutes.   Gatera still holds some 
works close to his heart: 

Orders like decorative tile work give a lot of satisfaction and surely they generate income enough 
for our daily bread.  

 
BEMS’ products have various designs which attract customers including those who 
can afford to purchase the products and also those want to buy them but do not 

42



CASE 17/01-2 

Copyright © 2017 JIBS, UR, Barayandema, Ndizeye & Languilaire  5 

have the ability to do so. These products are made using mechanical and manual 
techniques that make it easy to adapt them to customers’ needs. Moreover, the 
combination of these techniques enables customers to differentiate BEMS’ products 
from similar products found in the market since they are convinced that BEMS’ 
products yield more benefits for what they cost.   Gatera says:  

For instance, public institution Rwanda Development Board (RDB) gave an offer to our company 
and another company to put pavers in two different but close compounds. A few years later, RDB 
happened to note that the other company’s pavers were damaged while ours were still in good 
shape. Having noted this, RDB called and requested us to remove the damaged pavers and to 
replace them with ours … 

 
BEMS’ products are said to be environmentally friendly because they are made 
without using any chemicals. No packaging of any kind is used by BEMS for its 
products and this also helps in easy transportation. BEMS’ products are also deemed 
convenient for use and customers who use them appreciate their quality: 

We have never received any single complaint from the customers who used and are still using our 
products. They are all very happy with our products.  

 
Finally, customers are given a three-month warranty when they buy BEMS’ products. 
This is important for   Gatera who says:  

A three-month warranty is long enough to test our products. Beyond that period, related 
damages are a customer’s responsibility. So far no case has been reported to us during the 
warranty period. 

 
 
Price Strategy 
When it comes to pricing, Gatera has the following strategy:  

I first set relatively high prices in comparison to similar products and then gradually reduce the 
prices. For some products, prices are set considering that they are more appealing than 
competitors’ products. This is done by setting lower prices after examining competitors’ prices. 

 
For details about BEMS’ product prices, please see Appendix 2. 
 
 
Place Strategy 
BEMS’ mostly distributes its products directly to end-users. Its factory is situated in 
Remera, a suburb of Kigali and close to a major national road. It is about 20 km from 
Kigali’s city centre. In the factory, customers can meet professional staff members 
who have been working for BEMS for a long time. Customers can get advice so that 
they can buy and collect the products directly.  
 
Before the year 2000, the only way customers could get BEMS’ products was by 
buying them exclusively from its factory. From 2000, the company has started 
transporting goods from the factory to the destination on request. In this case, 
transportation costs are charged to the customer on the basis of the distance. 
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Apart from customers in Rwanda, BEMS has also been getting orders from 
neighbouring countries Uganda and the Democratic Republic of Congo (DRC) via 
telephone, its website or customers’ visits to its factory.  
 
 
Promotion Strategy 
Gatera strongly believes that no branding is needed for his products because of the 
nature of the market where he sells his products as the products talk for themselves. 
Moreover, Gatera also strongly believes that certain individual customers who 
admire BEMS’ products convey the message to their peer group who in turn become 
its customers.  
 
To promote its products BEMS has a website (http://www.bems.rw) and offers 
discounts to customers who buy large quantities. Sometimes free gifts like calendars, 
pens and T-shirts are offered to customers to encourage them to buy more. It also 
relies on intermediaries who earn a commission in exchange for their services. 
Advertisements also form a large part of the promotion mix for BEMS and these are 
especially done through TVR, TV1, the Rwanda exporters’ directory, Newtimes, radio 
and its own website. Leaflets too are used for informing local customers, especially 
those residing in Kigali. BEMS Duhange has also been actively taking part in the 
annual international trade fairs/exhibitions conducted by the Private Sector 
Federation.  
 
Finally, the environmental-friendly attribute of BEMS’ products was put forward by 
the government on the radio and in TV spots. In reports on environmental 
awareness, BEMS received special mention about how it has been producing 
environment friendly products, utilizing the country’s natural resources. Gatera says:  

 
This programme was replayed repeatedly and this also gave a big boost to our business. 
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APPENDIX 1: BEMS’ ORGANIZATIONAL STRUCTURE 
 

 
 
Source: BEMS Duhange 
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APPENDIX 2: A REVIEW OF BEMS’ PRODUCTS  
 
a) Terrazzo 
All BEMS terrazzo tiles are polished and are frost resistant making them suitable for 
any interior, that is, floors, walls, kitchens, hospitals, public halls, offices, bathrooms 
and many more. BEMS tile profiles range from square, rectangular and hexagonal 
depending on the client’s demands and are available in a wide range of colours. Key 
considerations when choosing a tile profile are customer choice and style. Besides 
terrazzo tiles, the company also provides expert installation of terrazzo and 
cementitious terrazzo flooring which give the best solution for flooring needs. 
 

Table a) Some specifications over Terrazo 
Type Size (mm) Weight(Kg) Pcs/m2 Price 
Square 

 

200x100x10 
200x200x10 
300x300x10 
300x300x20 
400x400x20 

1.5 
2.7 
2.5 
3.7 
7 

25 
50 
11 
11 
6 

12,000 
12,000 
12,000 
12.000 
13,000 

Retangular 
200x100x12 
245x120x12 
600x300x12 

1 
1.10 

5 

14 
5 

17 

12,000 

Hexagonal 

 

150cote x 
12epr 1.5 17 

 
12,000 

 

 
 
b) Concrete tiles and slabs 
The tiles come in different sizes, shapes and colours to meet different choices.  
 

Table b) Some specifications over tiles and Slabs 
Type Size (mm) Weight(Kg) Pcs/m2 Price 
True edge 

 

200x100x10 
200x200x10 
300x300x10 
300x300x20 
400x400x20 

1.5 
2.7 
2.5 
3.7 
7 

25 
50 
11 
11 
6 

12,000 
12,000 
12,000 
12,000 
9,500 

 Squa-
stackbond 

300x300x10 
300x300x20 

2.5 
3.5 

11 
11 

8,500 
9,500 

Hexagonal 
Slab 

 

150 x12 1.5 11  
 

12,000 
Concrete 
stepper 

 

400x400x20 3.7 
7 

11 
6 

9,500 
12,000 
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V-grooved 

 

400x400x20 3.7 
7 

11 
6 

9,500 
14,000 

 
c) Washed gravels 
Washed gravels are one of BEMS’ special products for protection, consolidation and 
decoration. They can be applied on interior and exterior walls due to their different 
eye catching aggregates, colours, patterns and designs. 
 

Table c) Some specifications over washed gravels 
Type Size (mm) Weight(Kg) Pcs/m2 Price 

Square 

 

200x100x10 
200x200x10 
300x300x10 
300x300x20 
400x400x20 

1.5 
2.7 
2.5 
3.7 
7 

25 
50 
11 
11 
6 

12,000 
12,000 
12,000 
12,000 
9,500 

Rectangular  
300x300x10 
300x300x35 
300x300x20 
400x400x40 

2.5 
2.9 
3.7 
7 

11 
11 
11 
8 

8,500 
11,000 
8,500 
9,500 
 

Hexagonal 

 

300x200x10 3.5 35 

 
11,000 

Triangular 

 

150cote x 
12epr 1.5 14 

 
 
7,300 

Paratom 

 

300x200x12 0.5 56 7,300 

Scale 

 

200x175x12 
240x130x12 

1.35 
1.2 

26 
26 

7,300 

Mosaic 

 

320x200x10 3 36 7,300 

Squa-Arc 

 

300x300x10 
300x300x35 
300x300x20 
400x400x40 

2.5 
2.9 
3.7 
7 

11 
11 
11 
8 

8,500 
11,000 
8,500 
9,500 
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d) Pavers 
Concrete pavers are used to pave driveways, pathways and roadways: 
 

Table d) Some specifications over pavers 
Type Size (mm) Weight(Kg) Pcs/m2 Price 

Rect-paver 
 

60 mm 
80 mm 

110 mm 

3 
5 
6 

45 
45 
41 

 
10,500 
12,500 
12,500 

Lock paver 

 

60 mm 
80 mm 

3.5 
5 

35 
35 

 
 
10,500 
12,500 

Z- paver 

 

60 mm 
80 mm 

110 mm 

2.7 
3.2 
5.7 

50 
45 
41 

 
10,500 
12,500 
12,500 

Hexagonal 
paver 

 

150 mm 1.5 14 12,500 

Mosaic paver 

 

20mm 
60mm 
80mm 

2 
8.5 
10 

29 
16 
16 

12,500 
12,500 
12,500 

Uni-decor 

 

60mm 6.5 21 12,500 
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e) Blocks  
Blocks have different sizes, weights and shapes: 
 

Table e) Some specifications over blocks 
Type Size (mm) Weight(Kg) Pcs/m2 Price 

Hollow block 
400x200x150 
400x200x200 
400x200x12 

17 
20 
14 

10 
10 
10 

 
750 
850 
700 

Solid block 

 

400x200x200 
400x200x150 

18 
15 

13 
13 

 
 
1,200 
1,050 

Maxpan block 

 

420x250x150 
400x300x200 

20 
18 

10 
10 

 
 
1,000 
1,200 

U-block 

 

120x210x85 8.5 25 400 

H- block 

 

200x200x20 9 25 500 

 
 
f) Grills and Vents 
 

Table f) Some specifications over grills and vents 
Type Size (mm) Weight(Kg) Pcs/m2 Price 
Cross vent 

 

380x190x90 9 15 500 

Fencing grill 

 

230x200x90 5.5 16 400 

Stencil grill 

 

190x190x90 5.7 30 400 
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g) Others 
BEMS produces landscape material and decorative and other house material 
including: 

Bath tabs 
(RWF25,000) 

Fencing poles (RWF12,500) 

 

 

 

Flower vassals (RWF 
12,500) 

Honey combs 
(RWF8,500) 

Kerbs (RWF 7,500) 
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SORWATOM SA. (A):  
The only tomato processing company 

in Rwanda 
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School, Jönköping University 
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For a developing country like Rwanda a majority of whose population depends on 
agriculture, agro-processing activities have a very big positive impact on the 
livelihoods of poor farmers. This is partly due to the fact that agro-processing helps 
in prolonging the shelf life of agricultural produce which would otherwise go stale 
just after harvest and also because it adds value to agricultural commodities with 
ripple effects on farm gate prices. One of the indigenous agro-processing companies 
that has been helping the farmers is SORWATOM SA1 (henceforth SOWARTOM), a 
Rwandan tomato processing company. This case is about this entrepreneurial firm 
and its journey.  
 

SORWATOM’S ORIGINS AND EARLY DEVELOPMENTS 
After spending two years constructing its factory and installing machines, 
SORWATOM officially started operations in 1986. SORWATOM is an initiative of 14 
Rwandan farmers who wanted to solve the problem of loss of tomatoes during the 
harvest period by ensuring that they processed and added value to the tomatoes so 
that they consistently got good prices. Before SORWATOM became operational, 
farmers used to incur losses because most of their raw tomatoes could not get 
buyers just after harvest and they had to sell the produce either at very low prices 
or let it rot.  
 
The initial capital for SORWATOM was RWF 102 million in addition to a RWF 60 
million loan provided by the Rwandan Development Bank (BRD). It started with 60 
employees. When it started, SORWATOM was the only tomato processing factory in 
three countries in the Great Lakes Region - Burundi, Zaire (now the Democratic 
Republic of Congo-DRC) and Rwanda. SORWATOM operated without a business plan 
and without a mission or vision.  
 
To begin with the availability of tomatoes, the main resource needed, was ensured 
through two strategies: by hiring what were called  ’agricultural officers’ and by 
encouraging tomato growers to opt for contract farming with SORWATOM. On the 
one hand, agricultural officers made sure that growers used the appropriate farming 
technology and techniques and also proper farming inputs to get optimum yields 
and on the other hand, contract farming was inevitable since SORWATOM provided 
all the necessary inputs such as fertilizers and pesticides to farmers. A binding 
contract ensured smooth recovery of all the money advanced to growers. 
SORWATOM maintained a ledger card for each farmer in which it recorded: a) the 
inputs supplied, b) their respective values, and c) the weight of tomatoes received 
by SORWATOM. This formed the basis on which SORWATOM processed payments 
for farmers by taking the total value of tomatoes received minus the value of the 
inputs supplied on credit to each farmer.  
 

                                                        
1 Société Rwandaise de Traitment de Tomates 
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When war broke out in 1990, the business was severely affected because some 
farmers were not able to grow tomatoes while others were jailed after being accused 
of cooperating with the enemy. This compelled SOWARTOM to temporarily close its 
factory. It, however, resumed its operations on 6 April 1994 when the genocide 
started. SORWATOM was directly affected by the genocide as 12 of its employees 
and their respective families were killed while others went into exile. Only two senior 
officers and two machine operators survived. Further, several machines were also 
stolen.  
 

SORWATOM: RENEWAL AFTER THE WAR AND GENOCIDE 
In 2003, the management of SORWATOM started repairing the buildings and 
machines; it also purchased new machines (see Figure 1).  

Figure 1: SORWATOM’s factory at Mulindi, Kigali 
 
Because many experienced farmers were killed during the war and the Tutsi 
genocide, the idea of SORWATOM got lost for a couple of years and when a few 
farmers decided to start over, finding financial, material and human investments 
took time. The new factory opened its doors in August 2004, ten years after the war 
and in September of the same year, the first batch of tomato paste was put in the 
local market. The number of employees was increased to 100 of which 25 were 
permanent staff members while the rest were casual labourers because much of the 
work was labour intensive.  
 
As the farmers started cooperatives, SORWATOM started dealing with these 
cooperatives through which it distributed inputs such as fertilizers and pesticides on 
credit with the agreement that the members of these cooperatives will sell all their 
harvest to SORWATOM. SORWATOM continued with the same farming contract 
approach but this time it dealt with farmers through their cooperatives instead of 
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dealing with individual farmers. SORWATOM’s structure at that time is presented in 
Figure 2. 
 

 
Figure 2: SORWATOM’s organizational structure 

 
 
Because of poverty, farmers could not afford to buy inputs such as fertilizers, 
pesticides and pumps. This compelled SORWATOM to purchase these inputs by 
taking loans from banks and giving them to the farmers on credit and waiting for six 
months to recover the money. This meant that in each season, SORWATOM tied its 
inputs for a period of six months. During this period, SORWATOM had to pay interest 
for the loans taken which ultimately affected its profit level.  
 
The situation became complicated as farmers sold their harvest to retailers of raw 
tomatoes, which was contrary to the agreement with SORWATOM. The raw tomato 
retailers had become competitors because they offered higher prices than 
SORWATOM. As a result SORWATOM’s factory did not get enough tomatoes to 
process. This also made it difficult for SORWATOM to recover the whole amount 
advanced to farmers, some defaulted completely and never paid for the inputs. All 
this led to the accumulation of farmers’ debt to the tune of RWF 32 million.  
 
For SORWATOM to break even it needed to sell not less than 300 tons, that is, 7,000 
cartons per month or 84,000 cartons per year. However, as explained by the 
production manager, this production level was rarely achieved. This was because of 
the installation capacity (see Table 1 as an illustration for 2008). However, according 
to production manager of, SORWATOM was only able to produce 30 per cent of the 
total annual capacity. The low level of production was also due to the seasonality of 
production. Munana added that the company reached near capacity during June, 
July, September, October and November. However, during May there was 

Shareholders' 
meeting

Board of 
directors

Managing 
Director

Commercial dept. Finance dept. Production dept. Agricultural 
services
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competition between SORWATOM and retailers of raw fresh tomatoes because that 
is when the harvest ebbed. Relying on the rains also affected the farmers’ output 
because their harvests depended on how good the rains were in a given season. In 
view of this, SORWATOM encouraged farmers to grow tomatoes along rivers and 
near lakes where irrigation could be practiced.  
 
SORWATOM also put more effort in the eastern province where the climate is said 
to favour tomato growing. However, it has not yet thought of starting greenhouse 
farming which could boost production during the lean season.  
 

Table 1: Monthly sales trends for 2008 (SOWARTOM) 
Month Cartons Value in Rwandan Francs 
January 1,844 21,759,400 
February 1,119 12,024,200 
March 3,881 45,613,200 
April - - 
May 2,437 36,500,000 
June 265 3,975,000 
July 1,472 22,800,000 
August 2,160 32,400,000 
September 3,075 54,250,000 
October 3,469 48,556,000 
November 3,193 44,702,000 
December 3,076 43,064,000 
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Marketing or no marketing? That is 
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SORWATOM 1  SA. officially started its operations in 1986. SORWATOM 2  is the 
initiative of 14 Rwandan farmers who wanted to solve the problem of loss of 
tomatoes during the harvest period by ensuring that they processed and added value 
to the tomatoes, so that they consistently got good prices. Before SORWATOM 
became operational, farmers used to incur losses because most of their raw 
tomatoes could not get buyers just after the harvest. As such, they had to either sell 
them at very low prices or leave them to rot. The initial owners’ capital was RWF 102 
million in addition to a RWF 60 million loan provided by the Rwandan Development 
Bank (BRD). SORWATOM started with 60 employees as the only tomato processing 
factory in three countries of the Great Lakes Region  -- Burundi, Zaire (now the 
Democratic Republic of Congo-DRC) and Rwanda. To begin with, SORWATOM 
neither had a business plan nor a vision or mission.  
 
SORWATOM introduced its brand of tomato paste in the Rwandan market before 
the 1994 Tutsi genocide. At that time, it was difficult to change consumers’ habits 
who were used to SORWATOM’s competing brand the Italian SALSA. SOWARTOM’s 
use of advertising as a strategy for introducing its brand to local consumers was 
almost negligible. Instead it focused on the market in neighbouring countries 
especially Burundi and eastern Democratic Republic of Congo. This case focuses on 
how SORWATOM addressed its market and the marketing strategy that it followed.  
 

SORWATOM’S MARKETING 
The tomato paste produced by SORWATOM is known as ’Sorwatom tomato paste’ 
in the market. In other words, the company name has also been adopted as a brand 
name (see Figure 1). The tomato paste is mainly used for adding flavour and 
appetizing colour to different side dishes such as beef, chicken, goat meat or 
vegetables which are served with a main course of rice, ’matoke’ (cooked bananas) 
or ’ugali’ (hard porridge made of maize or cassava flour).  

