CASE STUDY2

INTRODUCTION

GG Naturals Pvt. Ltd. is a health-focused food processing venture established to tap
into the rising demand for nutritious and affordable snacks in East Africa. The company
aims to manufacture nutritional cereal bars that cater to the needs of health-
conscious consumers across Kenya and neighboring markets. With increasing
urbanization, lifestyle changes, and awareness of wellness and diet-related ilinesses,
the demand for convenient yet healthy food products has grown rapidly in the region.

The proposed manufacturing facility will be based in Kenya, strategically chosen for
its improving industrial infrastructure, access to trade routes, and strong support from
the government for agro-processing units. The company’s decision to enter the East
African market is backed by the region’s evolving food consumption patterns, youth
population boom, and growing middle class.

This case study presents a strategic and financial evaluation of the project — covering
its business model, capital investment, cost structure, and profitability outlook. It also
examines supply chain decisions, sourcing strategies, and compliance considerations
relevant to operating in an emerging market. The project is designed with scalability
in mind, with long-term goals to serve export markets and establish GG as a trusted,
affordable brand in the growing wellness snack segment.

BUSINESS MODEL AND CORE OPERATIONS

GG Kenya established for this business in Kenya, has designed a robust food
manufacturing and distribution model that blends structured production with demand-
based flexibility. The company’s plant, located on the outskirts of Nairobi, Kenya,
follows a linear operational flow from raw material intake — batching & baking —
packaging — dispatch. The core product, nutritional cereal bars, is developed
using regionally sourced ingredients like millet, oats, honey, and nuts, supplemented
with carefully selected imported additives to enhance shelf life and nutritional value.

The production model is semi-automated, using batch-based operations with a
designed capacity of over 12 MT per day across multiple SKUs. The product plan
outlines at least 8 active variants, including high-fiber bars, protein-enriched blends,
and sugar-conscious options — each aligned to a distinct health segment. Packaging
is done on-site using flow wrap and pillow pack formats to retain freshness and
support branding consistency across markets.

Logistics are managed through a hybrid model — primary transportation
outsourced, while last-mile delivery to urban retail hubs is managed by an in-
house distribution cell. The company follows an asset-light philosophy for
warehousing and uses a mix of contract packing vendors for export lines, enabling
lean operations while maintaining product quality and turnaround.

COMPANY BACKGROUND & VISION

GG Kenya was conceptualized in 2022 by a group of second-generation
entrepreneurs and food industry veterans (promoters of GG Naturals Pvt. Ltd. In India
and owners of the GG brand), backed by an African-focused venture capital fund,
Savannah Roots Capital. The founding team brings experience from fast-moving
consumer goods (FMCG), agri-supply chains, and nutraceuticals. Their vision was to



tap into the unmet demand for nutritious, affordable snack options in East Africa,
particularly among urban youth and health-conscious families.

Kenya was selected as the launchpad for this venture due to its strategic location,
rising disposable incomes, and supportive industrial policy. With a growing
middle class, improved infrastructure, and stable governance, Kenya offers the perfect
ecosystem to test and scale consumer food innovations. In particular, the
government’s focus on agro-processing under the “Big 4 Agenda” provided incentives
on land, machinery, and taxation—making it both viable and scalable from the start.

The company's long-term vision is to become East Africa’s most trusted health-
snack brand, specializing in cereal-based products that combine taste with wellness.
GG Kenya aims to not only cater to domestic markets but also to export to the
COMESA and GCC regions through a high-compliance production facility that meets
international food safety norms. Sustainability, nutrition, and affordability form the core
of its mission.

STRATEGIC DECISION-MAKING

GG Kenya’s project was built around strategic choices balancing production
capacity, cost efficiency, and market access. Based on forecasts, the plant was
designed with a daily capacity exceeding 12 MT to accommodate a multi-SKU
strategy across high-fiber, protein, and diabetic-friendly variants. This scale was
determined after evaluating market saturation points, retailer demand, and operational
breakeven thresholds.

The decision to set up in Kenya also considered the raw material availability vs.
import cost dynamics. Ingredients like oats and millet were to be sourced locally
wherever possible, while nutritional supplements and flavoring compounds were
planned to be imported from UAE and South Asia, as captured in the project’'s
logistics and import analysis. This allowed the company to optimize between cost and
quality in its formulation strategy.

Pricing was decided using a cost-plus model, targeting a gross margin of 30-35%
based on SKU complexity. Lower SKUs were priced for penetration in urban retail,
while export-targeted premium variants had a markup aligned with international
healthy snack pricing.

From a capital perspective, the project’s setup cost—based on the Capital Expenditure
estimates — was approximately USD 1.8 million, with machinery, storage, and food-
grade utilities forming the bulk. These decisions collectively supported GG Kenya’s
long-term viability and investor attractiveness.

CHALLENGES AND RISKS

Operating in Kenya, GG Kenya faces a unique set of external and internal challenges
that require robust strategic risk mitigation. A primary concern is currency volatility.
With several inputs—Iike flavor enhancers, food-grade preservatives, and certain
packaging components—being imported from the UAE and Asia, any depreciation
in the Kenyan Shilling (KES) directly affects landed costs and erodes margin stability.

