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Building Symbiotic Sustainable Business Model: The ADCAM, Maasai Community and Pikolino 

Case. 

 

Abstract 

The case focuses on how the Pikolinos Group Inc., Multinational Corporation created a viable business 

collaboration with an indigenous community, Maasai of Kenya and Tanzania. The case details the pivotal role 

of ADCAM, an international NGO, with a focus on creating sustainable enterprises that are community-owned 

and -operated.  ADCAM’s role is to link community-based entrepreneurs to the fashion industry in Western 

Europe, North America and Japan. Are they ready? Is this model sustainable without the presence of ADCAM? 

What factors must be present in the symbiotic business model? Is the relationship between Maasai community 

and Pikolinos symbiotic? 

 

Introduction 

“It all began during an award reception at the United Nations headquarters, when I met the 

late professor Wangari Muta Maathai, the first African woman to receive Nobel Peace Prize. I 

was an invited speaker. During the reception, I talked about our development projects in 

Bangladesh, Brazil, Colombia, Mexico, and India among a host of other nations. The late 

professor Maathai approached me and told me ‘please, do not forget Africa’. I have always 

wanted to work in Africa but I felt ill equipped. Professor Maathai empowered me and I felt 

that at last I have somebody who can help. It is my philosophy never to move into a market 

before I establish a reasonable support network. Moreover, in every market I move into there 

must be a clear exit strategy. We must create sustainable models that are owned by the people 

and that can survive without the NGO or the initiating institution. Therefore, the question I 

always ask myself is how we can make sure that the local community can successfully 

operate the initiative.” -Rosa Escandell, President and founder of ADCAM, International. 

 

Decision Information 

ADCAM (International) has made remarkable efforts to connect an indigenous 

entrepreneurial community to a Spanish multinational shoe manufacturing company, Pikolinos. 

Currently ADCAM is negotiating with an Italian company Massarelli, and they expect to launch a 

new line of beaded silver jewelry in 2015.  However, given the nature of the fashion industry, it 

means that these entrepreneurs must continuously attempt to increase both their network of clientele 

as well as the product lines in domestic and international markets. Are they ready? Is this model 
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sustainable without the presence of the multinational non-governmental organization (NGO)? Has 

Rosa Escandell achieved her goal of creating a sustainable model that is owned by the people and one 

that can survive without ADCAM (International)? Does she have a clear exit strategy based on the 

facts presented in this case? What factors must be present in the symbiotic business model? Is the 

relationship between Maasai community and Pikolinos symbiotic? 

 

The Role of ADCAM: Linking the indigenous Entrepreneurs to the Corporate World  

ADCAM is an international Non-Governmental Organization (NGO) headquartered in 

Alicante, Spain. ADCAM stands for Asociación de Desarrollo, Comercio Alternativo y Microcrédito 

in Spanish that loosely translates to ‘Development, Alternative Trade and Microcredit Association’. 

ADCAM works with disadvantaged communities in developing countries. They focus on promoting 

education and training for all, advocating for women empowerment and gender inclusion, facilitating 

microcredit, and establishing marketing channels between developing and developed nations. 

Education is a key pillar of their strategy for creating sustainable human development and 

empowerment.  

ADCAM strongly advocates for the right of disadvantaged people to self-determination, 

meaning that the people themselves must be free to determine their own development. Sustainable 

development and self-determination are two sides of the same coin. There must be a genuine 

commitment to dealing with both sides simultaneously if sustainable progress is to be achieved1. 

ADCAM seeks to promote culturally sensitive business opportunities for both developing and 

developed nations. ADCAM is able to speak the corporate language as well as understand and relate 

to the cultural and spiritual issues of the disadvantaged communities, thus bridging the divide. 

ADCAM attempts to connect the supply (goods and services rendered by the disadvantaged 

communities) and the demand (mostly markets in the developed nations) in a fair trade and socially 

responsible manner. ADCAM understands about cost structures, deadlines and tight market timelines, 

                                                        
1 In Cultural and Spiritual Values of Biodiversity, D. Posey (ed.) ... Edited by Darrell Addison Posey and 

Published by ITP on behalf of UNEP 2000.  

. 
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quality control and value of brand equity besides the need for a fair return on investment. At the same 

time they respect the communities’ right to determine the terms and pace of their development.   

