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Executive summary

Mercy Corps’ aim is to decreased suffering and poverty and help people build secure, productive life.
Perception for Change, adjusted with the Universal Declaration of Human Rights, is that secure and just societies emerge when the private, public and civil society sectors are collaborate between them and create new business sectors in reference to help women and child in Jakarta, Indonesia.
Mercy Corps’ strategy is to operationalize our Vision for change through community-led, market-driven programs. In this case we analyse and choose one of two models for organise and manage organization for nutrition food for poor children in Jakarta, Indonesia. The company would have to find solution for develop and improve private sector and to find successful transition from non-profit to self-maintain sectors (MercyCorps, 2012).




[bookmark: _Toc60687584]Introduction
Roots of Mercy Corps start from the Killing Fields of Cambodia, when “Save the Refugees Fund” was launched in November 1979 to pacify in difficulty people. Humanitarian organisation dedicated itself to helping people facing the toughest challenges survive and move toward a stronger, more resilient future. Head offices of Mercy Corps was founded 1981 in Washington State, USA, as a follow-on to a task force organised by Dan O’Neill in reference to Cambodian refugees’ misery and poverty, war and holocaust. 
In 2016, 730 000 people in economy crisis received help from Mercy Corps. During these years and until present time Mercy Corps collaborate with many organisations and with private sector in regard to support many people in different countries with political and social issues.2020Today, Mercy Corps is on the ground in more than 40 countries helping people recover from disaster, build better lives and transform their communities for good. 
In that case we follow business future, a pilot program run by the global NGO Mercy Corps of Kedai Balitaki (KeBal) from Indonesia. The business is found in Jakarta together with colleagues Dini Marhendra and Usye Umayah. KeBal have a business with nutritious food and every day they sell this food to children in need from street carts. Pilot program was successful, but mission to have transition period from non-profit to self-maintaining business. Mercy Corps offices manage to organise pilot program for KeBal by end of November 2010 and to setup for 10 months transition period for self-sustainable business (MercyCorps, 2020).
[bookmark: _Toc60687585]Industry Analysis
Pilot program was outstanding, Usye and Din transform from a donor-funded pilot to an independent business. Mercy Corps’ strategy is to manage vision for change with market-driven programs. The mostly important factors for the change are two: to build secure and productive business and engage fundamentally customers with the new independent business a different way. Common strategy for Mercy Corps’ programs is partnership and private sectors is related to achieve specific goals. Initially Usye and Dini and team of G-Lab completed research and interviewed various owners of franchises in Jakarta to get a visual for their business food structure. In Indonesia franchise organisations are 750 locally and 260 foreign and 18 association popular with Indonesian business model, thus quite competitive to enter the business race like entrepreneurs. During interviews with owners of small business G-Lab team has been identified two groups of size business structure:
-Small family business
-Franchise small business

[bookmark: _Toc60687586]Business Model
Experimental trial of busines model would be the following: first example would be one person to multitask (for example, cook food and sell at the same time). In this case profit would be limited, because the seller does not have the physical ability to cook enough food. Second model is group four people to split tasks, however disadvantages of this model that every one of them have diverse motivation and capacity in this job. Third model is mini centre where one person is cooking and selling to the second one that sells directly to customers. This model would have positive results both of them have good profit. The third business model is very profitable because in this option both have motivation. Partnership improve between them, because Ibu Shirah cook twice a day and he would have the possibility cook sufficient and varied menu to satisfy customers. Person who are cook charging vendor for example 1500idr and vendor sale 2000. Vendor have the possibility to sale with carts twice time a day and double the profit. For four months their revenue double. 2013 marks the first milestone of the pilot period. The five-year goal meets the nutritional needs of hundreds of thousands of kids under five years old every day in Jakarta.