Figure 1: Sorwatom tomato paste packets 
                                                         
1 Société Rwandaise de Traitment de Tomates. 
2 SOWERTOM refers to the company, Sowertom refers to the brand/product. 
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Although there are no statistics to support this but it is believed that a majority of 
the households use raw tomatoes alone to add flavour to their food instead of 
packaged tomato paste. According to the production manager, the annual total 
demand for tomato paste is estimated to be 200,000 cartons. Sorwatom’s 
competitors include similar pastes and tomato ketchup. Raw tomatoes are also seen 
as a substitute for tomato paste. Raw tomatoes can be mixed with onions and fried 
in oil to turn into a paste, which is subsequently mixed with other food items to add 
taste and colour. SORWATOM’s market share is not known although the 
management acknowledges that imported brands particularly SALSA from Italy has 
the largest market share. It is estimated that about four to six containers of SALSA 
tomato paste are shipped to Rwanda every month. Each container has 2,300 cartons 
of 100 packets each. It is also a known fact that most Rwandans who have returned 
from exile, especially those who have lived in East African countries such as Uganda, 
Kenya and Tanzania have been exposed to the SALSA brand. Therefore, their trust 
and loyalty is expected to continue for the Italian brand even after coming back in 
Rwanda.  
 
When it comes to the product itself, the colour of the SALSA tomato paste is an 
attribute that attracts consumers. SALSA has a deep brownish colour whereas the 
Sorwatom paste is reddish. The production manager suspects that this difference in 
colour may be contributing to a preference for SALSA over Sorwatom although no 
systematic study has been done to substantiate this claim. The production manager 
also claims that Sorwatom paste tastes like raw tomatoes so it is not necessary to 
add fresh raw tomatoes while cooking, whereas it is necessary to add fresh raw 
tomatoes with the SALSA tomato paste. The production manager says: 

Because of its freshness, some people even use Sorwatom tomato paste along with the SALSA 
tomato paste instead of fresh raw tomatoes. 

Despite this claim, SORWATOM has never used this advantage as its unique selling 
point.  
 
The factory price of Sorwatom has been set at RWF 125 for a 70 gm packet. This 
weight is similar to the weight of a tin of SALSA. Although SORWATOM has set a 
competitive retail price of RWF 125but since this has not been communicated to the 
distributors, retailers and buyers it is very difficult to enforce the implementation of 
this price. As a result, the actual retail price ranges between RWF 180 to RWF 200 
per packet in most shops. This price is close to SALSA’s price of RWF 200. Further, 
the management has not discussed the margin that each group is likely to get as 
channel members with it distributors and retailers. 
 
SORWATOM has expanded its distribution to almost all provinces except the Eastern 
Province. It claims that the demand for tomato paste in this region is very low, 
probably because this is a region in which most of tomatoes in the country are 
grown. Distribution in the Northern Province includes Gisenyi and Ruhengeri; 
Muhanga and Huye in the Southern Province; Cyangugu in the Western Province; 
and Kigali.  
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Despite the apparent competition, SORWATOM has not set aside an advertising 
budget to promote its tomato paste and also to position its brand in the minds of 
local consumers. This has denied local consumers necessary information about the 
Sorwatom’s  qualities. This a known weakness for the production manager:  

Lack of an advertising budget and advertising strategy is one of our weakest areas. 
 
 

CURRENT MARKETING CHALLENGES 
According to the Director General of SORWATOM, Mukankuranga Gloria, plans are 
underway to expand the market to Bujumbura -- Burundi, Bukavu and Goma in the 
Eastern Democratic Republic of Congo, Uganda, Tanzania and Kenya. Gloria explains: 

We are not afraid of joining the East African Community. In fact, this will provide an opportunity 
for us to learn from our competitors. (…) We will introduce tomato ketchup to our production line 
so that we can also compete in this category.  

 
Working on this strategy is a great challenge for SORWATOM whose marketing 
strategy may currently be seen as unclear and poor. For example, the commercial 
department currently does not have a person with a marketing background hence 
the company does not have a marketing strategy and plan. SORWATOM also does 
not have a set advertising budget, which makes it difficult to advertise its product so 
that the company can pull customers instead of pushing the product through 
distribution channels. Lastly, lack of consistency in the supply of Sorwatom during 
the war period and the current erratic supply of raw tomatoes to the factory, has 
made current customers feel that the supply of this brand is unreliable thus making 
it difficult for the company to build brand loyalty.  
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This case traces the long journey of Anastasie who is the current manager of 
NYINAWAJAMBO.  
 

ANASTASIE’S WORK EXPERIENCE AND LEARNING 
Anastasie served as a secretary in the Human 
Resource Development Project (HRDP), funded by 
the World Bank in the Ministry of Education 
(MINEDUC) from 1993 to 2005. One objective of 
HRDP was building the capacity of primary schools in 
order to offer high quality primary education. The 
project closed during the 1994 genocide as most of 
the schools were destroyed and/or property looted. 
The project was resumed in November 1994 with a 
revised set of activities. Through education and skill 
development, HRDP implemented a programme for 
capacity building to develop a critical mass of trained 
human resources in Rwanda. Its overall aim was 
supporting the community-based rehabilitation and 
development programme. This was done through 

classroom rehabilitation by providing equipment, constructing new schools and also 
through developing a participatory community approach by strengthening the 
responsiveness of the local government through a decentralization programme. 
 
Anastasie gained a lot of experience as a secretary and also attended a series of 
trainings. She worked alongside construction engineers and architects as their 
secretary and helped them in coming up with bid documents for construction 
material and also in short listing the bid proposals. Anastasie received a series of 
trainings in secretarial studies and computer application programmes both in 
Rwanda and abroad. One of the trainings that she underwent was international 
secretarial and computer training in Dakar, Senegal. She also completed a training 
programme in entrepreneurship run by the School of Finance and Banking in 
collaboration with Goldman Sachs and the William Davidson Institute. These 
trainings together with the experience in education projects gave Anastasie a lot of 
knowledge and exposure. At HRDP, she also gained knowledge and insights in 
bidding procedures and preparing successful bid documents. She also earned an 
attractive financial package at that time. Though she had a well-paying job, she also 
worked on improving her financial position by working harder.  
 
For the HRDP project Anastasie visited many schools. After the 1994 civil war and 
genocide, she observed that in many schools pupils were using big stones and timber 
trunks as seats and the few wooden desks available needed repairs. These desks 
were small and uncomfortable. Their slanting shape made the pupils struggle so that 
they did not slip off. At that time, very few business people were interested in 
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making desks for schools as given the booming construction industry at the time 
most of the businesses were focused on construction tenders.   
 
Before Jean Pierre’s appointment as head of HRDP in 2003, Anastasie was proud of 
working for this project especially because of the development aspect that it 
addressed in extremely challenging circumstances. However, she had to put up with 
an uncomfortable work environment due to the arrogance of her boss who was a 
nagging man and who always complained and criticized. He was abusive most of the 
time. This painful experience went on for quite some time causing Anastasie many 
sleepless nights. However, she was loath to leave her job. But she did and started 
NYINAWAJAMBO.  
 

ANASTASIE’S FAMILY ENVIRONMENT 
Anastasie had a supportive husband and they raised their two daughters, two sons 
and an adopted child in a lovely environment. In 1990, when the war started they 
faced challenging circumstances that were to change their lives in a drastic manner.  
 
Anastasie’s husband   Deo had a good job and his family was well provided for. During 
the time of the war, the government started detaining people it suspected of aiding 
the rebels fighting the government. Deo was briefly detained and was later released 
after torture. After this he was bullied at work and faced death threats on a daily 
basis. It became increasingly risky for him to continue working in a hostile 
environment.  
 
In December 1993 when Anastasie went home one evening she found her husband 
in bed. She was shocked; her husband usually never came home so early.  
Fortunately, he was in good health and unharmed. As she looked inquisitively at her 
husband, he told her that he had left his job and would not go to the workplace 
again. This shocked Anastasie and for the next fortnight she kept counselling him 
and encouraging him to go back to work. She reminded him of their children but this 
did not change his position. Worst of all, Deo had no idea of what to do after leaving 
his job. 
 

NYINAWAJAMBO, FIRST UPS AND DOWNS 
As Deo’s worries started increasing, many friends and family members advised him 
to find a business where he could fit. His mind wandered through every business he 
had seen but none seemed to stick in his mind for more than two days. A close family 
member advised him to trade in timber and tap the market since many rehabilitation 
programmes were coming up to restore the infrastructure that had been destroyed 
during the war and genocide. This seemed a good idea and Deo decided to use his 
savings to start in a small way. However, he failed to find an affordable location for 
the business. This was the corner stone in the development of NYINAWAJAMBO.  
The birth of NYINAWAJAMBO 
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A family friend informed him of a small piece of land that was on sale near the 
welding and carpentry units close to the city centre. Buying the land did not seem to 
make sense because it would require using the money that Deo had saved as start-
up capital. He had almost dropped the idea of buying land when Vedaste, a close 
relative, encouraged him to go to the Local Banque Populaire for a loan. Deo 
approached the bank so as not to disappoint his friend but he was sure that he would 
not get a loan. To his surprise, the bank was interested in the land since it would 
serve as guarantee and the bank would own it till   Deo had repaid the loan. The bank 
released RWF 2 million for the land. The idea of running a business on that piece of 
land also impressed the bank manager who processed the loan in a short period. This 
milestone caught   Deo by surprise and he started thinking about his business idea 
day and night. 
 
In March 1994 Deo purchased the first batch of wood and also managed to sell it. 
His location being close to carpentry and welding workshops exposed him to 
customers who passed by. They came to check his business and most of them found 
it a blessing to purchase all that they needed in one location. Though the carpentry 
workshops had their own suppliers, once in a while they bought Deo’s timber when 
their own suppliers were experiencing delays. 
 
NYINAWAJAMBO’s collapse 
Deo had barely worked for a month when the war and genocide erupted in April 
1994. The security situation was extremely bad. Rwanda was probably the most 
dangerous country to live in at that time. His business was looted and all the 
machines and equipment were either looted or set on fire. This was a terrible blow 
for an emerging entrepreneur. The timber processing and woodwork factory 
collapsed before it could make a profit. Deo had to repay the bank loan with interest 
without a running business.  
 
Even in July the security situation was volatile but had improved at least in Kigali 
where the business was located. However, Deo had lost interest in the business and 
vowed not to do timber trade again. He abandoned the land and moved into the 
construction business where he had made several contacts when he had started 
trading in timber and wood. However, Deo still continued to pay the bank loan for 
the idle land. 
 
The resumption of NYINAWAJAMBO 
Anastasie was still working in the Ministry of Education on the HRDP project at that 
time. Her boss was becoming increasingly hostile which was making her depressed 
and frustrated. After months of stress at work, she took a difficult and painful 
decision to leave her job. In December 2005, Anastasie resigned and went home. In 
the meantime, Deo had made a fortune in the construction business and probably 
she could stay at home and be a housewife. Given Anastasie’s experience, skills and 
exposure she could not settle for this. She started thinking about how to revitalize 
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the land, which her husband had bought and later abandoned. After several weeks 
of continuous reflection on her unemployment and possibilities of using the land, 
she decided to resume the timber processing and wood work business that her 
husband had started and abandoned three years ago. 
 
Anastasie invested her savings in face-lifting the location. The land on which   Deo 
had operated had been deserted during and after the civil war and had turned into 
a bush where bandits hid at night. Realising that the land was becoming a haven for 
robbers leading to the attention of the security organs, Anastasie decided to clear 
the bush. She later constructed a wall around it to prevent bandits from using the 
premises for criminal purposes. After clearing the bush and constructing a wall, it 
looked like a decent location for a business. Anastasie started buying basic machines 
and also hired a few people.  
 
Deo visited the land again to check out what his wife was doing. He admired the 
place, it looked magnificent and the location looked perfect for a construction 
related business. A day later, Deo ordered his wife to vacate the land immediately 
as he had a more profitable business to run there. This was shocking and devastating 
for Anastasie! She had spent all her savings on this land. The following month was 
characterized by a domestic misunderstanding and mediation by close family 
members as Anastasie unwaveringly rejected her husband’s proposal. One evening 
Deo came home, called his wife and announced that he had withdrawn his 
intentions. She was happy but the manner in which Deo had given her the 
information was troubling as it seemed that he had withdrawn in anger. 
Nevertheless, she resumed her business without delay in July 2006. She did not want 
to give her husband a chance to retake this coveted business location. 
NYINAWAJAMBO was up again. 
 
NYINAWAJAMBO’s renewal by Anastasie 
In 2006, ADARWA the main competitor in timber processing and wood work moved 
its activities to a new location (Gisozi) which was 8km from NYINAWAJAMBO, 
Gakinjiro. Additionally, there were a handful of other factories with advantageous 
locations in Gakinjiro for clients in Kigali and its outskirts. This was good news for 
Anastasie whose fears were rising, as her business had not taken off. She started 
competing for tenders to supply school desks to primary schools but did not win any 
contract.  
 
Kigali City authorities’ realized that Anastasie’s renovation and extra construction on 
the piece of land were illegitimate since the City Master Plan was not yet complete. 
The authorities communicated to her that what she had done was not acceptable. 
This was worrying because the next worst thing would be a demolition order from 
the city authorities. A long process of negotiations with the local authorities started 
and diverted Anastasie’s attention from the business. An amicable solution was later 
reached despite a prohibition order preventing her from undertaking any other extra 
construction or rehabilitation until the City Master Plan was released. 
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In early 2007, there was breaking news for Anastasie, she had won a tender from 
World Vision, a local NGO, to supply 1,830 school desks to primary schools (similar 
as in picture 1) across the country: 

This was the birth of my business; the tender was an attractive one amounting to RWF 
31 million and I knew it would be the springboard for me as an entrepreneur. 
 
 

Picture 1: School bench in a Rwandese classroom 
 

With a tender in hand she secured a short-term loan of RWF 15 million. When she 
started making school desks, she used standards as defined by the Ministry of 
Education, which were required in the tender documents. The fact that her husband 
was an entrepreneur was an added advantage since she could learn from him; her 
early experiences in the Ministry were also helpful.  
 
Being a full-time business owner, Anastasie invested all her efforts and time to 
impress World Vision’s management. She looked for good quality timber and 
experienced carpenters in Kigali. Her efforts paid off and the work was successfully 
accomplished. Due to good quality and diligent service, World Vision awarded her 
another tender in 2008 worth RWF 48 million without going through the normal 
tendering procedures. This put the business on a steady progress. 
 
 

66



CASE 17/01-6 

Copyright © 2017 JIBS, UR, JIBS, UR, Madduluri, Musafiri & Languilaire  1 

 
 
 
 
 
 

NYINAWAJAMBO (B):  
An entrepreneurial business on the 

move 
 
 

 
 
 
 

 
 
 
 
 
 
 
 

This case was developed by Dr. Sarveswara Roa MADDULURI and Dr. Ildephonse 
MUSAFIRI, College of Business and Economics, University of Rwanda with support 
from Dr. Jean-Charles, E. LANGUILAIRE, JCL Humanistic Consulting for Jönköping 

International Business School, Jönköping University 
 

The authors gratefully acknowledge JIBS/UR cooperation and SIDA’s financial 
support. The authors would also like to thank the respondents who took part in 

developing the case and the JIBS Reviewers for their feedback. 
  

67



CASE 17/01-6 

Copyright © 2017 JIBS, UR, JIBS, UR, Madduluri, Musafiri & Languilaire  2 

NYINAWAJAMBO has been an active business since 2006 when Anastasie decided to 
use the land abandoned by her husband to develop a timber business making school 
desks for primary schools across the country. Being a full time business owner, she 
invested her efforts and time in making school desks that would enable children to 
have a better learning environment. In summer 2008, NYINAWAJAMBO won two 
tenders from local NGO World Vision for RWF 31 million and RWF 48 million. 
Everything seemed to be going well, but this situation did not include competition 
and market development. This case focuses on NYINAWAJAMBO’s external and 
internal environment.  
 

THE COMPETITION 
NYINAWAJAMBO has many competitors within Kigali including established factories 
such as AMEKI MEUBLES, CHEZ JOHN, KOLA, ADARWA and ECOMEKI and other small 
competitors some of whom operate from their own homes. However, most of the 
competitors target the high-end market and have their own areas of specialization. 
These competitors are not involved in making school furniture especially for public 
schools, which is a low-end market that offers huge business volumes. In addition, 
the wooden furniture and equipment business in Rwanda also faces competition due 
to liberal imports of good looking cheap furniture, wood products and substitutes 
from China, Malaysia and India. In this situation, many entrepreneurs in the wood 
work industry have become importers and many people have also lost their jobs. 
 
In the school furniture domain, NYINAWAJAMBO has an important competitive 
advantage, that of mastering the measurements of detached components and 
assembling the desks, chairs and tables on a client’s site. It adopted a procedural 
innovation for manufacturing school desk components and having the technical 
team assemble the desks only when all the components arrived at a destination. This 
helps reduce shipping costs by increasing the number of transported items per truck. 
The procedure consists of manufacturing detached components, shipping the 
components to a client’s site and assembling them there. This procedure requires 
following rigorous standards in measurements in the workshop during the 
manufacturing of detached components. Additionally, compared to its competitors, 
NYINAWAJAMBO has a favourable location that is easy to access. NYINAWAJAMBO’s 
high expertise in winning tenders, efficient procedures and technology give it a 
competitive edge. Since the inception of the business, it has had an excellent 
relationship with banks as all the short-term loans have been serviced consistently. 
Currently its plan is building on the established confidence and acquiring long-term 
loans from banks. 
 

THE MARKET 
Since 2001 the construction sector has started growing steadily with new small 
townships beginning to emerge in different towns in Rwanda. Many people who 
have returned from exile have started building residential houses and it is clear that 
this industry will grow steadily in the next two decades. By 2006, there was rapid 
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growth in the construction sector and the market required a large number of lumber 
planks and this helped NYINAWAJAMBO. The development of the market continued 
and this was easy for Anastasie to understand due to her work at the Ministry of 
Education between 1995 and 2003 and due to her contacts with most of the business 
people in the construction sector. 
 
The market potential was quite large and stable. One indicator of this was the 
Ministry of Education’s plan of constructing up to 4,000 classrooms between 2009 
and 2011 under the three-year minimum secondary education programme. Each 
classroom was equipped with 25 desks; the demand for school desks in public 
schools alone was estimated to be 100,000 school desks in a period of two years. 
Construction in Rwanda was also set to boom as indicated by the Economic 
Development and Poverty Reduction Strategy (EDPRS) whereby up to 75 per cent of 
the Rwandan population was expected to be living in regrouped settlements by 
2015.  
 