 

“Prior to our collaboration, I did not know much about the Maasai.  I knew that they are 

Africans and they live in Maasai Mara, Kenya, but that is about all. I have friends who had 

their honeymoon in Kenya but that sounded too exotic to me. ADCAM earned the trust of the 

Maasai community and they deal with all the logistics. We give ADCAM the leather and they 

deal with the packaging of all the required raw materials, the customs officials in Kenya at 

point of import of the raw materials and export of the semi-finished products as well as the 

training of the artisans and the actual production and payment of the artisans. Our designers 

also help with the training ensuring quality control. Pikolinos mainly deals with 

manufacturing of the final product in addition to marketing and promotion.” - Juan Peran 

Bazan-Vice President, Pikolinos Group. 

 

It is apparent that without ADCAM the network between the Maasai community and 

Pikolinos would not have been possible. ADCAM spans many structural holes (bridging many 

potential partners) unknown to the Maasai community. ADCAM appreciates the spiritual and cultural 

setting of the Maasai community and it strives to preserve it.  

 

A Safari to Kenya: Meeting the Maasai Warrior  

Ms. Rosa Escandell’s first trip to Kenya was in 2005. The Spanish embassy in Kenya 

prepared an impressive lineup of community based social enterprises to pitch their proposals to her in 

Nairobi. After three days of non-stop interviews, she was impressed by the lineup but none really 

touched her heart. With just a day left to her departure back to Spain, somebody at the embassy told 

her about a Maasai man, He had been visiting the embassy for the past eight years asking for 

assistance to build a school in the Mara and a market for the Maasai women’s crafts. Ms. Escandell 

was intrigued by the thought of a Maasai man who had the audacity and perseverance to single-

mindedly pursue a goal for more than eight years without any tangible results. She told her program 
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coordinator, Ms. Cristina Pérez Fortes, “I want to meet this Maasai man, I have never met a Maasai, 

moreover I am curious to see this man who has not given up after eight years of asking for help to no 

avail”.  So arrangements were made to fly the Maasai warrior, William Ole Pere Kikanae, to Nairobi 

the next day.  

William did not disappoint, he spoke passionately about his dream for a school in the Mara. 

However, what won over the ADCAM team was his dream for the Maasai women. He spoke of the 

challenges his tribe is facing because of prolonged drought seasons, the ever-diminishing share of 

land due to fragmentation of communal land and loss of land to national parks and game reserves. He 

spoke of the changing lifestyle imposed by external factors and how the community is ill equipped to 

deal with their new realities.  

 

“The older generation never saw value in education. Our lifestyle was self-sustaining without 

the outside world. Our diet consisted of meat, blood, milk, honey and herds from the bush. 

You know, one cannot farm in the Savannah because of the wild animals and the type of soil.  

When we got ill, we used the herd.  We consumed herbs as part of our diet but there are also 

medicinal herbs that we use to this day. All that has changed. Our diet has changed. The 

illnesses people have today sometime require modern medicine. We have moved from the 

blended life with the wild animals and we now live on the peripheral areas of the Mara. We 

have to buy our vegetables from the open market. We need money for medical care. We need 

money for clothing. We no longer have free access to critical resources within the reserves.”- 

William Ole Pere Kikanae, Maasia Leader and Director of ADCAM (Kenya)  

  

Cultural Context of the Maasai Community  

The Maasai live in Southern Kenya and Northern Tanzania, mainly in the Mara region. The 

Maasai population is estimated at about one million. The majority of the Maasai live at Maasai Mara, 

where they have traditionally pursued a nomadic culture.  Maasai Mara derives its name from the 

ancestral inhabitants of the region, the Maasai tribe and Mara River, which lies across the migration 

path of Serengeti/Maasai Mara reserves. See exhibit 1a and 1b for a detailed depiction of the region. 
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Over the years, the Maasai have been able to preserve their cultural heritage by excluding themselves 

from mainstream communities. However, in the recent past, due to the severe drought and 

fragmentation of communal land, they have started to embrace private ownership of land, livestock 

and other resources (Ndemo, 2005; Stavenhagen, 2007). Moreover, today the reserves are considered 

protected areas set aside for the conservation of wildlife and their natural habitat. The Maasai are 

therefore forbidden from accessing pastureland or water within the reserves. The Maasai have been 

driven by necessity to find ways to preserve their heritage while at the same time earn a livelihood. 