[bookmark: _Toc60687587]Value Proposition
Every customer who was interviewed both from KeBal because of quality and survey show this is 97%. Mostly mothers of children buy nutrition healthy and tasty food from carts of KeBal. Customers have very strong relationship with sellers and trust them. At the same time competitors lose position for a number of reasons. Fried and unhealthy food prepared in unhygienic conditions. The competition is also in the prices, the competitors have low quality at low prices, but the buyers are loyal to Kebal because they prefer to pay a little higher price but to get quality and nutrition food. The next step is for Ke Bal to meet most buyers' requirements for a varied menu.
[bookmark: _Toc60687588]Competitive Environment
In order to organize the business changes in KeBal, conducting a study of the economic situation and the structure of the companies that are actively working in Jakarta and also potential competitors is essential. Ke bal and G-Lab make a preliminary research and the conclusion is that in Jiakarta there are two models of franchise:
[bookmark: _Toc60687589]Texas Chicken:
The model of work is a centralized kitchen. Employees receive a daily wage and are offered a home for residence. Workers prepare and sell food at the same time. The owner has an obligation to deliver products and to calculate the income. The disadvantage of this type of business is that the owner cannot calculate how much he produces and has to hire people from only one area. The negatives for workers are that they are not paid what they failed to sell.
[bookmark: _Toc60687590]Honey Juice:
Everyone who wants to become an investor and buy a package for 300,000 IDR. This package includes cars for work and honey juice. The owner receives from the franchise act 60% of their profits.
[bookmark: _Toc60687591]Ibu Dias Porridge
Ibu Diaz Porridge similar organisation as KeBal. Their food is healthy, rich in protein and rich in menu. In 2010, Ibu Diaz transformed into a family business with 10 centralized kitchens 58 vendors as in every kitchen there is a manager to oversee the work and these are the sons of the owner. But at the same time, it has a centralized office that calculates revenues and expenses, promotions and marketing strategies. This type of management model is very successful for Ibu Diaz and his business is growing, thus creates competition for KeBal. 
[bookmark: _Toc60687592]Edam Burger
Edam Burger started as an entrepreneur and from 6 carts after 6 years of hard work he grew in 2003 with 700 own cars and 4000 locations and at the same time owner of 12 restaurants. Later it develops into small franchises. Anyone who wants to buy the IDR package for 2.3 million and at the same time has to pay 1.5 million IDR for the cars. Total of the distributor has to pay 800,000 million IDR logo and company name. In most cases, distributors do not have this money and take a loan from the owner and in order to sell at a profit they sell the products twice. This is a negative of this business model, a small burger with a starting price of 1500 IDR, the buyer must buy it for 3000 IDR.
[bookmark: _Toc60687593]Ice Cendol Idol
Ice Cendol famous in Indonesia for cold drinks by creating two models of work. One has a Centralized Administrative Office and the other is for independent sellers. The owner participates in the production, packaging and personalization. He invests in the production itself in order to obtain the produced food at a lower price. In the second case, independent distributors sell the food to Daddy. And in the third, independent sellers buy from distributors and sell at their price. This business grows for a year with 100 sellers. Ice Cendol is also a serious competitor to Ke Bal.
There are also large franchise companies in Jakarta, which are also serious competitors of the newly stabilizing business company Ke Bal, such as McDonald’s, KFC (Carlisle, Lin, Putman and Sporl, 2010).
[bookmark: _Toc60687594]Market Strategy
In this situation, two options should be considered and analysed to choose the right model to be adopted from KeBal food business nutrition:
[bookmark: _Toc60687595]Option 1: The Three-Layer Model
This model is based on the principle of operation of Ice Cendol and is of three stages. The first is offices, administration and quality control. The middle is from centralized kitchens, which prepare food and make a profit by selling to distributors. And the third is to distributors, who respectively sell ready meals to buyers and pay a percentage of kitchens and independent sellers who determine their price.
The disadvantages that should be considered are the following; centralized kitchens that will work as stand-alone to maintain quality and good production for this purpose are needed managers and quality control to monitor the nature of the work process. Accordingly, salaries must be provided for managers and quality control and the price of food, which goes to distributors and independent sellers and rises, and in the final step buyers the price is high.
[bookmark: _Toc60687596]Option 2: Two-Layer Model
In the second model the kitchens are the offices and the administration are the owners of the kitchens and manage them and the managers are appointed by the central office and the profit and expenses are common. Thus the managers and quality control have an interest to manage well. Accordingly, the kitchen makes a profit by selling to distributors and independent sellers. This model has many priorities direct quality control and well-organized food production. Direct marketing promotions and strategies. According, at an affordable price.
In fact, this type of model is simpler and is also recommended by the G-Lab team from Mercy Corps (Carlisle, Lin, Putman and Sporl, 2010).
[bookmark: _Toc60687597]Revenue Model
After six months, Dini and Usye collected and analysed data from the pilot program. Mercy Corps’ target profit margin for its menu items was between 20% and 30%. Individual vendors tended to sell approximately 40 to 70 portions of porridge at 2,000 IDR (US$0.20) per serving and 30 to 50 jellies per day at 1000 IDR (US$0.10) per serving. Typically 16 customers bought one to two servings of porridge and one or two jellies. Each vendor’s total customer base was determined by how far they could push the food cart during their shift (Carlisle, Lin, Putman and Sporl, 2010).

