
MICROFRANCHISE BUSINESS MODULE

BUSINESS ANALYSIS & PLANNING

The !gure below displays the di"erent components that must be contemplated while evaluating the 
potential for an ACF business franchise startup in a given location.  The following pages cover these 
issues in more detail # the whys and the hows.  Additionally, a more wide#ranging view of business 
planning can be found in Franchise Launch: Business Analysis and Planning $FullFranchisePlanning.pdf%.  
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Pre-startup analysis drives success
Prior to business launch, each of the issues below needs to be addressed.  A summary of each issue 
is followed by more specific examples.  Following many of these subsections is a framework for 
evaluation - Weak, Moderate or Strong - which gives more concrete guidelines for evaluating a 
potential microfranchise. For assistance in this analysis, access additional ACF resources (and 
contact ACF for direct assistance).  Obviously, not all information will be easily accessible or possible 
to acquire, but the more information that is sorted out before launch, the more successful we can 
expect the process to be.  However, no one of these issues is indispensable.  The ACF 
microfranchise program is designed with simplicity and ßexibility in mind. When Þnished, please 
communicate your Þndings via the MS Word template Potential Microfranchise Market Feasibility 
[FeasibilityReport.doc] to ACF so that they might better serve you in your mission.

People
People are at the core of the ACF enterprise - and of any ACF franchise.  Who we work with matters - 
the right person will increase the likelihood of sustained business operation and positive outcomes.  
Working with the wrong person may lead to contradictory goals.  Ensure that the relationship is a 
positive one, based on a shared vision for a !double-bottom-line" business (one that positively affects 
its community while earning a proÞt).  This ethic will spring from a sound value system that we look 
for in local contacts, as well as in target communities.

1. Established Communication Relationship

ACF franchises are designed to be implemented through existing communication linkages (ongoing 
internal-external relationships).  Program and technology transfer works best if it does not have to Þrst 
establish trust.  When this occurs through an existing linkage [external partner], resources (and 
time) won"t be wasted on forging a new relationship, there is increased likelihood of program 
adaptation, and there is a preexisting relationship for program support and communication 
maintenance throughout operation.

This established communication relationship has been predominantly found through church/
missionary contacts.  These relationships have often been going on for years - and some for 
decades.  Other like relationships will work equally as well - whether it be through business, a non-
governmental organization, a friend / relative, etc.

Weak: Neither party knows the other well.  This may be a very new relationship, or a 
relationship forged with the once-off goal of launching an ACF Microfranchise.

Moderate: Each party knows the other through regular contact.  This may involve former 
program implementation, yearly support trips, or other methods of work and contact.  The 
internal contact may still be skeptical of the external contact.  Communication between visits 
is weak.

Strong: There is regular contact between the parties and a background of successful 
collaboration.  Communication between visits is maintained.

2. Local Trust Relationship / Potential Franchise Owner

This is our local on-the-ground contact [internal partner].  He/she is most likely the potential 
business owner [franchisee]; but equally may serve as a liaison to the franchisee.  The internal 
partner should be of a sound value system and hold the respect and trust of the community which the 
ACF franchise business will strive to serve.  His/her early participation will include being an !early 
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adapter" of the technology.  When trusted locals, such as our internal partners, !buy in" to the solution 
an ACF franchise provides, the community is more likely to adapt the technology.

Currently, Aqua Clara has interacted with a variety of local trust relationships.  Often, these internal 
partners have work / positions of authority, and are not the ‘lowest of the low’ in economic terms.  
Good partners include teachers, preachers, development/community workers, medical personnel, 
and many others.  It may be that in certain environments, females are more well-suited to this role 
than males, being in certain environments more connected throughout the community, more driven by 
humanitarian concerns, and used to the tasks of water gathering as well as tending to the sick.  

Weak: The internal partner and/or franchisee does not hold the explicit trust of their 
community, or the external contact, or both.  Follow-through on past work/projects has been 
sporadic.  His/her understanding of the proposed ACF project and motivation may be in 
question.

Moderate: The internal partner and/or franchisee may have the trust of the community yet is 
not passionate about the water issues addressed by an ACF microfranchise; or, equally, may 
be passionate about the ACF program yet doesn’t have the explicit trust of the community.