The Maasai, at the core, would like to create economic opportunities for themselves while preserving 

the integrity of their heritage. The Maasai’s entrepreneurial activities range from individual activities 

(selling crafts such as carvings, embroideries, footwear, baskets, hair braiding, accessories etc.) to 

communal activities (traditional dance known as ‘Adumu’). Tribal narratives and a tribal worldview 

largely guide their entrepreneurial activities.  

The Maasai tribe, like most indigenous peoples across the globe, is disadvantaged and 

marginalized. The Maasai have very limited access to basic amenities such as drinking water, 

elementary education and basic healthcare. As a result, they tend to suffer poorer health, experience 

reduced quality of life and lower life expectancy than their African counterparts2. According to the 

2007 UN Declaration on the Rights of Indigenous Peoples, the Maasai tribe is severely threatened and 

endangered, meaning their lives and livelihood, as we know it today, is quickly changing and likely to 

be extinct in the near future. For instance, the Maasai, like many other indigenous peoples, are fast 

losing their languages and cultures. Maa, the Maasai dialect, is an oral language that has not been 

documented and is therefore vulnerable to extinction.  

 

The Symbiotic Sustainable Business Model  

ADCAM believes in creating linkages and building community capacity using minimally 

invasive, culturally relevant and appropriate approaches. They also believe that they must create 

                                                        
2 In reference to International Labor Organization (ILO) Convention No. 169 Article 1 definition of indigenous 

people in independent countries. The Convention was adopted by the International Labor Conference at its 76th 

session, Geneva, June/27/1989 and was implemented on September/5/1991. 
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linkages that make business sense if their model is to be sustainable. They have to balance the tension 

of respecting the communities’ right to self-determination and fair trade and concurrently respecting 

the need for corporate investors or entrepreneurs to earn a return on their investment. To achieve this 

balance it is imperative that ADCAM create symbiotic linkages. This entails a careful selection of 

corporate partners who are truly committed to social corporate responsibility, and at the same time, 

the community must be committed to adhering to demands such as deadlines and quality control.  

ADCAM adopts a two-phase approach in creating sustainable symbiotic models. The first 

phase involves capacity building. The second phase involves phasing out the presence of the 

international NGO and allowing the local community to manage the projects on their own with 

minimum input or complete autonomy from the international NGO. See exhibit 2 for an illustrative 

depiction. Right from inception, ADCAM creates a local chapter and equips the local people with 

valuable skills like logistics management, leadership skills and basic bookkeeping.  Ultimately, after 

sufficient capacity building, the linkage between the local community and the domestic and 

international market is left in the hand of the community and the local ADCAM chapter, which is 

fully run by the local community.  

 

Building the first phase of the symbiotic Business Model 

During the initial phase of creating a viable and sustainable business model, Rosa felt that it 

was imperative to learn the cultural predispositions of the community and fully comprehend what they 

want and what they are willing to give in exchange. For Rosa, meeting William and learning about his 

dreams and aspirations for his community is one thing, gaining the acceptance and buy-in from the 

community was quite another. Moreover, Rosa is a strong believer of the right to self-determination, 

meaning the freedom to determine one’s own development. Rosa decided to pitch a tent among the 

Maasai manyattas (a settlement or a compound established by a Maasai or Samburu family or a clan) 

for interim periods of three months at a time for a period of two years. During that period, she learnt 

about the Maasai culture and their challenges as well as aspirations. She started a low-key microcredit 

scheme to help the Maasai women own cows for the first time in their lives. She slowly won their 

trust and confidence. She was also able to witness firsthand the challenges the community faced in 
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accessing basic amenities such as healthcare and drinking water. A majority of the adults did not have 

any formal education and their children faced a similar fate if nothing changed. During this two-year 

period, as Rosa was working on winning the trust of this indigenous community, she was always 

studying feasible options that could link the community to developed markets.  

After two years of networking with a number of fashion houses in Europe, and winning the 

hearts and minds of the Maasai community, she felt ready to make a proposal that was culturally 

relevant and economically viable to the community. Building the trust of Maasai community was an 

uphill task and very gradual. 