	In IDR             
	June 2009   
	July 2009     
	August 2009


	Revenue
	2,627,000  
	2,984,000    
	2,956,000

	COGS
	1,548,250  
	1,587,300 
	1,674,880

	Gross profit   
	1,078,750    
	1,396,700     
	1,281,120

	Gross margin      
	41%             
	47%             
	43%



[bookmark: _Toc60687598]Market Opportunity
According to the Indonesian Franchise Organization, 750 are local and 260 are foreign companies. Most of them have a typical Indonesian business model. This means that companies and entrepreneurs with innovative ideas and strategies have a great chance to integrate into the market and succeed. Considering that several companies with different business models, only two of the companies are competition. This shows that the risk for KeBal to enter the market is small and with a well-structured organization of business model and marketing strategy to stabilize and repent a good income (MercyCorps, 2012).
[bookmark: _Toc60687599]Competitive advantage
The conclusions that for a successful business, small centralized kitchens are an obstacle to quality food, a rich menu and the necessary amount. Ibu Anna from Yakarta and her family, in collaboration with J-Lab, created a design for a new, larger and more innovatively furnished kitchen. KeBal can meet the challenge with quality and healthy food prepared under extremely hygienic conditions, unlike other small companies that produce food that is fried and also does not know in what conditions it is prepared. The food prepared for mothers and children in Jakarta is in good organization and discipline for KeBal, also healthy and rich in protein. At the same time, Ke Bal's requirements are not to sell a day old food, and the food that is sold is always fresh.
 The buyers prefer always shop from KeBal because they have confidence in the quality, even if they buy at a slightly higher price. Moreover, Mercy Corps is responsible for salespeople, training, recruitment and quality control. The results of the Mercy Corps Pilot Program after months give results and show an increase in margin profit. On the day the company sell 50 to 70 servings of porridge and 30 to 50 jellies. Market research and the examination of various company models is also a military component for the development and stabilization of KeBal on the market. Setting deadlines over time is also important component in competing with other companies locally. Launching new ideas as pilots to validate the assumptions about operations, profitability and scalability.  
In order to have development and stability in the market, potential competitors must be considered. Ibu Diaz is a well-developed family business with 58 sellers and well managed by the sons of the owner 5 kitchens. Well organized office and administration. Also, Ibu Diaz is very flexible in selling a varied menu. Another potential competitor is Edam Burger, who is strong as a franchisee in the market and operates in 4,000 locations, but has one drawback at very high prices. And the third competitor is Ice Cendol Idol, who develops three types of sales models in his business.
Mercy Corps' pilot program and market strategy in the case of KeBal company is to follow a few steps. Carefully select sellers who are interested in making a profit and also from the company's mission. At the same time, interviews are conducted and the company pays attention to people who are particularly concerned with the needs of socially disadvantaged mothers and children. This procedure usually lasts two months, during which time Mercy Corps establishes a relationship with the leaders. 
If KeBal adopted Three Layers Model in a well-equipped and centralized kitchen package will be distributed to investors. In this instance, work in the kitchen will not have direct control from the offices and quality control. Therefore, the workers who prepare the food will give the office a percentage of their profits and will accordingly take more from the sellers. In order to make a profit, the sellers will sell at a higher price. Whether  the company decides to pay for managers and quality control in order to maintain good organization in the kitchens and good quality food from the need to separate from the budget to pay good salaries, in this case the food becomes even more expensive. For that reason, this model is not specifically capable and not good for a company that is just entering the market. Even more so to stabilize and gain a good name and authority.
Two layer model has more positive points. Office and administration are the owners of the kitchen profit and costs are common and in this case can be appointed managers and quality control directly from the office consequently observing a good level of hygiene and quality of production. Insufficient cooking will be avoided as workers will be concentrated in well-prepared food. On the other hand, there will be flexibility in the development of a varied menu by the office and administration. Furthermore, the office will have the chance to improve the development of the company by developing various strategies and promotions to be competitive. (MercyCorps, 2019)
[bookmark: _Toc60687600]Management Team
Usye and Dini, both program managers with Mercy Corps, had successfully set up and managed community programs, they had little business experience and weren’t sure how to structure KeBal as a business that could flourish (MercyCorps, 2019)
[bookmark: _Toc60687601]Organisational development
KeBal has the task to improve the quality of food and to be able to deliver a sufficient amount of food to children under 5 years of age. In order for the work in the kitchens to be more productive, the kitchens need to be renovated and improved. For this purpose, an initial capital of 50 million IDR is needed. KeBal successfully move from a non-profit company to a business company that has its own profit and to stabilize as such on the market and be profitable. Improving the organization in the centralized kitchens and at the same time a detailed view to modernise the work process and make the work of the employees more productive. Consequently, if working conditions improve the sales also increase. The company's profit is higher, which implies higher wages for workers, better standard of living and create more opportunities for employment (Carlisle, Lin, Putman and Sporl, 2010).
[bookmark: _Toc60687602]Key strategic issue
There are some points in KeBal's business that are not clarified and they appear as obstacles. The agreement between Ibu Ana and Ke Bal. Questions about how the kitchen workers will be paid. What happens if Ibu Ana decides to cook food different from the one required by Ke Bal. As mentioned before in organizational development, the improvement and modernization of the kitchens, if not taken, is an obstacle to improving and stabilizing the business of KeBal. Acquiring the right model of organisation of the company for business can also be a serious obstacle.
Using a Three Layer model, the sellers have to prepare the food in small, poorly equipped kitchens. Under these conditions, not enough food can be prepared and the menu will be poor in terms of variety. A worker performs the activity of a cook and a seller and, accordingly, must observe the quality of food and hygiene. In this case, he will find it difficult to make a good profit because he has to pay a percentage of the office. The KeBal company is experimenting with several models to understand and analyse who will work best in these conditions. In the same way, obstacles arise if four people work and share responsibilities and profits, respectively. In this case, there are contradictions as to who takes on more work.
The KeBal pilot program had experimented with a number of business models. In the simplest model, one person acted as both cook and vendor. While this model was simple and generated ample profits, it required individuals to be proficient in both cooking and selling. Vendors often could not cook enough food on their own to satisfy customer demand. A more complex model, the group cooperative, was made up of four people who shared responsibilities and profits. This group structure had proven problematic as certain group members inevitably worked harder than others making the task of sharing profits both difficult and awkward (Carlisle, Lin, Putman and Sporl, 2010).