Strong: The internal partner and/or franchisee has the trust and respect of the community, a 
sound network across their community and others, and is passionate about addressing the 
needs of their community.

3. Communication Maintenance Capability

Once a franchise has been launched, its capability to effectively communicate with ACF for outside 
support may determine the rate of its expansion - or even the success of its operations.  There needs 
to be a capability for regular communication between the internal and external partners - and to ACF 
when needed.  Ideally, the external partner will maintain his/her relationship with the franchisee, will 
provide franchise support, and will contact ACF for assistance and advice when necessary.  This role 
[program manager] is detailed in the ACF Program Manager Module [ProgramManager.pdf].  
Regardless of who maintains this link, the link itself is important for a variety of reasons: 1) To 
maintain quality control (which may include sporadic water quality testing) which can then be a 
!branded" marketing tool - proof positive of the units" effectiveness; 2) To track units built, so that 
sufÞcient quantities of ACX disinfectant are constantly available; 3) To allow for the sharing of new 
programs and products designed to serve the local community while driving business expansion; 4) 
Troubleshooting with the help of ACF when any technical, business, or other problems may arise; and 
5) To share lessons learned as well as successes to ACF so that it may in turn share relevant 
information with other programs - insuring that the worldwide program is continually improved towards 
the end goal of reaching the greatest number possible of those in need.

This communication linkage can take several forms.  Ideally, there will be access to the internet, if 
only on an irregular basis (i.e. trips to the market for supplies coinciding with trips to the internet cafe, 
school, etc.).  This also requires basic computer literacy.  Some operations have been set up to take 
advantage of partnering programs, and a local liaison acts as a ‘circuit rider,' checking in on different 
operations and being the focal point for all internal-external communication.  One has sought ACF 
support in maintaining a central communication hub with internet access.  For some, the phone may 
remain the best means of communication.  A regular external to internal call can be made relatively 
inexpensively (see Program Manager Module).  For others, the main communication link may remain 
regular trips by the external partner.  

Weak: There is no access to communications technology, or such access is remote and very 
inconvenient.  Visits are the primary communication tool.
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Moderate: There is access to basic communications technology.  This includes phone access 
as well as internet access (if only through a cafe or another contact), along with basic 
computer literacy.

Strong: There is access to communications technology, including the internet, which is used 
with relative frequency, and the contact is computer literate (basic programs: email, word, 
excel, etc.).

Place
While the ACF water puriÞer is designed for easy construction, maintenance, and functionality in a 
variety of environments, there are certain locations in which the success of a business based around 
puriÞer construction will be more likely.  

1. Water Source

The ACF water puriÞer is a solution to water quality problems.  Therefore, it is important to deÞne the 
problem before implementing its solution.  When possible, a water test is highly recommended - to 
determine both biological and chemical contamination.  This test will not only establish, in detail, the 
need for water puriÞcation, but will serve as a comparison point for later water testing.  That is, once 
functioning puriÞers are in place, the output water will be tested and compared with the input water - 
which will verify proper functionality while being a useful business tool that: 1) Will prove to local 
power structures (government, community leaders, health workers, etc.) that the ACF puriÞer is a 
functioning solution to a serious problem; and  2) Will be an advertising tool, exhibiting to potential 
customers the actual difference in water quality.

This water testing is often done through a local university or through whichever lab conducts water 
quality tests for the government.  However, in some locations such testing has been delayed to the 
point of total impotence (for instance, a vial of source water must be tested within days to produce 
adequate results, and in once location, this has repeatedly taken months for the local university to 
conduct).  When that is, or may be the case, ACF has access to simplified testing procedures that it 
can provide to establish water quality.  Although when it is possible, it is best to test water using in-
country professionals.  Some ACF operations have found that the local government is quite 
suspicious of their activities until output tests are conducted - at which time the government has often 
been ready to support the program.

Weak: Water testing cannot be sourced locally and testing material and personnel is 
exceedingly costly and/or challenging to get to the target community.

Moderate: Water testing may or may not be able to be sourced locally.  If it cannot, there is a 
well-educated local community member who may be trained in simple water analysis with a 
provided testing program.  Additionally, sending material to the community is not a significant 
challenge.

Strong: Water testing can be efficiently sourced locally.