“It took six months to have a meaningful conversation with the Maasai Women. It took one 

full year before they invited me into their homes for a cup of tea. It took about three years 

before the project took off and seven years to talk about real women issues such as marriage, 

ovulation, menopause, etc. Now I am family, but it did not happen overnight.” - Rosa 

Escandell, President and founder of ADCAM, International. 

 

A Meeting with the Clan 

William arranged for a baraza (official meeting) with the entire clan. During the meeting, 

Rosa and Cristina Pérez (the Project Coordinator) made the proposal to the community. They first 

addressed the questions and concerns from the women. Once the women were done, they addressed 

the warriors next, and finally the elders. The community did not want anything that would redefine 

their culture or the roles of different members of the community. The basic proposal was to have the 

women do beading work for the export market. This is a craft that the women have done over many 

years and have passed down over several generations. Secondly, they were assured that they would 

work from the comfort of their own home and at their own pace (see exhibit 4 for pictures of Maasai 

women at work). However, they were also made to understand that once they made a commitment to 

fulfill a certain quality and quantity, it was imperative to meet that commitment. This is a community 

where contracts are still sealed by word of mouth and a handshake, so they understood the 

significance of honoring their word. It definitely helped that Rosa had lived amongst them for two 
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years. The women also appreciated the microcredit project that she had initiated. It was now time to 

bring in the corporate aspects of the project. 

 

 

A faulty start and a homerun 

 ADCAM was particular about the kind of corporation they were looking for. They wanted a 

company with strong ethics and a track record in creating social value; a company that took its 

corporate social responsibility seriously. When they identified one, Rosa proceeded to let the Maasai 

community know that they needed to work on samples. After much effort, the samples were ready and 

submitted to the prospective partner. However, the deal did not go through. The company was a 

subsidiary of a large multinational, and whereas the subsidiary was excited about the opportunity, the 

parent company did not approve. When the deal fell through, Rosa got on the next plane to Kenya and 

went straight to Mara to let the community know what happened. They appreciated her honesty and 

asked her to continue searching for a suitable partner. Within a matter of weeks, ADCAM pitched the 

proposal to Pikolinos Groups Inc. and they were given a chance to submit samples. When asked why 

Pikolinos took a chance with the Maasai community, the vice president clearly articulated their 

corporate culture and strategic vision.  

 

“My father came from a humble background, and he believes in giving back to society. At 

first, we thought that we would carry a few sandals in our own stores for a couple of seasons. 

We just wanted to help the community. In 2011, the first year of our collaboration, we had 

only three designs and worked with about twenty women artisans. When my father met 

William, they instantly connected. We were also able to see the impact of the project on the 

community. We have since grown from three designs to twelve designs, and we are currently 

employing about 1600 women artisans. Our initial thought was this was going to be a small 

social project, but we later realized that there is a natural fit between the Maasai project and 

our company philosophy. We believe in using natural products, we are very colorful and our 

logo ‘naturally good’ speaks to the kind of work environment and work ethics that surrounds 
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our company, it is not just about our products. We felt we had these things in common with 

the Maasai people. It made good business to collaborate with them. Now, we sell the Maasai 

sandals all around the globe.” - Juan Peran Bazan-Vice President, Pikolinos Group. 

 

Corporate Culture at Pikolinos Inc. 

Pikolinos is a family business founded in 1984 and internationalized in 1989, barely five 

years after inception. By 2003, it had extended its presence to over 60 countries worldwide. Right 

from inception, Pikolino had a desire to create social value, but it was not until 2007 that it acquired 

the Martinelli brand and founded the Juan Perán-Pikolinos Foundation, creating the ‘Grupo Pikolinos’ 

(Pikolinos Group). Pikolinos Group is driven by its desire to create social value (through Juan Perán-

Pikolinos Foundation), economic value (by generating competitive returns for investors) and 

environmental consciousness (by using natural and non-toxic components). Pikolinos Group is 

engaged in a wide variety of activities ranging from tanning leather to manufacturing shoes to 

operating their own retail outlets. Pikolinos manages and processes the tanning of all their leathers in-

house. They pride themselves on crafted production and a diverse body of employees. They describe 

their talent pool as “a young, multitalented, international team of over 10 different nationalities”. 