[bookmark: _Toc60687603]Financial and Business Highlights
The budget for this project is funded by the Vibrant Village Foundation with $ 255,000 and the Mercy Corps Crisis Fund with $ 100,000. Analysing the financial report, it can be understood that in the months when the sellers prepare the food themselves and sell it, not only can they not satisfy the needs of buyers in terms of quantity and variety, but the profit is lower. The profit is significantly higher than the other months when Gunanto, one of the workers, works in cooperation with the sellers.
The financial report from the pilot program provides information that experiments different models, that the model of workers who perform different activities in the event cook, distribute and sell food does not give high profits and good results. When there are kitchens and sellers working in cooperation, the profit is significantly high and buyers are satisfied with the quality and variety of food.

[bookmark: _Toc60687604]Structure of porter’s five forces analysis
[bookmark: _Toc60687605]Rivalry 
When KeBal entered the market during the transit period, strong competitors were Ibu Diaz, a strong family company with a well-centralized and organized structure, Edam Burger also a strong competitor with a franchise business structure, Ice Cendol Idol is the third strong competitor with an entrepreneur model and three different marketing strategies. The two other competitors with weaker positions are Texas Chicken, which has a centralized kitchen structure and several vendors who are paid daily and work against a home for living by the owner of the company. And the last competitor with a significantly different business structure with two franchise models. The owner sells packages of business to investors and receives a percentage accordingly, and the other, in which the investor has no initial capital, offers him a loan, which is subsequently repaid plus the interest. The food is rich in healthy vitamins, for that reason customers prefer to buy from KeBal and are even willing to pay a high price for the food. Mercy Corps invests in experimenting with different business models. Hence, it makes an in-depth analysis of competitors and the mentality and ethnography of the population in order to integrate the company.
 To determine the right model for grow the company, Mercy Corps conducted consumer research, an insight analysis process, and an ethnography study in order to better understand supply and consumer demand for healthy food.  The company creatively decorates delivery cars for the cognitive purpose to adapt easily the population in healthy food.
[bookmark: _Toc60687606]Threat of new entry
The company is new to the market and its entry has a different business model from the previous one. The barriers are several transit periods from non-profit to profit company, hence the industrial and legal ones. This is due to difficulties with the delivery of its raw products and some technical improvements also the preparation of food which is closely connected with the culture of this population.
[bookmark: _Toc60687607]Threat of substitute products
KeBal enters the market with freshly cooked food. Preliminary analysis shows that competing companies come out approximately similar products but prepared in an unhealthy way and in less hygienic conditions. KeBal invests in the modernization of large kitchens and good management and quality control. This is a guarantee of fresh products prepared with quality tasty and healthy food.
[bookmark: _Toc60687608]Bargaining power of suppliers 
On some occasion suppliers are ready to compromise quality over profit. In Three Layer, chefs sell at the same time, in this case, it is permissible to abuse quantity and quality in favour of profit. In Two Layer this model, the kitchens are independent of the sellers. In this variant, the supplier has less available power. The product being offered by the suppliers are highly differentiated. When there is no close substitute available for the products being supplied by the suppliers.
[bookmark: _Toc60687609]Mercy Corps A Bargaining power of customers
In general, buyers in the market are strong and crucial for the sales and marketing power of a company. In the case of Ke bal, customers and their requirements are of great importance. The company has a very good relationship with customers and has managed to establish itself in the market with a reputation and trust from buyers.
[bookmark: _Toc60687610]PESTEL
[bookmark: _Toc60687611]Political forces: 