The market is seen to be sufficiently large and stable for two major reasons. First, 
the government policy of universal primary education in line with the Millennium 
Development Goals requires the construction of more classrooms all over the 
country and its plan of settling at least 75 per cent of the population in regrouped 
habitats by 2015. Second, the Kigali City Council has developed a Master Plan, which 
has set the tone about what type of buildings are required in the city, and so 
construction is expected to grow especially as unplanned/informal buildings will be 
replaced in the city. All in all, the markets for construction timber material and that 
for home furniture are large and growing. 
 

NYINAWAJAMBO’S ENVIRONMENT 
Besides the market potential, two aspects have been central for NYINAWAJAMBO: 
1) the change in norms and rules for the construction business and 2) a certain 
shortage of resources.  
 
First, the Master Plan of Kigali City enforced a lot of restrictions on construction and 
the companies working in the area of timber and wood work lost many small 
customers who were unable to undertake any construction activity under the new 
regulations. NYINAWAJAMBO also had to deal with these regulations because of 
which the business slowed down. Despite this challenging situation, 
NYINAWAJAMBO continued to execute contracts to supply wooden school desks. It 
supplied more than 10,000 school desks between 2009 and 2011 to World Vision 
and the Kicukiro and Gatsibo districts’ administrations. 
 
Second, starting from 2012 Anastasie’s business faced a new and serious challenging 
situation. Due to a natural calamity, one of the tree species (cypress) that was used 
for producing good quality desks was affected by a disease, which resulted in the 
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supply of good quality timber reducing dramatically and NYINAWAJAMBO was 
unable to execute a big contract for school desks.  
 

NYINAWAJAMBO, A BUSINESS IN MOVEMENT 
The issues discussed earlier have raised the prospects of higher market demand for 
processed timber for construction purposes. Anastasie is putting more effort in 
advertising her wood work products in order to increase sales. 
 
The business’ new focus and also the start of the slowdown 
Anastasie has been taking regular short-term credit, which she has paid without 
difficulty. Because of her desire to increase NYINAWAJAMBO’s market share and to 
realize more profits she has embarked on developing and expanding her business. 
NYINAWAJAMBO deals in processing timber units to produce construction timber, 
selling processed timber and making and supplying school desks. Her future plan is 
to expand into making wooden doors, tables and sofa sets. 
 
In 2008, NYINAWAJAMBO had a turnover of RWF 95 million. In 2007-08, the business 
was able to realize a profit of RWF 13,876,454 that was re-invested in the business. 
At the end of 2008, the Government of Rwanda suspended construction of houses 
in Kigali City in order to avoid haphazard construction of houses in different areas of 
the city as the Master Plan was being worked on. Businesses dealing in construction 
material were affected and this slowed down NYINAWAJAMBO’ sales. 
 
Development as an entrepreneur: Gaining skills and capacities 
As Anastasie grew as an entrepreneur, she increasingly desired to attain more 
knowledge and become more productive in her business activities. In early 2008, the 
School of Finance and Banking announced entrepreneurship training for women in 
collaboration with two American institutions, Goldman Sachs and the William 
Davidson Institute. She applied and was selected. At the end of the programme each 
of the participants produced a business plan. Anastasie’s business plan was among 
the winners and she was awarded US$ 1,000.  
 
This boosted her confidence. During 2008, she presented her business plan to the 
Rwanda Development Bank for a loan of RWF 200 million to expand her business. 
Anastasie says she badly needed this money to address constraints including limited 
capacity to take on several tenders simultaneously and insufficient stock of timber.  
 
Keeping the business on track 
In spite of all the challenges, NYINAWAJAMBO’s owner manager Anastasie did not 
dare to jump into imports because she wanted her business to feed other  people 
through job creation.  
 
She decided to diversify her business and invest more in the supply of construction 
material and services; this is what she mentioned in the business registration with 
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the Rwanda Development Board. She thought that by doing this her business will not 
divert from its initial purpose and she can keep all her staff members in carpentry 
and soldering and recruit more in construction activities. As decided, the company 
started deepening its activities in construction service delivery as its principal activity 
by restricting the wood work, soldering and supporting activities (secondary) to 
construction contracts. In addition, by not going in for imports, Anastasie wanted to 
keep her record as one of the best contributors to economic growth through taxes 
and provision of employment. She started working with renewed energy, which 
brought tremendous growth to the company’s business.  
 
In the words of Anastasie, despite the new challenges in the new orientation, 
NYINAWAJAMBO has a number of strengths, which help it keep up the momentum 
of growth: 

- Experience and expertise in preparing technical offers. 
- Credibility: NYINAWAJAMBO has an office, dedicated staff, etc. which 

enhance its credibility as compared to its competitors. 
- Good networks and connections in the construction industry and also a 

good track record in executing contracts as per schedule. 
- Anastasie’s entrepreneurial abilities and her physical presence in the 

business contribute to NYINAWAJAMBO’s success to a great extent. 
 
In 2012-15 NYINAWAJAMBO executed more than 22 contracts mainly in 
construction services: 

- Five contracts for RWF 105 million executed in 2012 (4 for construction and 
1 for supply of doors and windows). The main clients were World Vision, 
the Bugesera and Gatsibo district administrations and the Ministry of 
Education. 

- Seven contracts for RWF 154.6 million executed in 2013 (6 for construction 
of classrooms, rainwater tanks, seed banks, fences, retaining walls, etc.). 
The clients were World Vision and the Ministry of Education. 

- 10 contracts for RWF 340 million executed in 2014 (all for construction 
services for World Vision Rwanda and Bugesera district). 

- 25 contracts for RWF 546 million in 2015 (of which 21 were construction 
services) for World Vision Rwanda, OXFAM, Rulindo and the Bugesera and 
Rwamagana district administrations. 

 
The company has continued to grow and is making potential contribution to the 
country as per the wishes of the current owner. NYINAWAJAMBO employs 21 
permanent staff members (11 non-technicians for office work, 7 for technical work, 
2 storekeepers and 1 guardian) who are paid RWF 2,630,000 each month. The 
company paid casual labour/workers RWF 15,882,135 in 2012; RWF 15,644,135 in 
2013; and RWF 35,323,641 in 2014. Today the company has increased its equity 
capital from RWF 10 million to RWF 35 million, and the net benefit per year is over 
RWF 5 million on an average. Anastasie would like to double all these indicators in 
the next two years. 

71



CASE 17/01-6 

Copyright © 2017 JIBS, UR, JIBS, UR, Madduluri, Musafiri & Languilaire  6 

 

NYINAWAJAMBO, A BRIGHT FUTURE AHEAD? 
Anastasie would like to see the business continue as a family enterprise even after 
her. She wants the name to be remembered forever in Rwanda for its outstanding 
services and job creation. Therefore, she registered NYINAWAJAMBO as a private 
limited company and there is a plan to allow more shareholders to enter the 
company and increase its social capital. To begin with some of the existing staff 
members are interested in the business. Anastasie also believes that this will 
increase staff accountability, as they will also be shareholders: “I put the future of 
NYINAWAJAMBO in God’s hands”.  
 
In addition, due to her expertise this 60-year-old owner has become a role model for 
many women entrepreneurs in Rwanda. The company also receives interns every 
year who are studying in technical schools and they learn from her experience. 
However, NYINAWAJAMBO is facing three serious challenges in the current business.  
 
First, lack of sufficient financial resources to meet the growing needs of the business. 
Anastasie was denied a long-term loan by the Rwanda Development Bank (BRD) in 
2009 due to nature of the wood work business which BRD considers a threat to the 
environment. Hence, Anastasie continued to rely on short-term loans from the Bank 
of Kigali (BK) not exceeding RWF 45 million due to lack of collateral as security. 
NYINAWAJAMBO would like to have a credit line of RWF 100 million to get the 
business at its optimal level and so Anastasie is not happy with the insufficient credit. 
If sufficient funds are available, NYINAWAJAMBO can effectively face its competitors 
by winning big contracts from STB Ltd., Ecoramen, Ecesnt, TV Ecep Ltd., Gesco Ltd. 
or even Winning Construction Ltd. 
 
Secondly, the succession of the family business is a challenge. As mentioned earlier, 
Anastasie’s husband was the initiator of the business when he bought the land. 
While the day-to-day management is assigned to her, Deo is indulging in his hobby 
of farming (livestock and crop production) outside Kigali City. His current 
contribution to the company is providing strategic guidance and advice. The couple 
has four children, three of whom have completed their bachelor’s degrees and are 
working and the youngest is still attending the University of Rwanda in a business 
administration course. Anastasie considers her children’s achievements in school as 
one the fruits of her business, but except Anastasie and her husband, none of the 
other family members are participating in the company’s affairs. Now Anastasie is 
wondering whether to persuade her children to run the family owned business or 
leave it to external shareholders. 
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INEMA Catering Services was created by Mukeshimana Coltilda and Mukamusoni 
Peace in 2006 and it slowly became a successful business in Kigali. For the two ladies, 
an essential value in catering is about ‘grace’ so that they name the business INEMA 
a Kinyarwanda word derived from the Swahili word ‘neema’ which means ‘grace’. 
The following parts shed light on the two entrepreneurs behind INEMA Catering 
Sevices1, on the ups and downs in their business and on the future challenges in 
making INEMA Kigali’s best catering service. 
 

TWO ENTREPRENEURIAL JOURNEYS 
Mukeshimana Coltilda and Mukamusoni Peace have known each other since 2000. 
They met when they attended the same church in Kigali and as a result their 
husbands became friends too. Though they exhibited different entrepreneurial 
roadmaps, both had a strong desire to do business that would take them to higher 
levels. Hence they decided to synergize their experiences bearing in mind that two 
are better than one. Let’s take a look at their respective entrepreneurial journeys.  
 
Mukeshimana Coltilda was brought up in Burundi as a refugee. In the early 1980s a 
civil war forced her to flee for her safety to Tanzania. Being a refugee her chances of 
continuing in secondary school became slim. This resulted in an early marriage in 
1988 to a young man who was living in Tanzania. In 1992, she started her first 
business, a small shop/boutique. It was not easy for her to secure capital because 
her husband was not convinced that the retail shop business would be profitable. 
Although her husband did not support the idea, he was later convinced and gave her 
Tsh 100,0000 as additional capital.  With the increased capital Coltilda started a 
poultry business by keeping broilers. She chose to keep broilers because it was an 
easier activity to start with than keeping layers. Six months later, she also included 
layers, and by closely working with one veterinary officer it became possible for her 
to identify those chickens, which were unproductive and had to be sold immediately 
so that only profitable ones could be retained. The eggs were supplied to different 
supermarkets in the city. Later, she decided to sell her shop business to her husband 
and his friend so that she could concentrate on her poultry business. However, the 
new owners requested her to oversee the shop as well. This job earned her an extra 
Tsh 50,000 per month. When the family moved back to Rwanda in 1996 after the 
war and genocide against the Tutsis in 1994, Coltilda attempted to work with the 
Ugandan-based chicken supplying company UGACHICK. However, her move did not 
take off due to lack of quality veterinary services in the country. She later opened a 
banana depot in one of Kigali’s suburbs but the business was short lived because her 
child fell sick and there was nobody to take care of him and the person she hired to 
look after the business made a loss and she had to shut the business. Other 
businesses that Coltilda was involved in include a hair salon, bakery and second-hand 
clothes all of which she closed after incurring losses. 

                                                        
1 Called INEMA in the rest of the case 
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After completing secondary school Mukamusoni Peace worked with the Morogoro 
Leather Goods Company in Tanzania from 1988 to 1990. She got married in 1990 and 
became a housewife because she had to accompany her husband who was living 
about 200 km from where she was working. The family came back to Rwanda in 
1999. In 2002, Peace was employed by the National Population Office (ONAPO). In 
2005 her employment was terminated and she immediately applied for business 
registration, a pre-requisite if one wants to do formal business in Rwanda. Using her 
savings as initial capital, she opened a hair salon In December of the same year. ’I 
liked this business because I planned to combine it with decoration activities,’ she 
explains. ’The reason for starting a business was to exert my full potential so that I 
could earn more,’ she adds.  
 

INEMA’S DEVELOPMENT FROM 2006 
In June 2006, the two ladies decided to turn their relationship into profit. This 
happened when the Lutheran World Federation (LWF) Rwanda, planned to hold a 
retreat in Bugesera (30 km from Kigali City) for which about 500 delegates were 
invited. Mukeshimana and Mukamusoni who are also members of Lutheran Church, 
managed to convince the LWF leadership that they would be able to cater for the 
delegates’ breakfast, lunch and dinner needs. LWF made a full pre-payment of Frw 
8,000,000 for the service. After the retreat, they used the kitchenware and the profit 
generated to provide outside catering services. They prepared the food in their 
respective homes and then transported it to the customers’ premises. 
 
Towards the end of 2006, another opportunity unfolded when the Kigali Institute of 
Science and Technology (KIST) advertised that it needed someone to run both staff 
and students’ canteens. KIST is a government sponsored higher learning institute 
with about 4,000 students and about 600 staff members. Using Mukamusoni’s 
business registration certificate the two ladies jointly applied for the job and beat 
other competitors. This was actually the birth of INEMA CATERING SERVICES. The 
word INEMA is a Kinyarwanda word, which means ’grace.’ In other words, both 
women became one spirit. They used the contract given by KIST to secure a loan 
from the Credit and Savings Society, which is a Ministry of Defence Savings and Credit 
Cooperative Society. At the same time, KIST organized several workshops for which 
INEMA Catering Services provided snacks and meals. This enabled them to increase 
INEMA’s revenues. Unfortunately, towards the end of 2008, when KIST readverstised 
the tender for the same services, INEMA was this time beaten by a competitor.  
 
In 2008, the Rwanda Revenue Authority (RRA) floated a tender looking for someone 
who could provide catering services for its employees. Mukeshimana and 
Mukamusoni applied and won the tender. Since the RRA’s building also 
accommodates the National Electoral Commission (NEC) which is in-charge of all 
elections in the country and the Auditor General’s Office (AGO) which audits all 
government departments and public institutions, RRA also signed a contract on 
behalf of the other two organizations. The three organizations have 500 employees 
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who need snack and food services. While signing the contract, the two ladies were 
also requested to erect ’a state-of-the art kiosk’ (see picture 1) to house the 
restaurant. After the initial planning for the kiosk, it emerged that it would cost RWF 
25,000,000. With the RRA contract the two ladies applied for a long-term loan of 
RWF 15,000,000 from CSS while the balance came from their own savings.  
 

 
Picture 1: INEMA Catering Service Food Kiosk 

 
Besides customers from the three organizations, people from outside also used the 
restaurant. In this regard, different prices were set for the two categories of 
customers. RWF 1,000 was charged per plate for those who paid cash immediately 
and staff members of the three organizations were charged RWF 1,200 per plate as 
they paid at the end of the month. The prices of food in other restaurants ranged 
between RWF 1,500 and RWF 2,000. 
 
Towards the end of 2008, INEMA also won a tender to serve tea and meals to 
Parliament staff members and Members of Parliament during parliamentary 
sessions. In this case, food and snacks were prepared at KIST and transported in a 
van to the Parliament at a distance of 7 km, where one room had been provided to 
be used as a dining room. Mukamusoni explains:  

It is easier to serve customers within their premises because the hosting organizations do not 
demand high rent and also never ask for pre-payments that cover so many months.  

 
However, the two ladies found it very difficult to start an ordinary restaurant in the 
city centre although the prices charged by these restaurants are sometimes twice of 
what INEMA charges employees of hosting organizations. 
 

THE MANAGEMENT OF INEMA CATERING SERVICES  
Ever since the two ladies started the catering business each partner had maintained 
her own chequebook and could draw money from the bank without prior knowledge 
of the other partner. This practice continued for some time until it became apparent 
that this kind of cash management could lead to misunderstandings between the 
two. To solve that potential threat, they made an agreement about managing the 
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business. This was an oral agreement instead of a formal written one. The agreement 
included five major decisions:  

1. It was agreed to have one cheque book and each lady became a co-
signatory.  

2. To ensure transparency in payments, they agreed to attach the details of 
payment on each cheque. However, even after deciding on one cheque 
book each partner could influence who was to be paid.  

3. They decided to allocate working places to themselves whereby 
Mukamusoni heads the business at KIST and in Parliament and 
Mukeshimana supervises activities at the RRA kiosk. Each is charged with 
managing the day-to-day activities at her respective place.  

4. They hired an accountant with a diploma in accounting and a manager with 
a diploma in management. The former works from KIST and is responsible 
for preparing business accounts, while the latter is situated in the RRA 
canteen to assist in supervision in case Mukeshimana is out for different 
activities.  

5. The two ladies decided not to advertise for any vacant positions but 
applicants who walked in were interviewed and once a candidate passed 
the interview he or she was placed on probation for a few days and later 
given a permanent contract. 

 
These decisions notwithstanding, the two ladies are still facing problems related to 
current operations and the uncertainty surrounding the future of INEMA Catering 
Services.  
 

FIVE MAJOR CHALLENGES FACED BY INEMA CATERING 
SERVICES  
First, the business has been operating without proper book-keeping as a result of 
which both its expenses and income are not known. Even after hiring an accountant 
and a new manager, they were not able to put the daily transactions in order. For 
example, in 2008, they were able to record sales figures (see table 1) but failed to 
correctly put together monthly expenses and this improper book-keeping persisted 
in 2009 too 
 

Table 1: INEMA Catering Services -  Sales figures for 2008 (in 000s Rwandan 
Francs) 
Jan Feb Mar Apr May Jun Jul Aug Sep Oct  Nov Dec 
4,707 4,473 6,601 2,297 5,187 5,642 6,218 6,404 5,290 8,555 8,728 16,914 

 
Secondly, since the winner of a tender is given about 1-3 years’ renewable contract 
to operate within the premises of the host organization and since there is no 
guarantee of winning a tender for the subsequent period the continuity of the 
business is jeopardized. To substantiate the two ladies lost the KIST contract to a 
competitor in 2008. They thus believe that no one can rely on his/her previous 
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performance even if it was good because the decisions of the tender committee 
members’ are not predictable.  
 
Thirdly, the three hosting organizations that undertook to pay or contribute for their 
employees have still not paid INEMA. This constrains the business because it 
becomes difficult for the two ladies to have enough cash flow to pay VAT and salaries 
when due. This forces them to use the money raised from cash sales to provide 
services for those who do not pay on time.  
 
Fourthly, Mukeshimana and Mukamusoni have not been allowed to expand the kiosk 
at RRA that would have enabled them to accommodate more customers. This makes 
many customers go to INEMA’s competitor, a restaurant nearby during lunch time 
to avoid long queues at the INEMA kiosk that becomes congested. They now realize 
that price is not everything and that service and efficiency are central. Value is time 
today and not only price.  
 