They want to stay fresh and relevant in the global market and having employees from diverse cultural 

backgrounds helps them achieve that. Pikolinos Group’s commitment to creating social value is 

evident in their collaboration with over 16,000 families in countries such as Peru, Guinea-Bissau, 

India, Bangladesh, Pakistan and now Kenya and Tanzania, among a host of others. The company’s 

philosophy, as articulated by the vice president, Juan Peran Bazan is a natural fit with what the 

Maasai community stands for and what ADCAM was looking for in a partner. 

 

The Business Cycle of the Maasai/Pikolinos Project 

The Maasai/ Pikolinos business cycle consists of three main phases, as detailed in exhibit 3. 

In phase one, the focus is product design and recruitment of the artisans, phase two deals with the 

actual production and the third phase is about commercialization of the finished product.  

In phase one, Pikolinos’ design team prepares the initial design. The design is thereafter 



 10 

refined through focus groups consisting of Pikolinos’ suppliers and customers. According to Juan 

Peran Bazan-Vice President, Pikolinos Group, they have come to rely 100% on the Maasai women to 

come up with the color combinations.  

 

“There is something about the way the Maasai women combine colors. It is the animals, the 

sunset and sunrise on the horizon of the Mara; it is in the way they dress. It is just something 

so African, so unique, that we quickly realized that we could not master it. They combine 

white, red, orange and black and it looks astonishing. It is Maasai, it is African, you can pick 

it out anywhere you go around the world and say…Ah! That is Kenyan.” - Juan Peran Bazan-

Vice President, Pikolinos Group 

 

During this first phase ADCAM worked through its network of 11 women artisans’ 

cooperatives recruit artisans from Maasai Mara (Kenya) and Oloita (Tanzania), currently estimated at 

1600 women. A few men have joined these groups of artisans.   

Phase two focuses on training and actual production of the embroidered leather. This phase 

deals with a) training of the artisans, b) preparing and labeling of the raw materials, c) preparing pay 

roll, d) distribution and production of the embroidered leather and e) collection and quality control. 

Women's training. During the month of August, every year, ADCAM’s team trains the most 

skilled women from each cooperative. Each trained leader will subsequently train all artisans in their 

cooperative. The dynamics of learning is fully integrated and trainees work directly on the datasheet 

that is made for each shoe model. Besides training women on the Pikolinos’ production, the women 

also receive basic training on business skills and personal financial management. The women also get 

an opportunity to cross-train each other, for instance, the Maasai women of Kenya are better at 

building the manyattas while those of Tanzania are better at crafting ornaments. Business training is 

particularly important since it is the only way they can diversify their sources of income. 

Preparation. There are two logistic centers: Maasai Mara (Kenya) and Oloita (Tanzania). The 

logistics managers of each of these centers receive the leathers sent by Pikolinos, they buy beads and 

sewing kits from Narok Maasai market. The logistics managers and their support staff carefully pack 
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individual bags with the leather and the exact amount of raw materials for making each model. Each 

bag is given a serial number, which is used to track the material right from the raw material stage, to 

the embroidering stage, to assembly in Spain and ultimately to the final product. The serial is vital for 

quality control purposes and for tagging the final product as handcrafted authentic. 

 

Distribution and Production. Project coordinators in Kenya and Tanzania are responsible for 

distributing the raw material to 11 women cooperatives, creating a register of each woman’s work, 

and the payments made. Each artisan is given a model/design of her choice and the serial number is 

recorded. The pay rate for each model is publicized, the more complex designs fetch a higher rate 

than the simpler designs. The amount of work is assigned based on their track record. Exceptional 

workers may get slightly more pieces than beginners. However, each artisan is given just a few pieces 

at a time. Their stock is replenished upon completion of the initial assignment. There is no time 

restriction or a required schedule. The women are free to plan their schedule in a manner that is least 

disruptive to their traditional responsibilities. The women work in the comfort of their home and there 

is no factory or workshop to report to. When they need help, the head of their cooperative, as well as 

the project coordinators, are readily available. Everybody understands the significance of completing 

the assignments in a timely manner. Secondly, since the pay is based on piecemeal work, for every 

unit of work completed, the artisans are motivated to deliver in a timely manner.  