It is also important to establish how and from where members of the proposed market [potential 
customers] access their daily water supplies.  What is the source?  Well, stream, river, rainwater, etc.  
How far away is it?  How much is transported - and how is it carried?  Or do potential customers 
purchase their water through a water delivery company?  If that is the case, what do they pay?  How 
much do they use?  What is the community"s opinion of the currently used water?  Regardless, the 
current as well as future (the source to be used with the ACF puriÞer) source should be known and 
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understood.  Knowing this, as well as the water quality, will allow the franchisee and ACF to estimate 
market potential and to better orchestrate a marketing strategy.

Many franchises are established in locales where locals are sourcing water straight from 
contaminated surface water sources.  Knowing the illness, time, and firewood that they save through 
ACF purifier use can be an effective marketing and adaption tool.  Others - notably in Oaxaca, Mexico 
- are established in regions where many locals are being served through water delivery programs.  
This cost can be several dollars a day.  Thus, they are quite excited by the cost-saving potential of the 
ACF purifier, and this becomes a significant marketing tool.  

2. Community

The ACF franchise business program is designed to go where it"s needed and desired.  One of the 
Þrst tasks in pre-startup analysis is to determine the local citizenry"s vision and description of needs.  
It is beneÞcial to understand community-wide hopes and needs, rather than just the potential 
franchisee"s.  That way, the ACF franchise can hope to Þt as well as possible into the community 
vision and be an active component of the framework for achieving it.  

Regarding water issues speciÞcally, general awareness of water quality problems is obviously a 
positive.  Any medical statistics, or even related stories, are beneÞcial to know, especially when they 
are related to water and illness.   General market-area knowledge is important as well.  Power 
structures and governance can inform who needs to be on board as an early adaptor to increase 
success potential.  Knowledge of local programs and communication networks can help effectively 
shape the ACF franchise.  Also, access to community centers, schools, and faith centers (churches, 
etc.) should be deÞned, as these can be used as focal points for community instruction and 
adaptation.

Obtaining in-depth community knowledge allows the ACF franchise to be properly adapted to its local 
environment.  For instance, in Nicaragua, it has been beneficial to receive the endorsement of the 
local government representative; that endorsement has led to larger purchase orders.  In Chiapas, 
Mexico, ACF has launched operations in conjunction with a locally run operation of traveling medical 
technicians; this has utilized their connections more effectively than any centralized operation would 
have.  In Kenya, regular cross-community women’s meetings have been used to spread the word and 
increase interest in ACF purifiers.

Weak: The community is completely at ease with its water source, which looks clean (which, 
of course, is not synonymous with safe), and the push for change comes from the outside.  

Moderate: Community leaders and others understand the water problem, but many within the 
community may be uninformed, or uninterested in changing the status quo. 

Strong: There are obvious problems with local water sources, and a variety of stories confirm 
that bad water causes disease and death.  The community desires a solution to a widely 
understood problem.

The size and concentration of the market population should be known.  That is, how many 
households are in the immediate vicinity?  Who makes household purchasing decisions?  Importantly, 
what is the buying power of the average household?  Are there successful micro-credit programs 
operating in the area (and thus understood)?  How are for-proÞt businesses - and businessmen/
women - thought of?  Is the franchisee known in outlying communities?  Does the franchisee have 
contacts that may serve as a link to these communities?

Understanding market size and purchasing power will give good insight into expectations for business 
establishment, operation, growth, and income-producing prospects.  For example, a small, 
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decentralized market area may be served by a franchisee in a part-time capacity that will produce 
community benefit and minor income for him/her, while a larger, more centralized market area with 
some disposable income may offer the opportunity for larger business operation, producing a larger 
income and perhaps employment opportunities for others.

3. Transportation

There are two transportation issues that need be resolved.  One is the transportation link between 
supplies/materials and the business construction site.  It is important to know the distance and 
approximate transport capacity, time and cost by each available method (boat, truck, motorbike, bike, 
etc.).  The other is the transportation method among the target market population itself.  The same 
questions should be asked of this, while keeping in mind the weight and inherent difÞculties involved 
in transporting the puriÞers themselves (even as !do-it-yourself kits" (DIYK puriÞers) with individually 
bagged sand layers - see the ACF document Manufacturing, Marketing & Distribution 
[Manufacturing/Distribution.pdf] for a more detailed analysis of these issues.