Finally, since they were not allowed to construct a kitchen at the RRA kiosk that 
would have accommodated the use of charcoal, they were compelled to prepare the 
food in their respective homes and then transport it to the restaurant. They were 
also complled to use a gas cooker to prepare some light snacks. Both constraints 
increased their costs as one of them complains: “All these additional costs reduce 
our profit margins” 
 
Besides all these challenges, Mukeshimana and Mukamusoni still think of the bright 
future. They plan purchasing land to construct a hotel and a recreation business. 
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HOTEL GORILLAS GROUP:  
Customer driven strategy 
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School, Jönköping University 
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The Gorillas Hotel Group has grown from a small business to a group of four hotels 
across Rwanda. To address a competitive environment the Group has worked out 
strategies for increasing customer retention. This case gives details of these 
customer driven strategies and their implementation.  
 
THE ORIGIN OF THE GORILLAS HOTEL GROUP 

Gorillas Hotel is a 3-star hotel1 located at Kiyovu, a suburb of 
Kigali City in a beautiful and relatively quiet environment, a 
few metres from the headquarters of the National Bank of 
Rwanda. Gorillas Hotel was established in 2002 in Kigali but 
its roots go back to a small restaurant, which was started in 

the 1980s by an upcoming first generation and determined entrepreneur who is one 
of its current directors. The hotel’s management was then of the view that it should 
attract local and foreign middle and upper working class people who were drawn 
directly or indirectly to the country's reconstruction after the genocide which 
destroyed most of the country's hospitality industries and killed over a million of its 
population. The managing director of Gorillas Hotel, Emmanuel Ruzera chose the 
name because the hotel was meant to attract tourists who wanted to visit tourist 
sites including the Gorillas National Park. 
 
Marked as one of the poorest countries in the world whose poverty situation was 
worsened by conflicts, the management of Gorillas Hotel was faced with challenges 
of survival like effective patronage and growth in 2002. Through consultations, 
research and development it found an answer in a customer drive and following 
customer retention strategies. Such strategies of ‘customer care and focus’ are at 
the heart of what is today the Gorillas Hotel Group. 
 

TODAY’S GORILLAS HOTEL GROUP 
Today, the Gorillas Hotel Group that has four resorts (see Figure 1, Figure 2 and 
Appendix 1).  

 
Figure 1: The Gorillas Hotel Group (Source: http://www.gorillashotels.com) 

                                                         
1 Rwanda Development Board classifies hotels as per the East African Community’s benchmark 
standards for awarding them grades. 

Gorillas Hotel Group

Gorillas Hotel City, Kiyovu, Kigali Gorillas Golf Hotel, Nyarutarama, Kigali Lake Kivu Hotel, Rubavu Gorillas Volcanoes Hotel, Rwengeri in Musanze province
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Figure 2: Overview of Gorillas Hotel Group (Source: http:// http://www.enjoyrwanda.info) 

 
The vision of the Gorillas Hotel Group is ‘To be a leading institution that can attract 
international tourists and be a hotel of choice for local tourists'.’ Its mission is ‘To 
attract, satisfy and retain customers through quality tourism service development, 
employee training and participating in tourism promotion.’  
 
The overall strategy of the Group is market penetration by developing hotels in all 
important tourism hotspots in the country. The emphasis is on customer retention 
and enhancing customer loyalty. The Group focuses on customer satisfaction as the 
mainstay of its operations and service delivery. To attain customer patronage the 
Group focuses on maintaining cosy, clean and self-contained rooms, good food in 
the restaurants with comfortable seats, modern gadgets for in-house senior and 
middle management training and modern facilities for organizing workshops and 
conferences in a serene environment.  
 
The Gorillas Hotel Group believes that it exists in a world of competition and so it is 
strongly determined to outcompete the market with its customer driven strategies. 
The Group faces competition on a large scale at all its four locations. Its major 
competitors include Mille Collines, Hotel Laico Umubano, Stipphotels, Serena Hotel, 
Karisimbi, City Blue, Manor and many other boutique hotels in the country. In the 
first decade of its existence the Group enjoyed near full occupancy rates and was 
busy with conferences and large crowds in its restaurants and bars. However, in the 
recent past the occupancy rate declined to around 75 per cent and the new 
conference facilities too are having a negative impact on workshop, conference and 
training facilities.  
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AT THE GORILLAS HOTEL CITY, KIYOVU 
The Gorillas Hotel City, Kiyovu is surrounded by Karisimbi, City Blue, Swiss Hotel and 
the upcoming Radisson Blue Park Inn, an international chain (see, Table 1).  
 

Table 1: Competitors in the Vicinity of the Gorillas Hotel City, Kiyovu 
Competing Hotel Name Features 
Karisimbi  A 2-star hotel named after African and continental cuisine, 

especially the name for its pizzas 
City Blue  A comparatively new 2-star hotel with a multi-cuisine restaurant  
Golden Hill  A 3-star hotel close to the city centre 
STIPP Hotel  A 2-star hotel  
Swiss Hotel  A motel known for its restaurant  
Radisson Blue Park Inn An upcoming international chain hotel  

 
Emmanuel Ruzera is both the Group’s manager and the Gorillas Hotel City, Kiyovu’s 
managing director, (see Box 1). Gikundiro Ines is the marketing director at the hotel 
and has also responsibilities in the Group (see Box 2).  
 
The marketing director performs the tactical roles of implementing the Group’s 
overall strategy and policies for attracting and retaining customers. She is assisted 
by a front line manager as an operational manager at all the Group’s hotels. The front 
line manager supervises the lower level operations of the business. The team under 
him and his office handle all customers and their reports. Reports are received 
starting from the reception where all inquiries are responded to and visitors’ 
accommodation is booked/confirmed. Here customers’ personal data is entered into 
the computer for future reference. General guidelines about the internal operations 
and expectations are given here. Each customer is then assigned a staff member for 
a short induction. 
 
The Gorillas Hotel Group uses formal relationships to determine its lines of authority 
and how tasks are assigned to individuals and units. This is akin to the traditional 
vertical dimension of an organization structure but with slight modifications that 
have been redesigned to best fit the strategic direction of the business (See Appendix 
1 for the organizational chart of all hotels in the Group).  
 

OVERALL MARKETING APPROACH TO ATTRACT CUSTOMERS 
The major marketing strategies employed by the Gorillas Hotel Group are: 
promoting its services physically to specific institutions like educational institutions, 
NGOs and tour agencies; applying for relevant tenders offered in the press; 
advertising on its website (www.hotelgorillas.com) and in local newspapers, posters 
in strategic busy and populated areas; and employing well-qualified personnel for 
quality services (diploma holders and more qualified ones). It has an online booking 
system on its website and also works with booking agents abroad.    
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Box 1: Emmanuel Ruzera, Managing Director:  
Emmanuel Ruzera is a strategic business manager who is responsible for the overall 
management of the business. His main duties as the managing director include but are 
not limited to planning and strategizing which is designed to help the business fulfil its 
mission. It is the managing director who sets future objectives and maps out activities 
necessary for achieving these objectives. Since no firm operates in a vacuum, reaching its 
mission in spite of changes in the environment and the difficulties of a competitive 
landscape, Ruzera continuously assesses the business' strengths, weaknesses, 
opportunities and threats (SWOT) to make sure that appropriate strategies are being 
followed. He also has the responsibility of ensuring that the business' human, financial, 
physical, informational and technical resources are arranged and coordinated. He defines 
the roles for all the players, delegates tasks, marshals and allocates resources, classifies 
procedures and determines the business’ priorities. He is a symbol of energy for the other 
employees so that they can contribute their best individually and in cooperation with 
others. He clearly communicates organizational goals, inspires and motivates employees, 
provides an example for others to follow, guides people and creates conditions that 
encourage people from diverse backgrounds to work well together. Ruzera measures 
performance, compares it to the objectives, implements necessary changes and monitors 
the progress of the business. He also collects feedback, identifies potential problems and 
takes corrective action that is crucial for the long-term success of the business. 

 
 

Box 2: Gikundiro Ines, Marketing Manager: 

Gikundiro Ines is the marketing manager. Ines performs the role of a tactical manager to 
translate the general goals and plans developed by the managing director into specific 
objectives and activities. She combines official duties with the role of a chief operating 
officer or general manager of the business. As the marketing manager, she is the creative 
machinery of the company. Her personal skills in visual images and words have earned 
the company an enviable reputation. She gets the organization's services to its existing 
and potential customers at prices that work for the business and its customers and 
encourages people to patronize the hotel by using words and images. Her job also entails 
presenting the face of the company to the public by using the media to the company’s 
best advantage. She writes press releases, drafts speeches for the company’s executives, 
develops and maintains the company's image through logos and signs and manages 
special events to promote the company’s name and services. In addition, as the chief 
operating manager or general manager, Ines is also expected to move easily between the 
big picture and the smallest details of the business. She is responsible for improving the 
general flow of work in all the Group’s hotels. She spends a lot of her time in meetings to 
review tasks and supplies for the day, checking on project status, assigning and 
reassigning resources based on market projections, performance data, work flow and 
personnel and coordinating with other departments to ensure that employees get the 
right resources at the right time and that schedules are coordinated. Ines also handles 
administrative issues such as performance reviews, inventory, quality assessments and 
changes in policies and procedures. 

  

83



CASE 17/01-8 

Copyright © 2017 JIBS, UR, Rama & Languilaire   6 

The Gorillas Hotel Group and thus the City Hotel, Kiyovu use a number of techniques 
to attract both national and international customers. This is done by changing the 
menu on occasions like Christmas, Valentine’s Day and on other public holidays. On 
festive occasions, aggressive advertising is carried out using print and electronic 
media as well as internet advertisements and distribution of colourful leaflets, 
posters and hand fliers with photographs of the hotels’ accommodation, conference 
rooms, restaurants and bars, swimming pools and its imposing buildings in beautiful 
and serene environments (See appendix 1 in the Appendix for some of the pictures 
normally used by the Group in advertisements). These are displayed at strategic 
points in highly populated parts of Rwandan cities. 
 

AN ANALYSIS OF THE GROUP’S EXTERNAL AND INTERNAL 
ENVIRONMENTS 
The management periodically uses a SWOT (strengths-weakness-opportunities-
threats) analysis to analyse both internal and external factors that may influence the 
company's success. This analysis helps generate information, which helps the 
company to respond to the various strategic challenges that it faces.  
 
One analysis revealed that whereas the external environment's components of 
demographic trends, economic conditions, political and legal forces and 
sociocultural conditions did not pose any serious threats to the company's 
operations, technological changes and globalization remained critical and demanded 
major consideration. For example, Gorillas hotels lag in creating new knowledge and 
innovation techniques to transform services or inputs. Customer satisfaction is 
around 60 per cent at the moment and it is essential for the Group to increase 
customer satisfaction for reducing service costs. Globalization has increased the 
company's competitors and there are threats of new entrants and an increase in the 
intensity of rivalry among the competitors.  
 
An analysis of the company's internal environment about a year ago did not present 
a pleasant picture for Gorillas Hotel City, Kiyovu. The core competences of the hotel 
such as its facilities, a good and attractive environment, proximity to the city centre, 
an attractive building and its capabilities had not been fully exploited to provide the 
hotel a more sustainable competitive advantage to meet market opportunities and 
avoid potential threats. 
 
 

CUSTOMER CARE & CUSTOMER RETENTION STRATEGIES 
The Gorillas Hotel Group’s objective is to serve customers to their satisfaction. 
Besides the self-contained rooms, the main services that Gorillas Hotel City, Kiyovu 
offers include restaurant and bar services, accommodation for customers preferring 
to stay for both short and long durations, leisure facilities like a swimming pool, 
indoor games such as draft, darts and chase, conference facilities and entertainment 
for individuals and groups. Providing free and secure car parking facilities, a clean 
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environment, good entertainment and quality service delivery are a part of its 
customer care strategy. The Gorillas Hotel Group believes in internal marketing of its 
strategies and approaches. It relies on well-trained employees from the famous 
Utalii College of Hotel Management in Nairobi, Kenya and an expert chef from 
Belgium for its restaurants. The trained staff members enable the Group to compete 
with other hotels by giving customers value for money. 
 
Even though no proper statistics are available to determine customer retention rates 
in the Group’s hotels the management believes that more effort needs to be put in 
if the Group wants to remain competitive and maintain its current market share in 
the industry. For this the Group has developed five strategies:  
 

1- The first strategy for customer retention is what it terms a 'cost-leadership 
approach.’ Following this approach the organization aims to become the 
lowest-cost provider of services to its clients. Apart from customized 
services that appeal to a broad target market, it also sells highly 
standardized services to suit individual tastes, needs or desires. In order to 
follow cost leadership as a strategy for retaining customers, the 
management is using cost-reduction benefits that accrue from high-
capacity utilization, economies of scale, technological advances and the 
economics of learning and experience. 
 

2- The second customer retention strategy is based on differentiation which 
aims to distinguish the company from its competitors by providing 
customers with unique services. This uniqueness includes quality, 
technological superiority and the image that it projects for its services to 
customers. The Group has been able to make progress through a careful 
study of consumer needs and preferences to determine the feasibility of 
incorporating one or more differentiating features into a unique service 
that has the desired attributes. 
 

3- The third strategy is improving the customer relationship environment, 
which the Group believes is a great asset for the company. It is also 
constantly improving on the friendliness of staff members through in-house 
customer care training, seminars and workshops.  

 
4- The fourth strategy deals with recovery management. Under this the Group 

gets in touch with customers that it has lost to know about them. Such 
customers are encouraged to continue doing business with the hotel at 
special prices.  

 
5- The fifth strategy deals with effectively handling customer complaints. The 

management has ensured that the process for making complaints is easy 
for customers. It has a desk in the hotel where people can take their 
enquiries or complaints. It also has a dedicated phone line for complaints 
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and a customer feedback option on email. Complaints are reviewed on a 
monthly, quarterly and yearly basis. It also uses a standard form to record 
details of the complaints. Most of the complaints concern the services 
offered. However, sometimes the complaints also have to do with products 
and employees. 

 
 

THE GORILLA HOTEL GROUP’S FUTURE PLANS  
The Gorillas Hotel Group’s future plans are two-fold. Firstly, the company is 
exploiting the ingredients and strategies needed to create an advantage for the 
company. This includes resources to be used for delivering customer satisfaction 
services. The company is poised to increase its tangible and intangible resources to 
meet potential and already existing customer needs. Among the tangible resources 
that it needs to acquire and/or improve are financial resources, physical assets and 
workers. The intangible resources include its reputation, technology, human capital 
skills, knowledge, reasoning and decision-making abilities of the workforce which 
will support the Group’s innovations and productivity in order to provide a strong 
core competence that competitors and rival companies in the industry cannot 
imitate. The other plan is expanding operations to other provinces in the country. 
These plans will call for forming strategies --  corporate-level and business-level – for 
which it will need a reputable business development consultant and strategist. 
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APPENDIX 1: VIEWS OF THE HOTELS OF THE GORILLAS 
HOTEL GROUP  
(from www.hotelgorillas.com) 
 
Gorillas Hotel City, Kiyovu 

 
 
 
Gorillas Golf Hotel 
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Gorillas Hotel, Lake Kivu, Rubavu 

 
 
 
Gorillas Volcanos Hotel, Musanze 
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APPENDIX 2: ORGANIZATIONAL CHART OF HOTEL CITY, 
KIYOVU (THIS IS SIMILAR IN THE OTHER HOTELS) 
 
 

 
 
 
 
 
 

Managing Director
Marketing Director

Food & Beverage
Kitchen
Services

Housing & Accomodation Front Office Accounts
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SECTION 2  
TEACHING NOTES FOR LECTURERS 
In this section, teachers find teaching note for each case study in line with Table i. 
When cases have been divided in parts A and B, the teaching note combines both 
parts to enable teachers to get an overall view of the actual business. Each teaching 
note is structured as presented in Table ii.  
 

Table i : Business, Case, Theme, authorship 
Teaching note  Subject covered Authors 
TN17/01-1 
 
BEMS DUHANGE 
LTD. 

A Entrepreneurship, opportunity recognition, opportunity 
exploitation, network and education 

Dr. Jonas BARAYANDEMA  
Mr. Idrissa NDIZEYE 

B Marketing strategy, challenges of competition, need for a 
new marketing strategy and innovations 

TN17/01-2 
 
SOWERTOM 

A Entrepreneurship, business models, opportunity 
recognition, opportunity exploitation and sustainability 

Dr. Bideri Ishuheri 
NYAMULINDA 

B Marketing strategy, challenges of competition, need of 
new marketing strategy and innovation 

TN17/01-3 
 
NYINAWAJAMBO 

A Entrepreneurship, entrepreneur, opportunity recognition 
and family business.  

Dr. Sarveswara Roa 
MADDULURI  
Dr. Ildephonse MUSAFIRI 

B Entrepreneurship, opportunity exploitation, growth and 
strategy and family business. 

TN17/01-4 
 
INEMA 

 Entrepreneurship, opportunity recognition, opportunity 
exploitation, network, serial entrepreneurship, 
management, growth strategy and management of 
services.  

Dr. Bideri Ishuheri 
NYAMULINDA 
Ms. Françoise KAYITARE 

TN17/01-5 
 
THE GORILLAS 
HOTEL GROUP 

 
 

Customer care, customer services, customer retention 
strategies, competition analysis, competitor analysis, 
service management & marketing, tourism & hotel 
industry. 

Dr. Rao Bokka RAMA 

 
Table ii: Structrure of the teaching notes 
Short description The aim of the case is made explicit 
Subjects covered The major themes are underlined 
Synopsis A summary of the case is given to get an overview of what has happened 
Intended 
audiences/users 

The targeteed students and courses are suggested 

Learning and 
pedagogical objectives 

Learning objectives are presented respectively for part A and part B as for the case as 
whole 

Discussion questions to 
be selected 

Possible questions to be asked to students, before the case session or during the case 
session, are presented. They are given for part A and part B but there are also bridging 
questions that can be used to adress the business as a whole.   

Teaching methods Suggestion of the layout for the case semianr are given 
A few ideas of what to 
discuss in class 

In the sub-section, the choice has been made not to give “answers” to questions to 
avoid undrstanding that answers are “right or wrong”. Themes, still related to 
questions, are detailed with possible areas of discussion. Teachers must thus be ready 
to be open in discussing aspects about the theme in focus  on the case 

Further readings Possible readings for teachers and eventually for students are suggested.  