According to the constitution, Indonesia is a democratic state characterized by parliamentary sovereignty and voting takes place every 5 years. After the fall of Suharto came the new regime. Democracy in Indonesia has failed to reduce corruption and it is quite high. Against the background of these political conditions, the entry of a new company on the market and, accordingly, the imposition of stability is not impossible, but quite difficult. This includes the company having to adapt to laws and policy changes.
[bookmark: _Toc60687612]Economic factors
In contrast to the political situation, Indonesia has great economic potential. Indonesia is in a good position for start-ups. The manufacturing industry has also developed greatly. A challenge for the company to adapt to the new terms of payment and currency exchange, rates and inflation.
[bookmark: _Toc60687613]Social factors:
Jakarta, the capital of Indonesia and the centre of politics and economics, is a unifier of many cultures. As a result, Jakarta currently has a population of almost ten million people. Indonesia is a secular democratic country that has a Muslim-majority population, other religion Christianity and Hinduism, Buddhism, Confucianism. 
[bookmark: _Toc60687614]Technological factors:
KeBal must also meet the expectations for better technology in the business new improvements in the conditions of the company's kitchens and cars for delivery. In fact, modernization and improvement of technology in offices and administration is also an important element for improving and stabilizing the company (Solutions, 2021).
[bookmark: _Toc60687615]Legal factors:
Indonesia has introduced new rules and regulations in the country and labour laws are introduced to give the right share of income to the labour. This law shows the 7 hours workdays and 40 hours workweeks. When employees work for 4 consecutive hours, they are entitled to a 30 minutes break. The new laws improve the working conditions of the workers themselves and protect them from taking advantage of employees and underpay them. In this respect, KeBal has well-established laws and is a preferred company for work.
[bookmark: _Toc60687616]Environmental factors:
Between 1990 and 2005, Indonesia lost a lot of trees and uplands, and a lot of climatic changes took place from there, such as solar eruptions and river floods. The population of Indonesia is quite densely populated with a high level of poverty and industrialized. There are places like Singapore and Malaysia with very concentrated polluted air (Bissett et al., 2020).
[bookmark: _Toc60687617]SWOT
[bookmark: _Toc60687618]Strength
Despite KeBal’s transition they have well-formed policies with the help and advice of G-lab there and the organization Mercy Corps. Before starting the business, a very deep analysis of the economic situation in Jakarta and competitors. Getting to know the local culture and work patterns. Experimenting with different types of business models. Carefully selected staff. Investing in kitchens and working conditions. Very good relationships with buyers create a climate of trust. Good training of workers and high control of managers and quality control. Quality and healthy food at an affordable price for mothers and children in need with positive outcomes and feedback from consumers with regards to the pilot program that was launched. 
[bookmark: _Toc60687619]Weakness
At the start of the pilot program there was a certain overload of sellers they had to cook and respectively the rest of the time to sell. In this model of work there was a lack of time due to multitasking duties, the poorer menu and the lower the profit. Buyers are loyal to the company but want the menu to be more diverse, however, the company does not have very convenient kitchens.
The model in which four workers work together and share responsibilities and profit. But this model showed that it did not work because disagreements began in the distribution of work.
In the Three Layer model, the weaknesses are that the offices and the administration do not have direct control over the production. In this case the quality will be lower and accordingly the price of the finished food will be higher.
Two Layer model it is characterized by some uncertainties regarding how the workers will be paid. And a challenge with start-up capital to create more is a kitchen for more employees.
[bookmark: _Toc60687620]Opportunities
KeBal has potentially managed to establish itself in the market in Jakarta with great authority and great trust from buyers.
[bookmark: _Toc60687621]Threats
Creating conditions for team management training and quality control. Regular improvement of the quality of work and the qualities of the workers themselves. Maintaining very good relationships with buyers and complying with their opinion.