The ACF purifier can be manufactured using local materials - but these materials may have to be 
sourced at a market that may be some distance away from the franchise business site.  It is important 
to note by what method these materials can be garnered.  Do they need to be transported by car/
truck?  How much can be carried at once?  Or - can these be delivered when ordered, and for what 
charge?  Thinking through this to find the most economically efficient transportation method possible 
is very important.  For instance, in Kenya a scheme has been implemented involving using bicycle 
trailers to deliver DIYK purifiers.

Weak: Transportation between the nearest market and the community is distant, difficult, 
expensive, and perhaps only seasonably available.

Moderate: Transportation to the nearest market is simpler and cheaper than above, yet still a 
significant burden.

Strong: There is an effective year-round transportation link between the proposed community 
and the nearest market.  There are a variety of methods for transport - and for managing 
transport costs.  Ideally, the distance is short.

Things

This is the simplest aspect of ACF franchise creation.  These are the physical inputs - and special 
care has been taken to insure that these are the most common of materials.

1. Tools Needed

While the tools are basic, it is necessary to know from where they are available.  Basically, one needs 
to know where the local marketplace is, and to verify that each of these tools are available.  
Additionally, the cost of this tooling should be accurately estimated, and the capability of the potential 
franchisee to meet this cost noted.

Generally, tooling cost is covered by either ACF or an external contact.  The expense of business 
launch is covered as ‘good faith’ collaboration with the franchisee, it being understood that he/she will 
continue business operation with a ‘double-bottom line’ mentality.  It may come to pass that this 
tooling cost (as well as other startup costs) can be pooled into a micro-loan to be repaid with profits, 
or that the franchisee would have the means to finance this on his/her own.

http://www.aquaclarafound.org
http://www.aquaclarafound.org


www.aquaclarafound.org                                                                                                                          7/7

2. Materials Needed

There are two sets of materials that need to be procured on a regular basis.  The Þrst is the material 
set required for puriÞer body construction.  This set is generally light and its components can be 
purchased at local markets across the world.  The second is the Þller material.  This material may be 
purchased as presorted, may be purchased in bulk form and then sieved by the franchisee, or may be 
sourced off the land (digging for sand, gravel and rock to sieve).  See the ACF document 
Manufacturing, Marketing & Distribution [Manufacturing/Distribution.pdf] for a more detailed 
analysis of planning related to material sourcing, delivery, and related planning.

When transport to and from a marketplace is expensive in both time and money, it may be most 
effective to purchase in bulk to keep transport costs down on a per-unit basis.  Regarding filler 
material, many ACF franchises are currently purchasing sand, gravel and rock from local construction 
companies, who deliver in bulk.  However, much of this still needs to be sieved by the franchisee to 
meet specifications.  Some franchisees may find it beneficial to purchase some, while sourcing and 
sieving the bulkiest portion of filler material (the fine sand) as closely as possible to the final purifier 
placement.

Weak: Materials are expensive and/or difficult to find.  Filler material is expensive and difficult 
to source.

Moderate: Materials are found, yet filler material is either expensive or difficult to source 
locally (through ordering or digging/sieving).

Strong: Materials are commonly available and inexpensive.  Filler material is common and 
inexpensive if purchased and delivered, and may even be found and sieved by hand nearby.

3. Production Space

The Þnal issue to be sorted before franchise launch is where business storage, operation, and 
production will occur.  Construction being simple, no specialized space is required - merely space.  It 
is thought that ACF franchises will remaining primarily home-based businesses, although the program 
is fully ßexible and it may be found that in certain instances a different facility may be more conducive 
to franchise success.  The location must be one with sufÞcient space for storage and construction, 
must be secure enough to prevent inventory theft, and should be convenient to its target market.

Production space necessary depends thoroughly on the size of the business - which in turn depends 
on the size and potential of its target market.  If the market and plans are small, a small space is 
needed, as most builds will likely be done on an as-needed basis (perhaps even onsite).  If the ACF 
operation has widespread community support, a community center or community space may be 
utilized for construction and/or basic storage (as is the case in Infierno, Peru).  If the franchise has a 
large target market and large potential, a larger space may be needed for storage and construction.  
However, as the tooling is minimal (and can be transported in a small case or bucket), each franchise 
can adapt to its changing circumstances as they occur.  A preliminary examination will merely help 
with initial planning.
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