 

Copyright Warning 
Teaching notes are not to be given to students at any time. 
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BEMS DUHANGE Ltd. (A&B) 

Teaching note 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

This teaching note was developed by Dr. Jonas BARAYANDEMA and Idrissa 
NDIZEYE, College of Business and Economics, University of Rwanda with support 
from Dr Jean-Charles, E. LANGUILAIRE, JCL Humanistic Consulting for Jönköping 

International Business School, Jönköping inversity.  
 

The authors gratefully acknowledge JIBS/UR cooperation and SIDA’s financial 
support. The authors would also like to thank the JIBS reviewers for their 

suggestions in regard to the teaching note.  
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SHORT DESCRIPTION  
This case is about Elysee Gatera who decided to start BEMS Duhange with a mission 
of providing quality local manufactured construction material to private and 
business customers. Part A presents the development of Duhange from 1988 to 2008 
and Gatera’s background. Part B presents the marketing mix developed in the 
context of high competition. A combination of these two parts may enable students 
to examine the link between entrepreneurship, innovation and marketing mix.  
 
 
SUBJECTS COVERED 
Part A: Entrepreneurship, opportunity recognition, opportunity exploitation, 
network and education.  
Part B: Marketing strategy, challenges of competition, need for a new marketing 
strategy and innovations. 
 
 

SYNOPSIS 
Elysee Gatera had been interested in the construction field since his childhood. Even 
though he had a good job with the Ministry of Labour in Rwanda where he worked 
for ten years, he left it to start his own business, BEMS Duhange Ltd. in 1988. His 
main idea was to produce and sell locally fabricated building material to avoid 
imported material. Hence the experience gathered during his job, the technical 
expertise he got in Germany during his studies, along with his strong entrepreneurial 
drive facilitated his journey of exploiting business opportunities in his home country 
Rwanda. For exploiting these opportunities Gatera relied on product and process 
innovations that required a careful consideration of marketing mix strategies for 
sustainable growth. Among other issues the case (A & B) presents the development 
of the business and of the marketing mix so that various challenges and 
opportunities associated with a product locally manufactured in a market dominated 
by imported goods and uncertainty can be discussed. 
 
 
INTENDED AUDIENCES/USERS 
Students in general business, entrepreneurship, marketing and innovation. The case 
may also be used for seminars with SME owners, entrepreneurs and those wishing 
to start new ventures.  
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LEARNING AND PEDAGOGICAL OBJECTIVES 
For part A, the learning and pedagogical objectives are: 

- Understanding the concepts of an entrepreneur and entrepreneurship. 
- Identifying to some extent some traits of entrepreneurs, especially an inquiry 

into orientation and perseverance.  
- Identifying the keys to discovering and exploiting opportunities, especially 

education, work experience and networks. 
- Understanding the concept and use of innovations in business development. 

 
For part B, the learning and pedagogical objectives are: 

- Understanding the concept and use of a marketing mix.  
- Understanding the centrality of aligning the marketing strategy with the 

business vision. 
- Explaining  the role of marketing mix in an entrepreneurship endeavour. 

 
When combined, the learning and pedagogical objectives are: 

- Understanding how entrepreneurship interacts with innovation and a 
marketing mix. 

- Understanding how innovation is linked to entrepreneurship and marketing 
mix. 

- Understanding the role of marketing mix in entrepreneurship and innovation. 
 
SUGGESTED DISCUSSION QUESTIONS TO BE SELECTED 
For part A, the suggested questions are:  

1. In your understanding, is   Elysee Gatera an entrepreneur? Justify. 
2. Has Gatera been innovative enough? Explain. 
3. What are the major resources that   Gatera used in developing his business?  
4. How is innovation central in developing customer value?  

 
For part B, the suggested questions are:  

1. Describe the marketing mix as applied by BEMS Duhange Ltd. Do an analysis of 
the strengths and weaknesses for each marketing P. 

2. How is the marketing mix in line with BEMS’ mission? 
3. Would you define BEMS as a product or a service company with regard to the 

changes made in 2000? What would this shift in perspective imply for its 
marketing strategy? 

 
Bridging questions as complementary to the above:  

1. Examine the link between entrepreneurship and innovation considering the 
BEMS Duhange Ltd. case. 

2. Explain the link between Gatera’s entrepreneurship and marketing mix in 
BEMS Duhange Ltd. 

3. Analyse the role of innovations in   Gatera’s entrepreneurship endeavour.  
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SUGGESTED TEACHING METHODS 
In this case we propose two approaches. The first includes a theoretical seminar as 
a part of the case and the second implies that students have attended lectures prior 
to the case.  
 
Approach 1: The seminar includes a theoretical seminar 
 
Step 1: preparation for the case – before the class 
Participants are required to read the following material before attending the class. 
The division between part A and B is a suggestion and can be adapted.  
 
Readings relevant for part A 
 Bygrave, W. D. (2004), ‘The entrepreneurial process’, in W. D. Bygrave and A. Zacharakis 

(eds), The portable MBA in entrepreneurship. Hoboken, NJ: John Wiley & Sons. 
 Shane, S.A. and S. Venkataraman (2000), ‘The promise of entrepreneurship as a field of 

research’, Academy of Management Review,  25: 217-226.  
 Vânia M. J. N. et al. (2010), ‘Understanding the entrepreneurial process: a dynamic 

approach’, Brazilian Administration Review, 7: 213-226. 
 Nagasimha B. K. (2015), ‘Innovation and product innovation in marketing strategy’, 

Journal of Management and Marketing Research, 18: 40-45. 
 O’Sullivan, (2008), Defining innovation. Available at:  

http://www.sagepub.com/sites/default/files upm- binaries/23137_Chapter_1.pdf   
 
Readings relevant for part B 
 Adner, R., and Levinthal, D. (2001), ‘Demand heterogeneity and technology evolution: 

Implications for product and process innovation’, Journal of Management Science, 47: 
611-628.  

 Day, G.S.( 2011), ‘Closing the Marketing Capabilities Gap’, Journal of Marketing, 75: 183-
195. 

  Singh, Meera (2012), ‘Marketing mix of 4P’S for competitive advantage’, Journal of 
Business and Management, 3: 40-45.  

 
While reading, we encourage the students to reflect on the following questions:  

a) Compare and contrast different definitions of an entrepreneur, 
entrepreneurship, innovation and marketing mix contained in the relevant 
readings. 

b) Discuss the various types of innovations. 
c) Discuss the marketing mix framework considering its 4Ps. 

 
 
Step 2: In class – when the case is not handed-in in advance (2,5 hours) 

1. Review the learnings gained via the readings, which are relevant for the 
following discussion before the class (40 minutes).  

2. Hand over the case study to the participants in their respective groups (5 
minutes). 
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3. Allow time to the participants to discuss the case; monitor their discussion (40 
minutes).  

4. Review and give feedback to the questions including reconciling the diverging 
views in a plenary session (35 minutes). 

5. You then have a possibility of asking students to use the discussion to hand in 
answers to the questions ON PAPER. This can be done in groups or individually.  

 
 
STEP 2: In class– When case given in advance (1,5 hours) 
The case may be given in advance and students be asked to read it in advance:  

1. Review the learnings gained via the readings relevant for the following 
discussion before the class (35 minutes).  

2. Review and give feedback for the questions (40 minutes). 
3. Reconcile the diverging views in a plenary session (15 minutes). 

 
 
 
Approach 2: Theory has been provided in advance (2 hours) 

1. Ask the students to sum-up the case and its major aspects as a class (30 
minutes).  

2. Review the questions using the ‘sum-up’ done and ask students to clearly 
connect the summing up with the case (50 minutes). 

3. Ask the students to provide a ‘solution’ to   Gatera (A: How to deal with future 
competition based on his learnings, B: How to develop an appropriate 
marketing strategy) (20 minutes). 

4. Conclude by reconciling diverging views (20 minutes). 
 
 
 

A FEW IDEAS ABOUT WHAT TO DISCUSS IN CLASS 
 
Is Elysee Gatera an entrepreneur? What are the resources that he 
used? 
As indicated by Shane and Venkataraman (2000), entrepreneurship implies the discovery, 
assessment and exploitation of opportunities, or in other words, new products, services or 
production processes; new strategies and organizational forms; and new markets for products 
and inputs that did not exist earlier. Based on this definition, participants should consider the 
following points to answer one aspect of the question above: 

 
i) Characteristics of an entrepreneur 
 Participants should refer to Gatera’s courage in developing his business as well as his 

capacity to make sense of its environment.  
 Students shall see that networks and education are central in exploring and exploiting 

opportunities.  
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 Identifying exploitable opportunities for Gatera (participants should mention 
opportunities referring to new products; services or production processes; new strategies 
and organizational forms; and new markets for products and inputs that did not exist 
earlier). 
 Assessing the identified opportunities (participants should mention aspects such as 

evaluation of literature). 
 Exploiting opportunities (participants should refer to how Gatera took advantage of 

identified opportunities). 
 

ii) Entrepreneurship process: 
Bygrave (2004) who presents the entrepreneurial process as a set of stages and events that 
follow one another points out various stages including: (i) the idea or conception of a business, 
(ii) the event that triggers operations, (ii) implementation, and (iv) growth. Participants should 
examine   Gatera’s entrepreneurship process considering the following aspects: 
 Idea/conception of the business: Participants should look at when, where and how   

Gatera got the idea to start his own business. 
 The event that triggered operations: Participants should identify the events which led 

Gatera to start BEMS Duhange Ltd.’s operations. 
 Implementation: Participants should explain how   Gatera put his ideas into effect. 
 Growth: Participants should analyse BEMS Duhange Ltd.’s growth as per the case 

study. 
 
 

Has Gatera been innovative enough? 
There are many definitions of innovation. For judging whether   Gatera has been innovative 
enough, O’Sullivan’s (2008) definition of innovation has been considered: 

the process of making changes, large and small, radical and incremental, to products, processes, 
and services that result in the introduction of something new for the organization that adds value 
to customers and contributes to the knowledge store of the organization.  

 
Based on this definition, participants should examine how   Gatera has fulfilled the following 
innovation aspects so as to answer the question above: 
 Making changes: Participants should examine the changes made with regard to 

products, processes, services and organizational structure. 
 Scale of changes: Participants should find out whether the changes are large or small 

in scale and if they are radical or incremental. 
 Result of the changes: Participants should ascertain whether the changes resulted in 

something new for the organization.  
 Value added: Participants should figure out the change that added value for 

customers. 
 Contribution to the knowledge store: Participants should ascertain if the change 

contributed to new knowledge for BEMS Duhange. 
 
 
Marketing mix as applied to BEMS Duhange Ltd. 
Marketing mix involves 4Ps -- product mix, price mix, place mix and promotion mix (Singh, 
2012). Product mix involves the attributes of design, technology, usefulness, value, 
convenience, quality, packaging, branding and warranties; price mix involves the attributes of 
strategies, skimming, penetration, psychological, cost-plus and loss leader. Place involves the 
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attributes of retail, wholesale, internet, direct sales, peer to peer and multi-channel while 
promotion involves attributes such as special offers, endorsements, advertising, user trials, 
direct mailing, leaflets/posters, free gifts, competition and joint ventures. 
 
With reference to what Singh (2012) has stated, the question above can be answered 
considering the marketing mix framework comprising of the 4Ps as: 

 Product mix: Participants should determine how the product mix’s attributes such 
as design, technology, usefulness, value, convenience, quality, packaging, branding 
and warranties have been implemented. 

 Price mix: Participants should examine how the price mix’s attributes such as 
strategies, skimming, penetration, psychological, cost-plus and loss leader have 
been implemented. 

 Place mix: Participants should ascertain how the place mix’s attributes such as 
retail, wholesale, internet, direct sales, peer to peer and multi-channel have been 
implemented. 

 Promotion mix: Participants should point out how the promotion mix’s attributes 
such as special offers, endorsements, advertising, user trials, direct mailing, 
leaflets/posters, free gifts, competition and joint ventures have been implemented. 

 
In line with the given mission, students could discuss what will be needed if BEMS is to become 
a SERVICE organization based on a product. This aspect can be addressed when students have 
knowledge about service marketing and management and relationship marketing. This implies 
that 3Ps are missing: 

 Personal: Knowledge about the sellers and workers which enable projects to be 
done. Centrality of internal marketing. 

 Process: Creating solutions for each customer from his or her perspective. Thinking 
of interactive marketing and relationship management.  

 Physical evidence: Getting something after the experience, for example, with 
design, packaging and branding. 

 
 
Link between entrepreneurship and innovation 
Some authors show a link between entrepreneurship and innovation. Entrepreneurship has 
been recognized as a micro driver of innovation (Wennekers and Thurik, 1999; Audretsch and 
Thurik, 2001b; Acs 2006; Audretsch et al., 2006). Entrepreneurship is the continued 
generation of innovations in response to perceived opportunities in the business environment 
(Drucker, 1985). According to Elfring (2000) the key factor for successful entrepreneurship is 
innovativeness. These statements prove that there exists a link between entrepreneurship 
and innovation. Therefore, participants are expected to examine the link between   Gatera’s 
entrepreneurship and BEMS Duhange Ltd.’s innovative aspects by considering the following 
points: 

 Ability to identify new problems: Participants should figure out how as an 
entrepreneur   Gatera was able to perceive new problems that required relevant 
changes in BEMS Duhange Ltd. 

 Ability to identify new opportunities: Participants should determine how as an 
entrepreneur   Gatera was able to perceive new opportunities that required 
relevant change in BEMS Duhange Ltd. 

 Ability to realize the need for change: Participants should find out how as an 
entrepreneur   Gatera realized the need for relevant changes in BEMS Duhange Ltd. 
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 Ability to identify new risks: Participants should analyse how as an entrepreneur   
Gatera identified new risks related to required relevant changes in BEMS Duhange 
Ltd. 

 Ability to notice the time for change: Participants should examine how as an 
entrepreneur   Gatera could realize relevant changes in BEMS Duhange Ltd. in a 
timely manner. 

 Willingness to mobilize resources: Participants should ascertain Gatera’s 
willingness to mobilize resources in time. 

 
 
The role of innovation in Gatera’s entrepreneurship endeavour 
The role of innovation in entrepreneurship can be examined by referring to Drucker (1985), 
among others, who argues that innovation is a tool of entrepreneurship. Innovation is also the 
process through which an entrepreneur converts market opportunities into workable, 
profitable and marketable ideas. He further states that entrepreneurship is concerned with 
newness, that is, new ideas, products, services or a combination of resources aimed at 
meeting consumers’ needs more efficiently. He adds that an idea does not become an 
innovation until it is widely adopted and incorporated into people’s daily lives. Here, Drucker 
refers to the role of innovation in entrepreneurship. While answering the question above, the 
participants should consider the following aspects: 

 Taking advantage of opportunities: Participants should point out how Gatera took 
advantage of perceived opportunities in bringing about changes. 

 Taking risks: Participants should examine how   Gatera took risks in adopting and 
implementing new ideas and met consumers’ needs more efficiently. 

 Identification of market opportunities: Participants should ascertain how Gatera 
took advantage of identified market opportunities. 

 Introduction of new products, services and processes: Participants should explain 
how   Gatera was able to introduce new products, services and processes to meet 
customers’ needs more efficiently. 

 Mobilization of resources for implementing new ideas: Participants should show 
how   Gatera mobilized resources to achieve changes efficiently. 

 
 
The link between Gatera’s entrepreneurship and marketing mix in 
BEMS Duhange Ltd. 
Aremu et al., (2012) state that entrepreneurial approaches affect the success of marketing 
efforts. From this it can be inferred that entrepreneurship is necessary for a marketing mix to 
serve its purpose.  Hence, the participants are expected to determine how marketing 
attributes were combined in BEMS Duhange Ltd. to meet customers’ needs efficiently.  
 
When referring to the role of marketing mix, Aremu et al., (2012) argue that marketing affects 
the success of entrepreneurial ventures. They further state that marketing and marketing mix 
are important elements in an entrepreneur’s success. Therefore, when responding to the 
question above, participants should ascertain the role of all the Ps in developing a business. 
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Link between innovation and marketing mix 
Examining a link between innovation and marketing mix can be based on relevant ideas by 
some authors. Whereas according to Day (2011) competition for innovations shapes the 
climate in which marketing can thrive, Afuah (2003) states that innovations follow the 
evolution of technology. For Nagasimha (2015), the ultimate purpose of innovations is 
improving and increasing the delivery of superior value to customers while making it relevant, 
different, new and valuable from a customer’s point of view. All these ideas suggest the link 
between innovation and marketing encompassing a marketing mix. Based on such ideas, 
participants should tackle the following aspects when giving their answers: 

 Ability of new products and services to meet customers’/consumers’/needs 
through product mix, price mix, place mix and promotion mix. 

 Ability of new processes to add value for customers and meet their needs.  
 Ability of BEMS Duhange Ltd.’s organizational structuring to add value to its 

products for customers and meeting their needs. 
 
 
The roles of marketing mix in innovation 
Certain ideas from authors can help back participants’ answers regarding the role of marketing 
mix in innovation. For instance, Drucker (1973) states that because the purpose of a business 
is to create a customer, a business enterprise has only two basic functions: marketing and 
innovation. According to Adner and Levinthal (2001), customers and market requirements are 
among the drivers of innovation. From these statements it can be inferred that as the market 
is related to innovations, a marketing mix too is related to innovations. Therefore, participants 
are expected to examine the link between marketing mix and innovations considering the 
followings aspects: 
 
 
A CONCLUDING THOUGHT: Was it worth all the trouble? 
Participants who agree should justify their position considering how BEMS’ achievements 
outweigh the sacrifices made by   Gatera in the time period given in the case study. 
Participants who disagree should justify their position by proving how Gatera’s sacrifices in 
the time period given in the case study outweigh BEMS’ achievements. 
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SHORT DESCRIPTION  
This case is about an initiative taken by 14 farmers to find a way to help their tomato 
produce. Part A presents the development of SORWATOM 1  and the challenges 
associated with its development. Part B underlines the importance of incorporating 
marketing strategies in the business and brings to light how the lack of a marketing 
plan could negatively affect SORWATOM’s activities. A combination of parts A and B 
may enable students to understand the practical roles of the four Ps in businesses 
for entrepreneurs. 
 
 

SUBJECTS COVERED 
Part A: Entrepreneurship, business models, opportunity recognition, opportunity 
exploitation and sustainability 
Part B: Marketing strategy, challenges of competition, need of new marketing 
strategy and innovation. 
 