An interesting gender impact phenomenon of role reversal is emerging. Even though the 

women have not radically broken away from their traditional roles, it is not uncommon to find Maasai 

Warriors assuming some of the tasks that are typically assigned to the women, such as fetching water, 

childcare or cooking, in order to help the women meet their production demands. Women’s newly 

found earning capacity has also given them a voice in their families and earned them respect from 

their men. The elderly are also engaged, either directly in production or indirectly by providing 

support for family to facilitate production. 

Collection of the final product and triple quality control. The coordinators are responsible for 

collecting the finished product and replenishing raw materials. A triple quality control is done on each 

piece of finished embroidered leather. Each piece of embroidery has the name of the artisan who 
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worked on it and if there is a mistake, she is responsible for repairing it. Once the products are 

approved at the logistics centers, they are packed in boxes and clearly labeled with serial numbers and 

the names of the artisans who worked on each design and then forwarded to Spain. See a sample of 

the sandals in exhibit 4. 

 

The third phase involves assembly of the product in addition to marketing and promotion of the final 

product. 

Assembly and distribution. Pikolinos does the final shoes assembly in Spain.  By February, all 

models are usually in the stores. The final presentation includes a booklet with the project 

specification and a label with the name of the woman who made it.  

Marketing and Promotion. Every year, different media events featuring the Maasai leader, 

William Kikanae, are organized. The media campaign is carried out in North America, Europe and 

Japan. For instance, during 2013-14, a major campaign was carried out in a number of states in the 

USA. The main highlights were at Pikolinos’ pop-up store in Soho, a New York, opening and a gala 

dinner at the UN attended by important personalities from fashion, business and the media world. A 

global campaign featuring renowned model and trendsetter, Olivia Palermo was also launched. 

  Establishing other marketing channels. The fashion world is trendy and fast evolving and 

hence ADCAM recognizes that it is important to expand their clientele and broaden the Maasai 

product lines. Juan Peran Bazan-Vice President, Pikolinos Group, makes it clear that in about five 

years, he hopes that the Maasai community will not need his company. They are keen on developing 

the entrepreneurial skills of the community because they know that in the fashion industry, no product 

line lasts forever. Currently, ADCAM is working on silver jewelry prototypes with the Maasai motifs 

with the Italian company Massarelli, and they expect to market them successfully in 2015. 

Are we ready for the second phase? Rosa is now at a point where she is wondering if they are 

ready for the second phase of the symbiotic sustainable business model. If not, what should they do to 

get there (see exhibit 2)? 
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Market Linkages, Succession Planning and Overall Impact 

In the first phase ADCAM (International) focuses on capacity building and grooming leaders 

within the community. They see their position as spaning multiple markets and knowledge domains. 

Thus, ADCAM aims at diffusing its knowledge of the Maasai culture and spirituality to global 

markets and training the Maasai community on the need for quality control and adhering to strict 

deadlines. ADCAM is in the unique position of having the heterogeneous knowledge of the Maasai 

community in particular and indigenous communities in general, from their experience of working 

with disadvantaged indigenous communities across the globe. Moreover, ADCAM is headquartered 

in Europe and has a chapter in New York, providing access to western markets.  Coupled with its 

capacity to connect the disparate knowledge base of the disadvantage indigenous communities, 

ADCAM leverages a fast-paced dynamic western market. 

During the first phase, ADCAM has emphasized building market linkages, both local and 

international, as illustrated in exhibit 5. ADCAM (international) leads the initiatives in Europe and 

North American markets as well as in Japan and China. Rosa Escandell leads the team in identifying 

potential partners, designing prototypes of potential product lines and writing a business proposal. 

Currently, the Maasai community have a voice in the strategic direction of the planning but they do 

not have the capacity to participate in the strategy formulation. Their low level of formal education is 

a major hindrance. The face of the Maasai product lines is the Maasai leader William Ole Pere 

Kikanae. William is also the Director of ADCAM (Kenya). He appears in all promotional media 

coverage, he is the community spokesperson, and he has spoken in prominent forums such as United 

Nations conferences. William is being groomed as the international face and leader of his people. 