[bookmark: _Toc60687622]Industry Analysis
There were many self-employed people in the country, he believed that the pool of risk-takers with innovative ideas was relatively small. During their interviews as mentioned above, the G-Lab team identified two distinct groups of local franchises, differentiated by their size and business structure. Small Franchises Often family-run and limited in scope, small food “franchises” could be found on most street corners in Jakarta. Although the type of food sold varied, their business models were similar. 
In their research they found variety of international franchises like McDonald’s, KFC, and others in Indonesia, there were also several large domestic franchises that were rapidly expanding across the country. Some of the Indonesian businesses described their franchises as “business opportunities” to local entrepreneurs. As in the small franchises, food production was centralized in facilities that made all of the menu items. 
[bookmark: _Toc60687623]Defining the Key Success Factors
Customers according to customer interviews and surveys conducted by the G-Lab team and Mercy Corps, the KeBal pilot program had been very successful in its half year of operation. The survey data confirmed that roughly 97% of customers bought from KeBal at least three times per week. Customers valued the quality of the food, as well as the cleanliness of the cart. Vendors felt that their local knowledge of the area, along with their personal ties to the neighbourhood residents, enabled them to develop strong relationships with their customers. Mothers generally believed that prices were fair and competitive with foods of a similar portion size. When asked what they would change about KeBal, most consumers requested more menu variety. Consumers preferred to have more choices as children became bored from the poor menu. 
By closely observing KeBal’s cooking and selling process, the G-Lab team had drawn three major conclusions. Cooks lacked basic kitchen equipment and space. Only one cook cannot prepare a wider variety of dishes in a normal working day. A centralized kitchen with a larger work space would lead to more efficient food production and menu variety. 