 

SYNOPSIS 
SORWATOM officially started operations in 1986. It is an initiative of 14 Rwandan 
famers who wanted to solve the problem of loss of tomatoes during the harvest 
period by ensuring that they processed and added value to their tomatoes so that 
they got consistently good prices. The initial owners’ capital was RWF 102 million in 
addition to a RWF 60 million loan provided by the Rwandan Development Bank 
(BRD). To ensure the availability of tomatoes two strategies were put in place: hiring 
so-called agricultural officers and encouraging growers to sign contract farming with 
SORWATOM. These strategies which can be seen as SORWATOM’s business model 
are not without limits. Part A presents these limits. SORWATOM has one main brand, 
Sorwatom tomato paste. Initially it was difficult to change consumers’ preferences 
as they had been used to the competing Italian SALSA brand. Part B is about 
SORWATOM’s marketing activities. This part questions the existence of a so-called 
marketing strategy. Among other issues parts A and B present the development of 
the business and the marketing mix and show the various challenges and 
opportunities that a product that is locally manufactured has to face when there is 
no strategy and its competitor enjoys a strong image.  
 
INTENDED AUDIENCES AND USERS 
Students in general business, entrepreneurship and marketing enrolled in short 
courses, BBA and MBA. The case may also be used for seminars with SME owners, 
entrepreneurs and those wishing to start new ventures.  
                                                          
1 SOWERTOM refers to the company // Sowertom refers to the brand/product. 
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LEARNING AND PEDAGOGICAL OBJECTIVES  
For part A, the learning and pedagogical objectives are: 

- Understanding the concepts of entrepreneurship. 
- Identifying the sustainable aspects of entrepreneurship.  
- Discussing the centrality of a ‘formal’ business plan, business model, business 

vision and mission as the pre-requisites for a business and for its sustainable 
growth. 

 
For part B, the learning and pedagogical objectives are: 

- Understanding the concept and the importance of applying marketing in a 
business. 

- Understanding the centrality of aligning a marketing strategy with a business’ 
mission and vision. 

- Explaining the role of marketing mix in an entrepreneurship endeavour. 
 

When combined, the learning and pedagogical objectives are: 
- Understanding how entrepreneurship interacts with marketing mix. 
- Understanding how sustainability can be developed via original ideas sustained 

by clear business models and marketing strategies. 
 

DISCUSSION QUESTIONS TO BE SELECTED 
For part A, the suggested questions are:  

1. Discuss the problems inherent in the production of Sorwatom tomato paste and 
how these can be addressed in SOWERTOM’s business plan. 

2. It is mentioned that SOWERTOM has no business plan, nor a mission or vision. 
Discuss whether this is a problem for SOWERTOM and justify your answer. By 
extension, discuss the reasons for entrepreneurs either having or not having 
formal business plans.  

3. What would be a more effective business model?  
 
For part B, the suggested questions are:  

1. Describe the marketing mix as applied for Sorwatom paste and do an analysis of 
the strengths and weaknesses for each P.  

2. Sorwatom paste is a great invention but is it an innovation? Please discuss. 
3. How can the marketing mix be developed? 

There may be more specific questions on these aspects, including:  
a. The manager indicates a problem of advertising, how can this problem be solved? 
b. What advice can you give SORWATOM with regard to its distribution strategy? 
c. How can the product be developed? 
d. What are potential price strategies for Sorwatom paste in Rwanda and in other 
markets? 

4. How can SOWARTOM develop higher customer value?  
5. Why has SORWATOM failed to enforce the implementation of its retail price of 

RWF 150 per packet?  
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Bridging questions as complementary to the above:  

1. Examine the link between entrepreneurship and marketing mix, especially if you 
consider that SORWATOM was built for sustainable purposes. 

2. How does the history of the company affect its business plan and marketing 
strategy? 

3. Discuss why marketing is essential as an integrative function in a firm and discuss 
how marketing must be understood in this context.  

 
 
TEACHING METHODS 
In this case we propose three approaches. The first includes that reading of the case 
is done in class, the second implies that students read the case before but question 
are still only given in class and the last implies that students read and prepare 
questions to the class.  
 
Approach 1: The case is fully done in class (2,5 hours) 

- The teacher welcomes students and introduces the case study and its relevance 
in learning (10 minutes). 

- Distribution of copies of the case study (5 minutes). 
- Students read the case (60 minutes). 
- Discussion of selected questions, recording and tallying answers on 

flipchart/whiteboard (60 minutes). 
- Wrap up (20 minutes). 

 
Approach 2: The case has been read beforehand (1,5 hours) 

- The teacher asks students to reflect on the case using their course literature.   
- The teacher introduces the relevance of the case in learning (5 minutes). 
- As a class, a sum-up of the case is done with notes on a flipchart/whiteboard (20 

minutes). 
- Discussion of selected questions, recording and tallying answers on 

flipchart/whiteboard (40 minutes). 
- Wrap up (25 minutes). 

 
Approach 3: The case is fully prepared beforehand (1,5 hours) 

- The teacher may select or develop a few questions and give the case with 
selected questions to students. 

- The teacher introduces the relevance of the case (5 minutes). 
- Discussion of selected questions, recording and tallying answers on 

flipchart/whiteboard (60 minutes). 
- Wrap up (25 minutes). 
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A FEW IDEAS ABOUT WHAT TO DISCUSS IN CLASS 
 
Business models and entrepreneurship 
Students should be able to explain how the lack of a mechanism to enforce the contract 
between the company and tomato growers is affecting SORWATOM’s overall production and 
profitability. Here it might be important for students to discuss what is meant by a ‘business 
model' and a 'business plan.' One might argue that a business model and a business plan are 
implicit in any kind of a start-up. However, it is different from written/explicit business 
models/business plans.  
 
It will be essential to discuss in class the actual value of written business plans (as well as 
written mission/vision statements). The discussion is not about ‘speaking against business 
plans’ but about making students aware that scientific evidence for the usefulness of business 
planning is less clear than we might think (see JIBS thesis #30 on Business plan by Tomas 
Carlsson). Investors, consultants, business schools and support agencies advocate formal 
business planning. However, entrepreneurs seldom follow or update their business plans. The 
main function of a business plan might be gaining legitimacy rather than implementing it.  
 
The teacher might ask the following questions in the discussion:  

a) Why do entrepreneurs have business plans? 
b) What are the pros and cons of business planning? 
c) How will the students work with business planning to make it useful in their business 

activities (rather than letting the business plan disappear in a drawer)? 
 
 
Sustainability aspects of the case 
Students should be able to realize that the business will contribute to:  
 Economic sustainability of Rwanda and the local industry: Cooperation will enable and 

sustain a flow of constant revenue to farmers and their families. It will also provide 
economic activities to people around the supply chain. The fact that part of the idea is to 
have a local product and also to enable some exports will impact the commercial balance 
of the country.  

 Social sustainability of the community by creating jobs and social relations between 
people. This can be a part of a programme for alleviating poverty in the local community. 
The cooperation must be seen as a social network having a social impact on community 
members. This can be extended to other forms of ‘partnerships’ that have been going on 
in Rwanda as part of community building.  

 Environmental sustainability through a reduction in the time taken for the supply of 
tomatoes with a better use of natural resources. Improvements in the process will also 
impact natural resources.  

 
All in all students should be able to connect the mission of the business with sustainability 
using the 3Ps (profit, planet, people) as the frame and their associate responsibilities in terms 
of a triple bottom line (economic, environmental and social). Students can also look at 
SORWATOM’s internal functioning and question its CSR approach using models such as  
Carroll’s pyramid.  
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Marketing mix 
In this part the 4Ps are reviewed: 
 
 Product: Participants are expected to describe how war and genocide affected 

SOWARTOM’s operations. They should be able to explain how the lack of a mechanism 
to enforce the contract between SOWARTOM and tomato growers is affecting its overall 
production and profitability. Due to the war and genocide and subsequent erratic 
production of the tomato paste, the market lost trust in the brand. Also failure to enforce 
the contract between SORWATOM and the farmers made it difficult for the company to 
get enough raw tomatoes that could help retain the brand’s presence in the market.  

 
 Price: The class should be able to explain that SORWATOM decided on the price level of 

RWF 150 per packet without knowing its brand image. Its brand image could have been 
one of the basics in setting the price level. In addition, after setting the price level, 
SORWATOM did not take any measures to inform buyers that the retail price was RWF 
150 so people could stop paying higher prices in case some retailers demanded them. 
Lack of incentives for  retailers could be another reason for their charging higher than 
accepted prices for the tomato paste.  

 
Additionally, although SORWATOM set the price below its major competitor SALSA, it 
has not been able to control the implementation of the price. As a result, retailers have 
been charging the same price as SALSA for the company’s tomato paste thus denying 
SORWATOM a chance to achieve its pricing objective of penetrating a bigger market. 
Note: This is an interesting issue. For the present case, there is probably a need to go 
more in-depth: For Europeans trying to make a contribution to business development in 
Rwanda, particularly for young Rwandan entrepreneurs to better understand the 
mechanisms behind this. Is this a market failure? Why are prices set in a way that turns 
out to be a disadvantage for domestically produced products? 

 
 Promotion: The class should be able to explain the need for setting aside an annual 

advertising budget and subsequently the need for using professional advertising agents 
so as to have both efficient and effective promotional strategies. In fact, the lack of a 
promotion strategy and budget were the reasons why SORWATOM failed to make its 
brand known in the market, making it even more difficult to position its brand vis-à-vis 
its competitors. SOWARTOM had to largely depend on word of mouth publicity by 
existing users for others to know about Sorwatom.  

 
 Place/Distribution: Participants should explain the need to make the brand known 

through intensive advertising and then come up with attractive incentives for retailers so 
that they can provide shelf space to the brand. Here, the lack of distribution strategies in 
SOWARTOM is to be pointed out. Distribution was done based on a push strategy because 
the product was not pulled by demand from customers. As such, channel members are 
more likely to ask for higher margins. Further, there was no sales force in the commercial 
department. 
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Branding and value as core aspects of a new strategy for 
understanding customers 
Students should realize that the key for SOWARTOM’s future is building a BRAND and for 
that there is: 
 A need to understand customer behaviour: Participants should explain the need to 

better understand consumer behaviour of Rwandese people. The buying behaviour must 
be analysed to understand how customers and consumers act to satisfy their need for 
tomato sauce. This will also lead to an understanding of what promotion is relevant and 
where do consumer buy. In fact basic knowledge about marketing and about customers 
must be increased. Overall from the customers’ perspective the VALUE of the product 
must be identified in order to better meet their needs.  
 

 Need to better identify the BRAND IDENTITY and BRAND IMAGE of the product and of 
the firm. Students must learn the differences between identity and image and how an 
alignment between the two is central for a strong brand. Theories and modes of brand 
management must be discussed. Based on this knowledge students may discuss how to 
handle the product. Students must discuss if creating greater awareness about the brand 
through intensive advertising and then coming up with attractive incentives for retailers 
so that they provide shelf space for the brand is a relevant strategy. Here, the lack of 
distribution strategies is to be pointed out. Distribution was done based on a push 
strategy because the product was not pulled by a demand from customers. As such 
channel members were more likely to ask for higher margins. Further, there was no sales 
force in the commercial department. 

 
 
 
The role of innovation 
Students must point out the differences between invention and innovation. SORWATOM’s 
capacity to transform its inventions into innovations may be discussed. This may include a 
discussion on how to make ALL famers believe in the product and the brand to stop them from 
looking for opportunities to sell at higher prices only. This can be connected with Value and 
Brand above.  
 
The role of innovation in entrepreneurship can be examined by referring to Drucker (1985), 
among others, who argues that innovation is a tool of entrepreneurship. Innovation is also a 
process through which an entrepreneur converts market opportunities into workable, 
profitable and marketable ideas. Though Drucker further states that entrepreneurship is 
concerned with newness, that is, new ideas, products, services or a combination of resources 
aimed at meeting the needs of consumers more efficiently, he adds that an idea does not 
become an innovation until it is widely adopted and incorporated into people’s daily lives. 
Here, Drucker refers to the role of innovation in entrepreneurship. While answering the 
question above, participants should consider the following aspects: 
 Taking advantage of the opportunities: Participants should point out how SORWATOM 

took advantage of perceived opportunities in bringing about changes. 
 Taking risks: Participants should examine how SORWATOM took risks in adopting and 

implementing new ideas and met consumers’ needs more efficiently. 
 Identification of market opportunities: Participants should discuss how SORWATOM 

took advantage of identified market opportunities. 

109



TN17/01-2 

Copyright © 2017 JIBS, UR, Nyamulinda & Languilaire   8 

 Introduction of new products, services and processes: Participants should explain how 
SORWATOM can introduce new products, services and processes to meet customers’ 
needs more efficiently. 

 Mobilization of resources for implementing new ideas: Participants should show how 
SORWATOM mobilized resources to achieve changes efficiently. 
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SHORT DESCRIPTION  
This case study exhibits real life entrepreneurial challenges experienced by the 
protagonist of the case, Anastasie. It narrates two decades of struggle and hard work 
to sustain the business. It exhibits entrepreneurial personalities and competitive 
advantages of small businesses (part A). It also explains the issues related to 
entrepreneurship in small businesses in less developed countries and how to 
overcome them (part B).  
 

SUBJECTS COVERED 
Part A: Entrepreneurship, entrepreneur, opportunity recognition and family 
business.  
Part B: Entrepreneurship, opportunity exploitation, growth and strategy and family 
business. 
 

SYNOPSIS 
Anastasie worked as a secretary in the Human Resource Development Project 
(HRDP), funded by the World Bank in the Ministry of Education (MINEDUC) from 
1993 to 2005. In 2005, she decided to quit her job because she was feeling harassed 
and stressed by the new managers. Her husband too had quit his job and had started 
a timber company but this had closed down due to the civil war. Anastasie decided 
to use the land that her husband had bought to develop a new company to provide 
school desks and other furniture. Based on her experience, her knowledge, her 
courage and her determination, Anastasie got her first contract in 2007 and her 
second contract not long after that. Part A traces her journey. At that time both the 
competition and market were unstable and her business was slowing down. Her use 
of tenders as the main means of funding her business was questioned. Anastasie 
decided to develop a range of products and try to build on the strengths of her 
business, but did she make the right choices? Part B explores this aspect. 
 

INTENDED AUDIENCES AND USERS 
Students in general management and entrepreneurship. The case may also be used 
for seminars with SME owners, entrepreneurs and those wishing to start new 
ventures.  
 

LEARNING AND PEDAGOGICAL OBJECTIVES  
For part A, the learning and pedagogical objectives are: 

- Understanding the characteristics, competences and rewards of being an 
entrepreneur. 

- Understanding the entrepreneurial strategies and processes for starting a 
business. 

- Understanding the roles of social capital and social networking through 
enterprises. 
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For part B, the learning and pedagogical objectives are: 
- Understanding the entrepreneurial strategies for a new business.  
- Understanding the centrality of a strategic fit between the external and 

international environment. 
- Understanding the role of an environmental analysis (SWOT or other) in 

developing a business. 
 
When combined, the learning and pedagogical objectives are: 

- Understanding how opportunity recognition and opportunity exploitation are 
two related aspects of entrepreneurship and also how engaging distinct 
resources and strategies are significant. 

- Understanding the role of strategies in an entrepreneurial venture. 
 
 

DISCUSSION QUESTIONS TO BE SELECTED 
For part A, the suggested questions are:  

1. What are the various types of entrepreneurial personalities and what is 
Anastasie’s type? 

2. What resources/capabilities did Anastasie have when developing her business 
idea? 

3. Please apply the BRIE model to the case and reflect in the entrepreneurial 
processes in this case. 

4. To what extent is the ‘family’ central in the business? 
 
For part B, the suggested questions are:  

1. Apply a SWOT analysis to identify Anastasie’s strategic options. 
2. What is the competitive advantage of Anastasie’s business? What are its critical 

success factors? 
3. What are the issues that Anastasie is facing in terms of a ‘family business’? 
4. How do businesses benefit by creating value chains? 
 

Bridging questions as complementary to the above:  
1. Measure NYINAWAJAMBO’s success in terms of firm, community, family and the 

protagonist (Anastasie) over time.  
2. Analyse the connection between the firm’s entrepreneurial development and its 

development over time. 
3. How can Anastasie develop the business to satisfy the needs of higher rank for 

all actors in the case? 
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TEACHING METHODS 
Prior to the case analysis, the teacher should focus the discussion on the pre- 
requisites of starting a small business, the nature of family owned small businesses, 
business location, selection of industry and product/service. At this point the teacher 
can introduce the importance of creativity in small businesses. 2 approaches are 
possible to do the case 
 
Approach 1: An open analysis based on the course (2.5 hours class) 

- The teacher welcomes students and introduces the case study and its relevance 
in learning (10 minutes). 

- Distribution of copies of the case study (5 minutes). 
- Students read the case (60 minutes). 
- Discussion on selected questions, recording and tallying the answers on 

flipchart/whiteboard (60 minutes). 
- Wrap up (20 minutes). 

 
Approach 2 when you may combine the parts 

- Introduction where three perspectives could be discussed (20 minutes) 
- Go through the perspectives 

a) Entrepreneurial characteristics, the BRIE model (40 minutes). 
b) SWOT analysis, competitive strategy (40 minutes). 
c) Social networking and social capital (30 minutes). 

- Wrap up (20 minutes). 
 
 
A FEW IDEAS ABOUT WHAT TO DISCUSS IN CLASS  
Entrepreneurship 
The teacher can introduce and discuss different types of entrepreneurial personalities and the 
application of the BRIE model. 
 
Anastasie was pushed into entrepreneurship due to strained relations with her boss in an 
organization where she had worked as secretary for several years and also a bad work 
environment for her husband Deo which forced him to resign and start an enterprise to make 
a living. 
 
Intention is the desire to start a business and is the most frequently occurring element in the 
BRIE model (Storey & Green, 2007). Deo successfully undertook necessary activities or actions 
to start a small business. Unfortunately, the business had to be closed down due to reasons 
beyond his control. When the situation became normal enough to start the business again, 
Anastasie took charge and found an opportunity to supply school desks. That was the birth of 
NYINAWAJAMBO at Ganchingiro in Kigali City.  
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Anastasie’s experience in the Human Resource Development Project (HRDP) and the 
entrepreneurship training that she had attended helped her progress steadily in spite of many 
challenges to her start-up. Her strong determination and patience initially paid rewards.     
 
Anastasie worked hard and was perseverant enough to make the business survive. She was 
the owner manager, technician, marketer and accountant in her business. 
 
