Document Summary

(“Good Practices”)
Development and Commercialization of the Treadle Pump in Bangladesh; 

a case of product marketing on mass scale 

In 1984 the International Development Enterprises (IDE) in Bangladesh launched a special program of Marketing Appropriate Technology (MAT). The program aimed to create a new and mass market for affordable small plot irrigation technology. 
In order to stimulate demand for irrigation technology amongst small farmers, IDE used some customer-focused marketing techniques, which were common among the business community, but rather innovative to the development community ("market-led product development"). 

The MAT program consisted of both product development and commercialization. IDE defined its own role as that of a market facilitator.

IDE invested donor funds in R&D to further adapt a foot operated pump (treadle pump) to the demands of the market, i.e. small farmers and private sector distributors.

IDE undertook extensive promotional and marketing efforts. IDE managed to have an impact far beyond their direct partners in the project: at the peak of the market for treadle pumps, 75% of that market was taken by suppliers who were only indirectly assisted by the MAT program. Total sales of directly and indirectly assisted suppliers totaled 1.3 million in 1999.

IDE facilitated the creation of a vibrant and competitive market for treadle pumps. Over time, the number of suppliers had increased, the number of pumps had increased, the general price range for irrigation technologies had broadened, and the price of the treadle pump had declined. As a result, the pump moved down market reaching a larger percentage of small farmers and reaching truly marginal farmers.

The MAT program had a high cost-effectiveness as after installing a treadle pump at US$ 24 the farmers in general earned US$ 100 per year more than before (which is a substantial increase in a country like Bangladesh). Moreover, the more enterprising farmers earned far more than that. 
IDE opted for a supply chain approach and took a crucial role in facilitating the linkages between researchers, public extension agents, pump producers, pump suppliers (wholesalers, dealers and installers) and farmers. Without this facilitation, the program may not have come close to the impact that it produced now.

Although IDE was supposed to have a facilitating role only, but (at least initially) it undertook significant interventions to stimulate demand, create order in the market, make business linkages and extensive promotional campaigns. Pump suppliers and business service providers assume the costs and risks of producing, selling and servicing the pumps. Moreover, market information is passed up and down the supply chain from customer to installer, from installer to dealer, and from dealer to manufacturer.

Some "copy cats" produced poor quality pumps that can have quite a detrimental effect on the market for such a technology. If customers are unaware of the differences in quality, buyers may buy a product of such poor quality that it does not operate properly, if at all. In this scenario, the end result is disappointment on the part of the customer in the technology. This negative news is far too often spread to neighbors very rapidly. According to IDE, both branding of the pump and promotional effort to make customers aware of quality products are critical to the successful commercialization of a new product. At the same time, IDE learned lessons from "copy cats" and was sufficiently flexible to incorporate these lessons into product design.
The impact of the treadle pump on gender relationships is complicated. IDE impact studies have documented that the introduction of the pump led to increased intensity of land use and required more labor input. This implied that more women started working in the fields. On the other hand, interviews with women indicated that they also did benefit from higher household income (even if they do not control the use of the income). The impact studies did not document the effect of the increased workload on women’s time constraints or on the welfare of their children.
The IDE program provides a good view at product development and commercialization of new technologies. As such, it offers a number of lessons for other projects and programs:

· Pro-active facilitation results in market development over the long run and higher impacts for small farmers and SMEs 
· As a market facilitator, practitioners should promote order in the market to prevent a downward spiral of quality, price, and market demand. 
· As a market facilitator, practitioners should support market leaders that lead by setting proper business practices and by establishing quality – against which everyone else in the market is measured
· Let the market decide how much quality for how much price. 
· As a market facilitator, practitioners should work with a number of service providers to achieve leverage over the market.
· To achieve massive scale requires a product for which there is large-scale demand, meaning that the product fulfills a critical need and is affordable, locally serviceable, simple to operate, and culturally acceptable.
· In the long run, costs of promotional activities may not be borne by service providers and are considered to create a public good (awareness)?
· Flexibility and openness to learning from the marketplace is key to successful product marketing.
· An exit strategy is important from the beginning (i.e. sustainable service market).

The IDE program provides also some implications for donor interventions:
· Investment in the development and commercialization of products for the poor requires a long time horizon; 

· Donors should subsidize R&D to develop products targeted to the poor in productive sectors;
· Donors should invest in creating new markets for products that help poor farmers graduate to a higher level of income and productivity.
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