In terms of domestic and regional markets, ADCAM has made a tremendous effort in 

entrepreneurship training. Before the Pikolino-Maasai project, the Maasai women were not active 

participants in the local market. Currently, thanks to the income generated from the Pikolinos project, 

entrepreneurial training and microcredit facilities officiated by ADCAM, more Maasai women trade 

in the local market. The eastern market is still largely untapped. Whereas there is an active 

collaboration between Maasai community of Kenya and Maasai community of Tanzania, it is largely 

a labor pool rather than a market for the Maasai product lines. William, a group of Kenyan Maasai 
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elders, and the Tanzanian Maasai elders, are leading these initiatives. ADCAM (International)’s role 

is limited to facilitating training. 

ADCAM strives to foster community projects that sustain the development initiatives in the 

community. For instance, educating the next generation of Maasai children will ensure that the 

community will not only have a voice in the strategic direction of their development, but will actually 

be involved in the formulation and implementation of those strategies. Entrepreneurial training and 

microcredit is facilitated by ADCAM (International) and supported by Pikolinos. In a symbiotic 

relationship, there is mutual benefit for all parties involved. The entrepreneurial training creates a 

business mindset among the community. This is important because, in the fashion industry, the 

business cycle is short and seasonal. For instance, the Pikolinos-Maasai project is a five-month 

production cycle. Moreover, as Juan Peran Bazan, the Vice President of Pikolinos Group stated, the 

fashion is highly dynamic. Supporting the entrepreneurial training is Pikolinos’ way is preparing the 

community for the inevitable, as it is the nature of the industry. Rosa used her connections in the 

developed market (such as Tempe-Inditex Group also in the fashion industry) to generate initiatives 

that support the community wellbeing, such as clean drinking water and a charity camp. These 

projects are managed and led by the local community.  

Exhibit 6 summarizes the financial and non-financial impact of Maasai project. In 2014 alone, 

the estimated sales revenues generated from the Maasai product line was over 4 million US Dollars. A 

list of the non-financial impacts includes issues such as gender inclusion, which are imperatives for 

community development and sustainable growth. The Maasai-Pikolino project now covers over 1,600 

artisans in both Kenya and Tanzania. 

Capacity building and succession planning is a process and not an event, in some 

communities it may take a few years while in others it perhaps a couple of decades before transition is 

a viable possibility. How should Rosa and her team proceed?  
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Exhibit 1a: Map of Kenya depicting the major National Parks and Game Reserves 

 

 
Retrieved from: http://www.africa-travel-guide.com/wp-content/uploads/2012/04/Kenya-national-

Parks-map.jpg 
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Exhibit 1 b: Map of Mara Depicting Predominately Occupied by the Maasai Tribe 

 

 
Retrieved from http://masaimara1.blogspot.com/
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Exhibit 2: Symbiotic Sustainable Business Model 
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Exhibit 3: Business Model of the Maasai Project/Pikolinos Collaboration 

Phase 1: Product 

Design and 

Recruitment of 

Artisans  

(March-August) 

Phase 2: Production  

(August to February)  

 

Phase 3: Commercialization  

(November-August 

 

 

Pikolinos’ design 

team prepared the 

initial design and 

that is refined 

through focus 

groups consisting of 

Pikolinos’ suppliers 

& customers. 

 

 

ADCAM through its 

network of 11 

women artisans’ 

cooperatives recruit 

artisans from Maasai 

Mara (Kenya) and 

Oloita (Tanzania), 

currently estimated 

at 1600 women. 

Women's training.  
ADCAM team trains the most skilled women from each 

cooperative.  

 

Each trained leader will subsequently train all artisans in 

their cooperative.  

 

The dynamics of learning is fully integrated and trainees 

work directly on the datasheet that is made for each shoe 

model.  

 

Production:  

There are two logistic centers: Maasai Mara (Kenya) & 

Oloita (Tanzania).  

 

The logistics managers of each of these centers receive 

the leathers sent by Pikolinos, buy beads & sewing kits 

fromNarok Maasai market and prepare individual bags 

with the leathers and the exact amount of raw materials 

for making the different models. Each bag is given a 

serial #. 

 

Bags distribution with the raw material and 

production process: Project Coordinators in Kenya & 

Tanzania are responsible for distributing the material to 

different women's cooperatives, creating a register of 

each woman’s work, and the payments made.  

 

Each artisan is given a model of his or her choice and 

the serial # is recorded. The payment for each model is 

publicized.   