Anastasie possesses a few characteristics such as a desire to excel, desire for responsibility, 
confidence in her abilities and a concern for society. These characteristics led her to sustain 
her business despite many challenges in an economy devastated by the civil war. We may be 
interested in knowing Anastasie’s entrepreneurial personality. She may be categorized as a 
managerial entrepreneur as she possesses skills learnt during her past employment, she has 
networking skills and knows the power centres, she is socially connected, is a fast learner and 
is risk averse.  
 
Assessment of NYINAWAJAMBO using the BRIE Model 

1. Boundary: The first step in the BRIE model is creating a boundary for the business to be 
established.  This implies creating a place for the business. The following actions come 
under boundary: opening a bank account, printing business cards, securing a business 
location and registering the domain name. Anastasie did all these to start her business. 

2. Resources: Resources include finance, materials, technical knowledge and organizing the 
activities. Anastasie had a good relationship with bankers to secure short term loans, 
owned business premises at a favourable location and hired skilled workers to execute 
the first order for school desks. 

3. Intention: Intention is the desire to do business. Various qualitative aspects and actions 
help transform intention into reality to become a successful business. The actions include 
marketing and promotional efforts and preparing financial and business plans.  

4. Exchange: All the efforts made are exchanged in the form of a product or service to 
generate sales and gain revenues. The actions involved include generating sales revenue, 
establishing credit arrangements with suppliers and borrowing funds. As per the data, 
Anastasie’s business grew at a fast rate. Beginning with an order for RWF 31 million in 
2007, her revenue increased to RWF 546 million at the end of 2015. She employed 21 
permanent staff members. 

 
 
Anastasie’s business strategy 
Is there any specific strategy that Anastasie followed to take her business to desired heights? 
The answer is yes, but it is invisible. Special strategies are required for small businesses as they 
are mostly imitative rather than innovative. Strategic planning is a four-step process (Storey 
& Green, 2007):  
 

1. The first step is choosing a product, existing or innovative and the scope of the market, 
local or national. An analysis of the industry helps to know the current situation and the 
scope of the market. The first step for becoming a successful entrepreneur is selecting an 
industry suitable for the resources that the business can secure. Anastasie’s business 
related to timber and the furniture industry whose demand is ever increasing due to 
growth in incomes and in the economy. The product Anastasie chose is a low end product 
with great potential for high volumes. At this point, teachers can use the resource-based 
theory. 
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The market for primary school desks is estimated to be 100,000 school desks in two 
years. There is good demand due to the revival and rebuilding of primary schools which 
were destroyed during the civil war. Apart from this the growth in the construction sector 
is estimated to be very high as per the Kigali City Council’s estimates, which in turn will 
lead to high demand for wood planks. 
 

2. The second step involves benefits and costs offered to the stakeholders. A SWOT analysis 
provides an idea of these aspects. A SWOT analysis is a tool that can be used again and 
again in a business to improve decision-making processes and strategic decisions.  

 
INTERNAL WEAKNESSES STRENGHTS 

Attributes of the entrepreneur and the 
business that could dampen its growth: 
o  In which areas do you need to 

improve? 
o What resources do you lack? 
o What are the costs for your time and 

money? 

Attributes of an entrepreneur and the business that 
could enable and support its growth:  
o What are Anastasie’s unique skills? 
o What specialized knowledge about the business 

does she possess? 
o To what extent is she better than her 

competitors?  
A major weakness related to Anastasie’s 
business is lack of adequate finance to 
capitalize on opportunities. She has been using 
the profits earned to finance additional fund 
requirements. She was able to secure short-
term loans from commercial banks to meet 
working capital requirements whenever she got 
a good contract for supplying school desks.  
 
NYINAWAJAMBO’s long-term funds should be 
provided through permanent and less 
expensive sources of capital in order to reduce 
the cost of production and make it competitive. 
A distinctive product for which it is difficult to 
create a brand image is another weakness of 
NYINAWAJAMBO. 
 

o Anastasie’s strong entrepreneurial personality.  
o Previous experience in HRDP and the training she 

got at the School of Finance and Banking helped 
her meet initial challenges.  

o Specialized knowledge about tender 
documentation and an ability to secure tenders 
gave her confidence to continue in the same line of 
business in spite of severe competition.  

o Business location, superior methods of processing 
and timely delivery to clients were added 
advantages. The following are additional strengths 
to keep the momentum of growth: 

o Experience and expertise in preparing technical 
offers. 

o Credibility: NYINAWAJAMBO has an office, 
dedicated staff, etc. which enhance its credibility 
as compared to its competitors. 

o Good networks and connections in the 
construction industry and also a good track record 
in executing contracts as per schedule. 

o Entrepreneurial abilities and Anastasie’s physical 
presence in the business contribute to her success 
to a great extent. 

EXTERNAL  THREATS OPPORTNUTIES 
These are external conditions that could slow 
or hamper business performance: 
o Are the competitors more powerful? 
o What is going on in the industry? Is the 

economy unstable? 
 

These are external conditions that will help you achieve 
your objectives: 
o What are the business’ goals? 
o Are there related products that provide an 

added opportunity for your business? 
 

Economic fluctuations, inflation, cheap imports 
from China and Malaysia, environmental issues, 
unfavourable government regulations and high 
competition are real threats to the survival of 
Anastasie’s business. 
 

A fast growing economy, universalization of primary 
education, change in government regulations to 
rehabilitate people in decent houses and new markets 
for timber, furniture and construction material.  
 
Lack of tendering skills among the competitors is an 
added opportunity for Anastasie.  
 
Construction material and construction service delivery 
added to the product portfolio to improve business 
growth.  
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3. The third step is choosing a strategy. Small businesses adopt any one of three strategies: 
product/service differentiation, cost differentiation and focussing on a particular 
segment or market. Here the teacher can use Michael Porter’s Competitive Strategy and 
Competitive Advantage theories. Then the instructor can ask the students to identify the 
critical success factors of Anastasie’s business. Through this case analysis the instructor 
can introduce participants to the concept of social capital, its importance and value for a 
business. Adler and Kwon (2002: 23) define social capital as ‘the goodwill available to 
individuals or groups. Its source lies in the structure and content of the actor’s social 
relations. Its effects flow from the information, influence, and solidarity it makes available 
to the actor.’ 

 
4. Finally, identifying your competitive advantages or the unique tangible and intangible 

resources that you bring to the business to make it successful. These may be financial, 
physical, organizational, technological, human or innovative processes.  

 
 
Critical factors 
Any business’ success is measured by profit. But profit is a short-term measure whereas 
survival is long term. The long-term survival of NYINAWAJAMBO depends on several critical 
factors:  
 As mentioned before Anastasie’s experience, commitment, entrepreneurial training, a 

strong desire to work independently and excelling at what she does contributed much to 
the success of her business. In addition to her own talent, help from her husband Deo 
also contributed to her success.  
 

 One of the key elements of success is procedural innovation in manufacturing school 
desk components and having the technical team assemble the desks once all the 
components arrive at the destination. This helps reduce shipping costs as it increases the 
number of transported items per truck. The procedure involves manufacturing detached 
furnishing components, shipping the components to the client’s site and assembling the 
items once all the detached components arrive at the destination. These procedures 
require rigorous standards in measurement in the workshop during the manufacture of 
detached components. Instructors can use the value chain analysis developed by Michael 
Porter. 
 

 Social networking with various stakeholders, continued interaction with the 
community and a congenial work environment helped develop social capital for 
Anastasie’s business which is of great importance for its long term survival and for the 
business to make adequate profits. Anastasie registered the business as a private limited 
company. The company also receives interns every year who are studying in business and 
technical schools to learn from her experience. 

 
 

What really happened? 
Anastasie is still persuading her youngest son who is about to finish his undergraduate 
business course from a public university, to take up the family business. She wants to train 
him under her guidance to be a successful entrepreneur for the good of all stakeholders. Her 
close associates and employees are willing to invest in the business. She is eagerly waiting to 
see her son take her business to greater heights. 
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A family & family business perspective   
As one can see, the family is central to this case. Several aspects in the discussion may be 
developed to include the family. The list below is not exhaustive but is made to inspire 
teachers.  
 The issue of succession may be raised. How family businesses survive the generation shift 

and the keys to successful sucession may be discussed. The law in Rwanda in regard to 
succession could be introduced in this discussion. 

 The centraty of “family” as a “business value” may also lead to an interesting discussion. 
In that regard, the development of business culture and the extent to which business 
values and family values are overlaping could be discussed. This may be also connected 
to succession when the business is handed over to non-family members that can 
jeopardize core values of business. 

 Without the support of her family Anastesie would have had even more difficulties. This 
can lead to discuss work-family balance and work-family enrichement when both life’s 
spheres are colladed. The discussion could be enlarged to work/non-work interface and 
how resources for business can be originating for any life’s spheres.  

 The students could discuss the importance of family businesses in regards to national 
growth. The characteristics of family businesses in comparison to non-family businesses 
may be discussed.   
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SHORT DESCRIPTION  
This case is about Mukeshimana and Mukamusoni who after several entrepreneurial 
ventures on their own decided to develop INEMA Catering Services in 2006 by joining 
hands. The case presents the two entrepreneurs behind INEMA as well as the ups 
and downs of their business and the future challenges in making INEMA Kigali’s best 
catering service. The centrality of running a growing entrepreneurial business is 
raised especially when the development model is based on tenders that may be seen 
as short-term income stream. The case connects entrepreneurship processes with 
management and growth challenges.  
 

SUBJECTS COVERED 
Entrepreneurship, opportunity recognition & exploitation, network, serial 
entrepreneurship, management, growth strategy and service management.  
 

SYNOPSIS 
After several entrepreneurial ventures on their own Mukeshimana and Mukamusoni 
decided to develop INEMA Catering Services in 2006 to offer catering with ’grace’. 
This brought them together to work with one spirit. The business relied on winning 
national tenders to provide catering services to one public university and three 
public institutions. The second tender provided a foundation of a food kiosk which 
became INEMA’s first restaurant. Whereas the development of INEMA could have 
been done via an extension of the kiosk, this was not done. Therefore, ad-hoc 
solutions for catering were continuously undertaken often at the cost of profitability. 
Additionally, the management of the firm (accounting and staff issues) was 
challenged by the growing demand. To handle growth, five decisions were taken by 
the owners, but are these enough for INEMA’s future?  
 
INTENDED AUDIENCES /USERS 
Students in general management, entrepreneurship and growth strategy. The case 
may also be used for seminars with SME owners, entrepreneurs and those wishing 
to start new ventures or are thinking of increasing their current businesses.   
 

LEARNING AND PEDAGOGICAL OBJECTIVES  
For part A, the learning and pedagogical objectives are: 

1. Understanding the concepts of an entrepreneur, entrepreneurship and a serial 
entrepreneur. 

2. Reflecting on the traits and capacities of entrepreneurs. 
3. Identifying the keys in discovering and exploiting opportunities, especially risk 

taking, capital sourcing and management. 
4. Discussing the possible differences between entrepreneurship and 

management. 
5. Understanding the dynamics of business growth and its implications for the 

management of an entrepreneurial firm.  
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DISCUSSION QUESTIONS TO BE SELECTED 
1. Referring to the background of the two partners explain how each partner 

ventured into different businesses and the kind of obstacles that they 
encountered.  

2. Referring to the background of the two partners explain their entrepreneurial 
traits and capabilities and how they may have played a complementary role in 
INEMA.  

3. Describe the sources of capital for each partner before and after the formation 
of their partnership. What are the advantages and disadvantages of each type 
of capital? 

4. Explain whether or not INEMA was managed properly.  Substantiate your 
answer. 

5. What are the challenges associated with the growth of the business that have 
either been understood or not understood by INEMA’s owners. Please elaborate 
on the risks inherent in such misunderstandings.  

6. Assume you were one of the partners. Could you have done things differently? 
Explain what, how and why? 

7. Elaborate on the external challenges faced by INEMA. If you were asked to 
provide advice to the business owners, what would you say to them? 

8. Mukeshimana and Mukamusoni want to develop INEMA as a hotel and a 
recreation business. What advice can you give them for their next endeavour to 
be successful? 

 
TEACHING METHODS 
We do suggest a simple case method based on a 2.5 hours seminar 

1. The teacher welcomes students and introduces the case study and its relevance 
in learning (10 minutes). 

2. Distribution of copies of the case study (5 minutes). 
3. Students read the case (60 minutes). 
4. Discussion of selected questions, recording and tallying answers on 

flipchart/whiteboard (60 minutes). 
5. Wrap up (20 minutes). 

 
A FEW IDEAS ABOUT WHAT TO DISCUSS IN CLASS 
 
Entrepreneurship and entrepreneurs 
The discussion could be based on Bygrave (2004) who presents the entrepreneurial process 
as a set of stages and events that follow one another including: (i) the idea or concept of a 
business, (ii) the event that triggers operations, (iii) implementation, and (iv) growth.  

• Idea/concept of the business: The participants should look at when, where and how 
INEMA started. 

• The event that triggers the operations: The participants should identify the events which 
led Mrs. Mukeshimana and Mrs. Mukamusoni to undertake INEMA operations. 
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• Implementation: The participants should explain how Mrs. Mukeshimana and Mrs. 
Mukamusoni put his idea into effect. 

• Growth: The participants should analyse INEMA’s growth as per the case study. 
 
An alternative to traditional “entrepreneurship” processes could be discussed. 
Indeed, the EFFECTUATION PROCESS based on Sarasvathy’s theory of Effectuation 
(2001) can be disucssed here. For more informationone can look at:  

• https://innovationenglish.sites.ku.dk/model/sarasvathy-effectuation/ 
• www.effectuation.org 

 
 

Issues related to risk taking  
The case is full of rough roads for each individual partner in her entrepreneurship endeavours 
and also for the partnership. Had any one of them despaired, the business could have failed. 
It has been said that taking a decision to start a business is easy but running a business is 
harder than it looks. Students are expected to discuss how the two partners charted out their 
entrepreneurship journey as they tried to establish a stable and profitable business. 
 
The development of the kiosk is a great risk taken by the two ladies. Students should discuss 
the extent to which the kiosk is a risk both in the short and long term for INEMA. They must 
also discuss the eventuality that without this risk, INEMA would not be what it is today.    
Issues related to sourcing capital  
By using all available chances to get funds, the two women have proven how business savvy 
they are. Research shows that sources of capital for entrepreneurs include private sources 
such as personal savings, a business line credit, a commercial loan, a personal bank loan, a 
loan guaranteed by the Business Development Fund (under RDB) and equity capital. Students 
should be able to identify different sources of capital employed by the two partners, both 
before and after the formation of the partnership.  
 
Students should also be able to discuss how the ‘economic model’ using tenders is both a 
threat and an opportunity for INEMA as a source of capital.  
 
Based on the information given on the loan taken and the little information on revenue, 
students should look deeper into INEMA’s accounting. This can lead to a discussion on 
accounting rules in Rwanda if the teacher is up to taking up such a discussion.    
Management related issues 
The ups and downs in the management of an entrepreneurial business are a living lesson on 
how small and medium businesses are run. Research points to the centrality of proper 
management of resources as a pre-requisite for the growth and sustainability of any business. 
 
Students are expected to narrate the type of mismanagement explained in the case and 
suggest how this could have been mitigated. Here students could focus on both financial and 
human resources.  
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Students could also be asked to elaborate on how structure and organizational culture are 
resources for an entrepreneurial firm and how they have to be managed while a business is 
growing. 

• STRUCTURE: Students could develop an organizational structure as it was, as it is and as 
it will be. The centrality of division of work and coordination must be addressed and can 
lead to a discussion on a centralized structure versus a decentralized structure. The fit 
between the environment and the organizational structure can be discussed and then 
illustrated in the Rwandese context. 

• CULTURE: Students could be asked to identify the values at INEMA and how these values 
could be better used as a competitive advantage. The frame of organizational cultures 
can be given and then illustrated and discussed in the context of Rwanda.  

 
A final aspect in management is its connection to ‘marketing’. There is a need to think beyond 
the product, its price, its promotion and its place. As this is a service firm, several management 
issues are about personal, process and physical evidence. The case can also be seen from a 
management of service perspective and how entrepreneurial services are central to 
sustainable development.  

 

Challenges external to the business 
All businesses big and small face different external challenges, which cannot be controlled by 
the owners. If these challenges are not mitigated, they affect the business adversely. No 
business can avoid external challenges, some of which may also be detrimental to the 
business. Students should be able to identify different external challenges that INEMA faced 
and how their impact could have been reduced.  
 
This can lead to a discussion on a SWOT analysis and how a SWOT can be used in a small 
business and how SWOT may enable us to have a strategic fit. This can be related to vision 
and mission building and the strategy of a small business and its development.  

 

FURTHER READINGS 
Achtenhagen, L., Naldi, L. , & Melin, L. (2010). ”Business Growth” - Do Practitioners and 

Scholars Really Talk About the Same Thing? Entrepreneurship Theory and Practice, 
34(2): 289-316. 

Bygrave, W. D. (2004). The entrepreneurial process, in W. D. Bygrave and A. Zacharakis (eds), 
The portable MBA in entrepreneurship. Hoboken, NJ: John Wiley & Sons. 

Davidsson, P., L. Achtenhagen, & L. Naldi (2007). What Do We Know About Small Firm Growth? 
in S. Parker (ed.), The Life Cycle of Entrepreneurial Ventures, Vol. 3: 361-398. Springer 
US. 

Delmar, F., Davidsson, P. & Gartner, W.B. (2003). Arriving at the high-growth firm. Journal of 
Business Venturing, 18(2): 189–216. 

Grant, R. M. (2016). Contemporary strategy analysis: Text and cases edition: John Wiley & 
Sons. 

Penrose, E. (1955), Limits to the Growth and Size of Firms. The American Economic Review, 
45(2): 531-543.  

Sarasvathy, S. (2001): What makes entrepreneurs entrepreneurial. The Darden Graduate 
School of Business Administration. 

Sarasvathy, S. et al. (2011). Effectual Entrepreneurship. Routledge. www.effectuation.org 

127



TN17/01-4 

Copyright © 2017 JIBS, UR, Nyamulinda, Kayitare Tengara & Languilaire  6 

Shane, S.A. & Venkataraman, S. (2000). The promise of entrepreneurship as a field of research. 
Academy of Management Review, 25: 217-226.  

 
 

128



TN17/01-5 

Copyright © 2017 JIBS, UR, Rama & Languilaire   1 

 
 
 
 
 
 

GORILLAS HOTEL GROUP 

Teaching note 
 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

This teaching note was developed by Dr. Rao Bokka RAMA, College of Business and 
Economics, University of Rwanda with support from Dr. Jean-Charles, E. 