[bookmark: _Toc60687624]Internal Industry Analysis
The KeBal pilot program had experimented with a number of business models. In the simplest model, one person acted as both cook and vendor. While this model was simple and generated ample profits, it required individuals to be proficient in both cooking and selling. Vendors often could not cook enough food on their own to satisfy customer demand. A more complex model, the group cooperative, was made up of four people who shared responsibilities and profits. This group structure had proven problematic as certain group members inevitably worked harder than others making the task of sharing profits both difficult and awkward.
 A third model, the “mini cooking centre partnership,” in which one person prepared food and sold it to a vendor who then sold it to customers, appeared to be the most effective and efficient model. The cook was able to cook for twice as long, thereby doubling output. This structure resulted in healthy profits for both the cook and the vendor, and also allowed for easier scalability. The partnership model developed when one vendor, Ibu Saripah, discovered that pushing the large cart through North Jakarta’s narrow, bumpy streets was more than she could physically handle. She decided to partner with another vendor, Gunanto, and divide up the labor: Ibu Saripah did all of the cooking and Gunanto, who bought the cooked items from Ibu Saripah, did the selling. Gunanto was not refunded for food he could not sell. Because of the division of labour, they could produce enough to sell both in the mornings and the afternoons. Through this partnership, Ibu Saripah and Gunanto doubled their revenues in four months. Although the work was difficult, the vendors and cooks were able to earn a living wage. Within a few months of start-up, Gunanto and Ibu Saripah, were each able to earn approximately 2 million IDR a month (~$200/month). 
[bookmark: _Toc60687625]Financial and Business Highlights
Budget: $ 255,000 (including $120,000 provided by Vibrant Villages Foundation; $100,000 provided by Mercy Corps’ Food Crisis Action Fund, and the remainder from other donors.) 
Dates: November 2008 – December 2011
 Goal: To achieve well-nourished children under five and provide an increased number of families with economic opportunities in the target communities. Objectives: 1: Sustainable, self-driven business model of street vendors selling healthy food aimed at children under five. 
2: Broad awareness of the importance of nutrition for children under five among the urban poor.
Recognizing poor children’s nutrition in the urban slums of Jakarta and the unavailability of healthy food options, Mercy Corps began a pilot in 2008 to test the market for healthy street food alternatives. Four prototype food carts were created and local entrepreneurs were recruited to run them in four Jakarta neighbourhoods. A nutritionist created a menu of inexpensive but nutritious food suitable for morning meals and snacks, and a child-focused visual brand was developed. Following a food industry strategy, Mercy Corps conducted consumer research, an insight analysis process, and an ethnography study in order to better understand supply and consumer demand for healthy food. Based on that research, KeBal developed a marketing strategy, including a catchy jingle announcing the presence of the cart in the neighbourhood, a visual brand that adorns the cart and a vendor’s uniform to educate families about balanced nutrition and inspire children to eat healthy foods so they will be “tall, lively, smart and strong.”
[bookmark: _Toc60687626]Value Chain Analysis
 A holistic project approach with partners at multiple levels of the value chain is essential. The project worked with private sector partners at different levels of the value chain, predominantly at the production and trade level but also, to a lesser extent, at the input level, the exporter level, and with cross-cutting services such as financial access. The project supported LCEAN’s expanding national role, which resulted in advocacy for improved trade conditions, grading standards, and sales practices for cardamom. The project assisted NGTPA to promote premium quality ginger and reduce barriers to trade. Mercy Corps’ facilitation role supported connections and communication at all these levels. Implications for future programming: Coordination between different private actors and program participants is critical in complex value chain programs that include a significant private sector component. Identifying, articulating and supporting incentives for all partners at all levels is crucial so that stakeholders view engagement as a win-win situation (MercyCorps, 2012).

[bookmark: _Toc60687627]Resources and competences analysis
Poor children growing up in the urban slums of Indonesia are debilitated by their diets. While many parents are interested in a healthy diet for their children, they often lack access to healthy food options. Since most residents do not have kitchens or cooking supplies, they usually purchase food from a street vendor. Unfortunately, most street food is high in fat and sugar, low in micronutrients and protein, and potentially tainted by additives such as formaldehyde. Typical street food can lead to high rates of malnutrition and subsequent long-term impacts, including stunting, anaemia, reduced productivity, and other illnesses, especially in children under five. Changing children’s diets requires not only making healthy food available, but also making it appealing to children and making it affordable and that is the aim of KeBal’s business.
In 2010 a team of volunteer MBA students from the Massachusetts Institute of Technology (MIT) helped KeBAL prepare a business plan and expansion strategy. From that process it became clear that to reach scale, a new three-tiered model would be the strongest option with neighborhood-based, franchised Cooking Centers preparing food that is then sold by individual street vendors. I
Maintaining the social mission can be challenging with competitive market pressure. As the enterprise expands, it will be under pressure to compromise on nutritional quality to respond to the rising cost of inputs and decreasing profit margins, and from competition from other enterprises. Competition will grow as others see the success of KeBal. This is positive from a market development perspective but poses challenges from a nutrition and quality-control perspective. 
The goal is to reach 500,000 Indonesian children through a tiered model of neighbourhood-based kitchens preparing food that is sold by independent street vendors. A micro-franchise system ensures cohesive branding and product consistency and quality, while enabling enough flexibility and outside investment to achieve scale. 
KeBAL management will need to be creative and explore different strategies including developing new food products to combat customer boredom and increase margins, improved production systems to lower costs, and creating a variety of distribution models to expand geographical reach. Another option might be to target and expand to other market segments or other urban areas in Indonesia (Carlisle, Lin, Putman and Sporl, 2010).

[bookmark: _Toc60687628]Conclusion
The KeBal food carts (which translates to "My Child’s Café") have grown from a small nutrition project piloted by Mercy Corps in 2009 to a social enterprise with two central cooking centres, 22 carts, and a franchise business model. KeBal partners with DSM, the global leader in micronutrients, such as vitamins, and the Rabobank Foundation. Both companies are helping KeBal develop a sustainable business case, build the brand, and develop new avenues for growth. The five-year goal was to meet the nutritional needs of hundreds of thousands of kids under five years old every day in Jakarta. 
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