Another major operational hurdle is the unpredictability of fuel and electricity
prices. Kenya’s energy sector is partially dependent on imported fuel, making factory
overheads susceptible to global price swings. This particularly impacts utility-intensive



processes such as baking, cooling, and air-conditioned storage—key elements in
cereal bar production.

On the human capital front, although labor is available, finding trained, food-
compliance-aware staff for quality control and packaging remains a bottleneck. The
company has accounted for this with planned training interventions and semi-
automated packing stations.

Regulatory uncertainty adds another layer of risk. Changes in import duties, food
labeling laws, or VAT rules could impact the cost structure. Additionally, double-
digit food inflation and rising logistics costs within East Africa require frequent
revalidation of pricing models to protect margins and maintain affordability across
urban and semi-urban retail markets.

PROJECTED FINANCIAL PERFORMANCE

GG Kenya is structured to follow a gradual but healthy financial growth trajectory
over the first 5-7 years of operation. According to its financial projections, the
company is expected to generate sales revenues that start modestly in Year 1, scale
up as new SKUs and distribution markets are activated, and break even by Year 3,
driven by economies of scale and channel expansion.

Based on modeled income statements, the company’s EBITDA margin is projected
to stabilize at ~18-20% by Year 4, improving as fixed overheads are spread across
higher production volumes. Net profit after tax (PAT) is expected to become positive
by Year 2, as initial depreciation and setup costs normalize.

The cash flow statements suggest a strong working capital position by Year 3,
supported by steady receivables and controlled inventory cycles. The balance sheet
reflects increasing retained earnings over time and a healthy equity-to-debt ratio, given
the founder's decision to limit borrowing.

Overall, the projections show a business built on volume scaling, cost management,
and product margin control, with long-term growth enabled by steady reinvestment.
This financial outlook positions GG brand as a credible player in the East African
health-food manufacturing sector.

COST STRUCTURE AND UNIT ECONOMICS

GG Kenya has built its costing model on a lean structure, combining local material
sourcing, controlled fixed overheads, and scalable variable expenses. Each
nutritional cereal bar unit is costed with a detailed component analysis across
materials, labor, packaging, energy, and indirect overheads.

Based on preliminary costing models, the raw material and packing together make
up nearly 55-60% of per-unit cost, with key inputs like oats, millet, and flavor bases
sourced both locally and regionally. Labor and utility costs account for 5-8%, factoring
in packaging line staff and fuel/electricity used for baking and cooling processes.
Overheads, including management, quality control, and administrative costs and
selling expenses contribute the balance.

The company operates with a target contribution margin of 40 - 45% depending on
SKU complexity and market destination. Premium variants carry higher gross margins
but also higher packaging and ingredient cost, whereas economy SKUs are priced
tightly to ensure market penetration.



GG Kenya’s costing approach is built to adapt with scale. With growth in sales volume,
fixed cost absorption improves, gradually increasing operating margins over a 3-5
year horizon. Continuous monitoring of cost trends, import pricing, and local supplier
negotiations remains critical to safeguarding the margin structure.

CAPITAL INVESTMENT AND FUNDING STRUCTURE

GG Kenya was established with a clearly structured funding approach that combines
strategic equity infusion with long-term debt. The total capital expenditure (CapEx)
requirement for the cereal bar facility was approximately USD 1.8 million, covering
machinery, utilities, site development, packaging lines, and initial working capital.

Of the total investment, 60% was funded via equity contributions from the
promoters and a regional venture capital fund (Savannah Roots Capital). The
remaining 40% was financed through a term loan from a development finance
institution, repayable over seven years with a 24-month principal moratorium. This
financing structure helped maintain a healthy debt-to-equity ratio in the initial years,
with limited pressure on operating cash flows during ramp-up.

The Capex estimate highlighted key investment areas: ~35% was allocated to
production machinery, 25% to building and infrastructure, 15% to utility setup, and the
remainder to food-grade packaging automation and pre-operational expenses.

Loan repayments were planned based on forecasted EBITDA and tax outflows, with
yearly installments increasing in alignment with profitability. The company also
structured its taxation and depreciation benefits under Kenya’s agro-processing
incentive schemes to improve post-tax earnings and generate a positive return on
capital by Year 4.

PROFITABILITY AND RETURN METRICS

GG Kenya's financial projections demonstrate a viable and scalable investment model,
with an Internal Rate of Return (IRR) of 16.19% over a 10-year period. The Debt
Service Coverage Ratio (DSCR) remains above 2.0 consistently, indicating a strong
ability to meet loan obligations.

The company expects to reach breakeven in Year 3, and the Payback Period is
calculated at 5.31 years. By Year 3, it projects a Return on Investment (ROI) of
22% and a Return on Capital Employed (ROCE) of 15%, sustained steadily in
subsequent years.

A detailed sensitivity analysis reveals that profitability is highly responsive to
changes in material costs and product pricing. A 5% drop in selling price reduces
IRR to 9.87% and severely impacts PAT, while a 5% increase in price enhances IRR
to 22.56% and nearly doubles Year 3 profits.

Scenario analysis also suggests that omitting key SKUs like digestive or cracker
variants drastically reduces IRR to 3.58%, rendering the model unattractive. These
insights emphasize the importance of product mix, pricing discipline, and raw material
cost control for long-term viability.