LANGUILAIRE, JCL Humanistic Consulting for Jönköping International Business 
School, Jönköping inversity.  

 
The authors gratefully acknowledge JIBS/UR cooperation and SIDA’s financial 

support. The authors would also like to thank the JIBS reviewers for their 
suggestions in regard to the teaching note.  

  

129



TN17/01-5 

Copyright © 2017 JIBS, UR, Rama & Languilaire   2 

SHORT DESCRIPTION  
This case presents the history of a promising group of hotels in turbulent times of 
volatile customer patronage. The case outlines how good external and internal 
(SWOT-strengths-weaknesses-opportunities-threats) analyses coupled with an 
excellent customer drive and retention strategies enabled the organization to 
achieve its competitive advantage in the face of the numerous challenges that it 
faced from rivals in the industry. Even if this case is based in the context of the 
tourism industry, it offers students of business administration ample food for 
thought in their quest for knowledge and understanding customer services to make 
them skilful managers in service firms, including those in the hospitality industry.  
 

SUBJECTS COVERED 
Customer care, customer services, customer retention strategies, competition 
analysis, competitor analysis, service management & marketing, tourism & hotel 
industry. 
 

SYNOPSIS 
The Gorillas Hotel Group has grown from a small business to a group of four hotels 
across Rwanda. To deal with a competitive environment the Group developed 
strategies for increasing customer retention. The case presents the SWOT analysis 
that was done by the management, which forms the basis of its strategies. Several 
aspects about the Hotel City, Kiyovu and the Gorillas Hotel Group are raised in this 
case. Overall, the case presents the development and implementation of the hotel’s 
customer driven strategies. 
 

INTENDED AUDIENCES /USERS 
This case is suitable for undergraduate and graduate students in business 
administration especially in the frame of the service management and marketing 
course, the tourism and hospitality management course and also in strategy and 
strategic management.  
 

LEARNING AND PEDAGOGICAL OBJECTIVES  
The learning and pedagogical objectives are: 

• Discussing the value of customer care and customer service in the hotel industry. 
• Analysing the hotel’s and the Group’s service concept and branding. 
• Doing an analysis of its competition and competitors. 
• Discussing the hotel’s customer service approach, customer retention strategies 

and customer service strategies. 
• Analysing the value of the internal marketing concept in the hotel industry. 
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DISCUSSION QUESTIONS TO BE SELECTED 
1. Discuss Gorillas Hotel City, Kiyovu’s competitive advantages in the Rwandan 

hotel industry. Also elaborate on the specific resources and activities that were 
instrumental in creating its competitive advantages. 

2. Outline the customer drive and customer retention strategies of the Group that 
helped it overcome the challenges that it faced. 

3. What other management strategies will you recommend for the managing 
director and the marketing manager to achieve the Group’s mission and become 
focused on its future plans? 

4. What is your personal assessment of Hotel City, Kiyovu’s abilities to achieve its 
strategic vision? How do customer care initiatives help students of hospitality 
management become good hotel managers? 

5. Consider the customer driven strategy of Hotel City, Kiyovu and advice it on its 
complaint handling procedures so that it can create a competitive advantage for 
the hotel. 

 

TEACHING METHODS 
This case is ideal to teach a group of 30 to 40 students/participants.  
 
We recommend that students have pre-requisites about how to start a small 
business, about the nature of family owned small businesses, business location and 
selection of industry and product/service. At this point a teacher can introduce 
creativity and opportunity in small businesses. If this is not done before the class, 
the teacher can have a preliminary introduction.  
 
Based on that, the teacher can ask the participants what they have noticed and 
learnt from the case especially the challenges and the business environment in which 
the hotel is operating. After familiarizing students with the case and the issues 
involved, the teacher should guide the students on a SWOT analysis and the strategic 
direction of the business. Then the discussion should focus on service and customer 
retention in light of the hotel’s strategies. 
 
The time frame for this teaching approach is:  

Introduction :                                       15 minutes 
Tourism and hotel industry:               15 minutes 
Discussion on competition analysis: 20 minutes 
Discussion on competitor analysis:  20 minutes 
Analysis of customer care service :   20 minutes 
Analysis of customer retention :        20 minutes 
Wrap up:                                               20 minutes     
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A FEW IDEAS ABOUT WHAT TO DISCUSS IN CLASS 
 
Understanding SWOT 
Students can discuss the following aspects 
 

• Internal analysis for effective 
strategy development 

o Resources 
o Capabilities 
o Value chain analysis 
o Primary activities 
o Support activities 
o Functional approach 
o  

• External analysis 
o Political, government 

forces 
o Economic forces 
o Social, cultural and 

demographic forces 
o Technological forces 
o Ecological forces 
o Legal forces 

 

• Industry environment 

o Potential entrants 
o Industry competitors 
o Substitutes 
o Suppliers 
o Buyers 

 

 
• The organizational structure 

o Authority 
o Unity of command 
o Responsibility 
o Accountability 
o Organization chart 

 

 

 

 
Think customer driven  
Two aspects can be discussed 

• SETTING STRATEGIC DIRECTIONS 
o The vision statement 
o Strategic intent 
o The mission statement 

 
• MARKET SEGMENTATION, TARGETING AND POSITIONING 

o SEGMENTATION: Dividing a market into smaller group with distinct needs, 
characteristics or behaviours which might require separate products or 
marketing mixes. Before starting the segmentation, students should reflect on 
who the customer is:  

 Is it a person to whom it can provide a service? 
 Is it a person who will pay for the service? 
 Is it a person who will compliment its service? 
 Is it a person who keeps it in service? 
 Is it a person who pays the salaries? 
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1. Geographic segmentation: Geographical units such as nations, states, regions, 
countries, cities or neighbourhoods. 
2. Demographic segmentation: Based on variables such as age, gender, family 
size, family life cycle, income, occupation, education, religion, race, generation 
and nationality. 
3. Psychographic segmentation: Social class, lifestyle or personality 
characteristics. 
4. Behavioural segmentation: Consumer knowledge, attitudes, use or response 
to a product, occasion segmentation or benefit segmentation, user status, usage 
rate, loyalty status. 

 
o Identifying TARGET CUSTOMERS 

 Begin by identifying target customers and by considering the point of 
purchase, point of service delivery, receipt or point of consumption. 
 Cluster or segment target customers based on common behaviours 

knowing that wrong customers can have adverse effects on the 
organization. 
 Determine the priorities of various clusters of customers knowing that 

the organization’s capabilities to address these priorities are crucial. 
 Where possible focus on customers with high current/future value. 

This does not mean that they will receive a different level of service. 
 Discourage non-target customers, that is, those who are not likely to 

be satisfied by the services and those to whom it will be too expensive 
to provide the services. 

 
o POSITIONING THE OFFER IN CUSTOMERS’ HEADs 

 Develop a service offer with the support of marketing tools (7Ps). 
 Communicate to customers how you are different from other 

competitors and how you make sure that you can deliver on your 
promises. 

 
 
Value and value creation at the centre of a customer driven strategy 
Organizations must be good at creating customer value and managing customer relationships. 
They must give targeted customers strong value proportions. They must abstract targeted 
customer value and manage customer relationships. They must abstract customers with 
strong value proportions. They must keep and grow customers by delivering superior 
customer value and effectively managing the company. They must understand customer 
needs, design value-creation marketing strategies, develop integrated marketing programmes 
that deliver value and delight to customers and build strong customer relationships. Customer 
satisfaction is a central aspect in the value creation process. In tourism, customers usually face 
international products and services that might satisfy a given need. They form expectations 
about the value and satisfaction that various market offerings will deliver and buy accordingly 
and thus it is essential that the Gorillas Hotel Group understands these. Satisfied customers 
buy again and tell others about their good experience, this is called loyalty. In Service 
Management concepts such as ‘zone of tolerance,’ ‘zone of affection,’ ‘service profit chain’ 
and ‘external and internal values’  are central in a discussion of this case (see Grönroos, 2000).  
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A customer-oriented mind-set 
Organizations must develop thorough knowledge of: A) Customer needs, B) Customer 
demands and expectations, and C) Attitudes.  
 

• A- DETERMINE WHAT CUSTOMERS WANT 
o Determine what target customers want (not just what they need right now) by 

asking them in person or in a mail or a telephone survey. 
o Determine how target customers prioritize their wants. Generally customers want 

convenience, quality, variety, low prices and security. However, each organization 
must identify what is most important for its customers. 

o Weigh how well the customer identified ‘wants' are the organization’s needs. Are 
the services that the organization provides capable of addressing these customer 
wants?  

o Determine how well the organization can meet customers' wants in comparison to 
its competitors. 

o Determine which improvement in performance delivery will impact the 
organization's bottom line the most (profit, cost, loyalty, trust and compliance) 

 
• B- UNDERSTANDING CUSTOMERS’ EXPECTATIONS 

o Understand the dimension of ‘service quality’ (such as the SERVQUAL model). 
o Understand that expectations can have different levels (at least two) -- adequate 

and wished -- and that in between there is a ‘zone of tolerance’ in which customers 
will be satisfied even if not extensively happy.  

o Understand that one must reach the expectations but if you exceed them too much 
it will create future expectations that may be hard to concretize.  

o Quality standards can be developed based on the expectations.  
 

• C- ATTITUDES 
o Always remember-Clients have options. 
o Be proactive-go to the customer whenever you may have to. 

 
 

Elements of customer service 
Customer service is of prime importance for the success of any business. Today, a lot of 
industries and business houses are competing with each other in satisfying their consumers 
to the best of their abilities. There are some basic ingredients for satisfying consumers. The 
degree and type of consumer satisfaction given by an organization depends on five factors: 
Culture of the organization, the temperament of the consumer relationship executives, type 
of consumer behaviour exhibited by the leadership of the organization, the expected level of 
consumer satisfaction conveyed to consumer relationship executives and the training that is 
provided by the management for this: 
 

1. Organizational culture: This consists of a company's structure, policies and corporate 
culture. 

2. Employee temperament. 
3. Examples of customer service demonstrated by the leaders. 
4. Extent to which the leaders effectively communicate their expectations to employees. 
5. Management leadership training. 
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Establishing an organizational culture supportive of customer service 
As pointed out in service management research, developing a service culture where it is 
‘natural’ to service and satisfy customers (see Grönroos, 2000) is essential for success. This 
needs: 

• Utilizing the information gathered, establishing a customer focused vision statement. 
• Living up to what is promised by concurrently developing and applying externally and 

internally oriented strategic services that reflect the vision, goal and the way services are 
delivered to customers. Being creative about the mechanisms used for creating and 
delivering new services. Being willing to change existing practices to integrate 
improvements. 

 
Some pointers on how such a culture can be developed:  

• Maintain telephone answer rates. 
• Use external customer surveys and suggestion boxes. 
• Seek employee inputs through surveys, suggestion boxes and staff meetings. 
• Reward employees with merit through promotions, gifts and certificates and via a 

recognition board or email recommendations. 
• Make on-the-job training efforts. 
• Improve the office’s appearance. 

 
Attracting and retaining customers 
Customers are price conscious, demanding, less forgiving and are also approached by 
competitors with equal or better offers. The challenge is to have loyal customers and not to 
have satisfied customers. The emphasis must be on the difference between satisfied and loyal 
customers. The idea of the ‘service profit chain’ must be challenged without forgetting that a 
highly satisfied customer: 

• Stays loyal longer. 
• Buys more as the company introduces new products and upgrades existing products. 
• Talks  favourably about the company and its products. 
• Pays less attention to competing brands and advertising and is less sensitive to price. 
• Offers product or service ideas to the company. 
• Costs less to serve than new customers because transactions are routinized. 

 
Companies seeking to grow their profits and sales have to spend considerable time and 
resources searching for new customers. Customer acquisition requires substantial skills, the 
company has to develop advertisements and place them in the media to reach new 
customers,  it has to send direct mails and makes phone calls to possible new customers, and 
its sales people have to participate in trade shows. Teachers may use research and models on 
‘efficiency in service management.’ 
 
Understanding and handling complaining customers 
The company must define and measure its retention rate. The company must identify the 
causes of customer defection and those that can be managed better: 

• Reasons: Leaving the region 
• A better product 
• A cheaper product 
• Poor or little attention from the supplier 
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The students could get engaged with smaller questions:  
1. Do customers defect at different rates during the year? 
2. What happens to lost customers, and where do they usually go? 
3. What are the retention norms for the organization? 
4. How do you satisfy customers? 
5. How often do you measure customer satisfaction? 
6. What indicators do you use to monitor and evaluate customer satisfaction? 
7. How often do you deal with suggestions and complaints and respond to customers? 
8. Do you have a service desk, a dedicated telephone number and email for inquiries, 

suggestions and complaints? 
9. How often do you respond to them? 

 
As a whole, the company needs to estimate how much profit it loses when it loses customers 
because of poor service. The company also needs to figure out how much it would cost to 
reduce defection rates. The rules of 1 to 10 could be used to look at how much it will lose. As 
long as the cost is less than the lost profit, the company should spend that amount to reduce 
defection rates. Nothing beats plain old listening to customers. Some companies have created 
an on-going mechanism that keeps senior managers permanently plugged into frontline 
customer feedback. 
 
Different types of service recovery models can be discussed from traditional complaint 
management for proactive service recovery (See Grönroos, 2007). The value of customers’ 
complaints must be discussed and learning from mistakes must be emphasized (See Hart et 
al, 1990).  
 
WHY FOCUS ON COMPLAINTS? Providing high-quality customer service at the help desk 
requires much more than just technical troubleshooting skills. Employees' must have excellent 
listening and communication and telephone skills and they must be able to solve and prevent 
problems at the help desk. 

• There are five reasons why successful companies succeed at resolving customer 
complaints and thus increasing customer satisfaction and loyalty: 

• Make it easy for customers to complain and customers will make it easy for you to 
improve. 

• Respond to complaints quickly and courteously with common sense and you will improve 
customer loyalty. 

• Resolve complaints on first contact and build customer confidence and save money by 
eliminating unnecessary additional contact that escalates costs. 

• Recruit and hire the best for customer service jobs. 
 

Effective complaint management is the most important ingredient in developing a good 
customer service. It is every customer’s right to complain and this must be valued. All this can 
be connected with ‘customer value’ and ‘customer satisfaction’ as key building blocks for 
developing and managing customer relationships as well as with the fact that ‘dissatisfied 
customers’ often switch to competitors (are butterflies) and/or disparage the services to 
others (become market terrorists). In fact, students should discuss COMPLAINTS as 
OPPORTUNITIES.  
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Effective customer service strategy: 
Guiding principles for an effective customer service strategy: 

1. Embrace change and persistently strive to improve. 
2. Continually ask target customers what they want and then give it to them. 
3. Empower, support and reward frontline persons. 
4. Harness the power of information. 
5. Establish an enabling infrastructure. 

 
A winning customer service strategy provides quality services and resolves customer 
complaints. A support organization should develop processes for managing complaints. A 
winning customer service strategy includes six steps: 

SOLICIT Solicit customer complaints and feedback. 
RESOLVE Resolve customer complaints on first contact. 
TRACK Track, trend and proactively eliminate customer  
 complaints using the problem management system. 
SURVEY Survey customers on a regular basis. 
TRAIN Train employees based on complaints, survey results and 

performance metrics to improve the quality of customer services 
and improve complaint resolution. 

MARKET Market the winning customer service strategy to help desk 
employees and customers to establish expectations. 

 
The ideas of Need Satisfaction and Decision-Making-Customer involvement could be used to 
end the discussion: 

• NEED SATISFACTION: A search is done to understand customers' real needs by 
encouraging them to do most of the talking. Customer value and loyalty are determined 
by: 

o Overall satisfaction 
o Likelihood to continue using the service 
o Likelihood to recommend the service 

 
• Decision-Making-Customer involvement to participate in decision-making about 

developing, planning and providing services has the following benefits: 
o Information giving through consultations empowers workers and clients 

and democratizes the decision making process. 
o Customer-centred service reforms restore customer confidence and the 

organization is more responsive to services and builds social capital as well 
as improved services. 

o Consultations are important for service planning and trust. 
 
 

FURTHER READINGS 
Dahlsrud, A. (2008). How Corporate Social Responsibility is Defined: an Analysis of 37 

Definitions. Corporate Social Responsibility and Environmental Management, 15, 13. 
doi:DOI: 10.1002/csr.132 

Egels-Zandén, N., & Rosén, M. (2015). Sustainable strategy formation at a Swedish industrial 
company: bridging the strategy-as-practice and sustainability gap. Journal of Cleaner 
Production, 96(1), Journal of Cleaner Production. doi:10.1016/j.jclepro.2014.01.072 
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Sustainable Entrepreneurship, Marketing and Management for 
Sustainability

Cooperation between the Jönköping International Business School (JIBS) at Jönköping 
University and the College of Business and Economics (CBE) at the University of Rwanda 
started in 2014 as part of the UR-Sweden Programme of Research, Higher Education and 
Institutional Advancement. In 2016, a decision was taken to further improve the quality of 
teaching by developing new and contextualized teaching material. This task was undertaken 
in the frame of the cooperation by supporting CBE staff to write these cases studies under 
the guidance and mentorship of JIBS professors in general and Assistant Professor Jean-
Charles E. Languilaire in particular. JIBS and CBE proudly present the first case studies 
in the frame of this cooperation. This book entitled ”Businesses in Rwanda: Sustainable 
Entrepreneurship, Marketing and Management for Sustainability” includes 8 cases about 5 
different Rwandese businesses: BEMS Duhange Ltd., SOWATORM Ltd., NYINAWAJAMBO, 
INEMA Catering Services and the Gorillas Hotel Group.

This book presents five entrepreneurial journeys as well as the managerial and marketing 
struggles along these journeys. Specifically, the cases describe how entrepreneurs found or 
created a gap in the market and then developed and managed their organizations to enter 
such markets and took a place in them by gaining market shares and as a result to contribute 
to economical, environmental and social sustainability. This book presents sustainable 
entrepreneurship, sustainable management and sustainable marketing as cornerstones to 
sustainability in the context of Rwanda. Across the cases, students will have the occasion 
to increase their capacity to reflect on entrepreneurship, marketing and management and 
the relationships between them. These cases will enable students to develop a multifaceted 
mind-set for sustainability, to increase their capacity to create and develop new businesses, 
and to prepare themselves for their future roles as employees, managers and leaders in a 
sustainable world.
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