 

Collecting the final product and triple quality 

control:  

 

The coordinators are responsible for collecting the 

finished product & replenishing raw materials. 

 

A triple quality control is done on each finished 

embroidered leather. Each embroidery has the name of 

the artisan who worked on it & if there is a mistake she 

is responsible for repairing it.  

 

Once the products are approved, they are prepared in 

boxes in the logistics centers and forwarded to Spain, 

clearly labeled with serial #s and the names of the 

artisans who worked on each design.  

Assembly and distribution.  
Pikolinos do the final shoes 

assembly in Spain.   

 

By February all models are 

usually in the stores.  

 

The final presentation includes 

a booklet with the project 

specification and a label with 

the name of the woman who 

made it.  

 

Market presentation and 

diffusion.  
Every year different media 

events featuring the Maasai 

leader, William Kikanae, are 

organized. 

 

The media campaign is 

covered out in North America, 

Europe and Japan. E.g. 

Pikolinos Pop-up store in 

Soho, New York, opening & a 

gala dinner at UN attended by 

important personalities from 

the fashion, business and 

media world.  

 

Featured renowned models & 

trendsetter Olivia Palermo. 

  

Establishing other 

marketing channels.  
Fashion world is trendy and 

fast evolving & hence 

ADCAM recognizes that it is 

important to expand their 

clients’ network & broaden 

Maasai product lines. 

Currently they are working on 

silver jewelry prototypes with 

the Maasai motifs with the 

Italian company Massarelli, 

and they expect to market 

them successfully in 2015. 
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Exhibit 4: Sample of the Maasai Sandals & Maasai Women at Work 
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Exhibit 5: Market Linkage and Succession Planning 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

ADCAM’s Main Objective: Community Empowerment & Sustainable Development 

Community Empowerment through Market Linkages & Capacity Building 

Western Markets 
Regional Markets Community Projects & Capacity 

Building 

Domestic Markets 

Current Markets 

 Pikolinos in Spain 

 

 Massarelli in Italy 

(under negotiation) 

 

Key Players:   

 Rosa Escandell, 

President ADCAM 

(International) 

 

 Cristina Pérez, Project 

Coordinator, ADCAM 

(International) 

 

 William Ole Pere 

Kikanae, Maasia Leader 

and Director of 

ADCAM (Kenya)  

 

Current Market 

 Narok Market 

 

 Maasai Village 

 

Key Players:  

 The entire Community 

especially the women 

 

Current market: None 

 

Source of Labor 

 

Key Players:  

 The entire Community  

 

 William Ole Pere 

Kikanae, Maasia Leader 

and Director of 

ADCAM (Kenya) 

 

 ADCAM (International) 

facilitates training 7 

Community 

collaboration 

Resource & Capacity Building 

 ADCAM Vison School 

 Women Microcredit 

 Entrepreneurship training 

 Well for cleaning drinking water 

 Charity Camp 

 

Key Players:   

 Professionally trained teachers 

 The entire Community led by 

community leaders/elders 

 

 Rosa Escandell, President 

ADCAM (International) 

 

 Cristina Pérez, Project 

Coordinator, ADCAM 

(International) 
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Exhibit 6: The Impact of the Maasai Project 

 

The financial Impact of the Maasai Project (US $) 

Year Number of 

Units Sold 

Average price 

per Unit2  

Estimated Revenue 

Generated per Year 

% Increase in 

annual sales 

2011 

2012 

2013 

20141 

7,850 

11,000 

25,000 

25,000 

$122.40 

$136.00 

$149.60 

$163.20 

$960,840.00 

$1,496,000.00 

$3,740,000.00 

$4,080,000.00 

100% 

56% 

150% 

9% 

1Estimated Sales, the actual sales yet to be determined; 2Note that the unit price differ across models 

and markets…based on interview with Cristina Pérez, ADCAM Project Coordinator 

 

The Non-financial Impact of the Maasai Project  

 Gender equity and Gender inclusion (Maasai Project and Microcredit System) 

 Education (ADCAM Mara Vision School; Adult Literacy Education; Vocational 

Entrepreneurship training) 

 Health & Wellbeing (Drinking Water Project) 

 Eco-tourism (ADCAM Camp) 

 Number of beneficiaries as of 2014…over 1,600 artisans.  


