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SCALlNG THE
ICONIC BRANDS

Icons are platforms, not just companies—
they propagate jobs, standards and export
capability through entire ecosystems.”

Mahesh Punia

ICONIC BRANDS:
ENGINES OF GROWTH

WLiveBean

Kenya doesn’t need to keep picking
winners.... They’re already on our shelves,
in our wallets, and across our airwaves.

The real growth engine lies in scaling our
iconic brands — firms that have already
cleared the toughest test: TIME.

With outcome-linked policies, smarter
finance, modern boards, and relentless
execution, we can turn household names
into regional champions and regional
champions into continental leaders.
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Policies must Incentivize Outcomes not Subsidize Inefficiency

Kenya already offers Special Economic Zone (SEZ) incentives, but all of these are not differentiators.
The missing piece is sharper, outcome-linked instruments that reward production, exports and
formal job creation in a transparent, digital and time-bound manner. The point is not to subsidize
inefficiency, but to flip the economics of the next factory line, the next ERP upgrade, the next
export-grade production line.

Policy Menu: Scaling Kenya’s Icons
K-PEC (Kenya Output-linked credits that pay against independently verified
Production-for-Exports Credit) | incremental tonnage/units shipped and documented payroll
growth; automatic claw-backs if targets are missed.

Scale-Up Fast Track in SEZs Priority land, utilities, and permitting for firms committing to a
defined export and jobs ramp, reviewed annually.

Accelerated Depreciation & Extend and simplify enhanced investment deductions for plants

Tooling Support outside Nairobi/Mombasa to tilt capex toward counties.

Export Missions for Brands Government-led roadshows that sell Kenya’s consumer brands
alongside traditional commodities; tie support to export KPIs.

Board Modernization Code Voluntary disclosure of board skills matrices aligned to strategy;
recognize compliance in listing and credit scoring.

Talent & Technical Uplift Vouchers for ISO/HACCP/GMP and digital manufacturing
certifications; tax credits for accredited training.

Green Industrial Tariff Predictable, time-bound power tariffs for manufacturers that

Windows add export capacity and jobs, paired with energy-efficiency KPlIs.

What banks and DFIs must change: lend to performance, not just

Kenya now has the legal plumbing for better risk-sharing, movable collateral registries and public
guarantee schemes, but utilization remains patchy. For iconic brands, lenders should pivot to
instruments that reflect operating reality: cash-flow lending with covenants tied to EBITDA and
inventory turns; revenue-based facilities for new product lines; capex-backed growth loans with
milestone disbursements linked to commissioning and throughput tests; and structured LBO
support when strong brands consolidate smaller players.

DFls need to recalibrate their impact thesis. In Kenya and across Africa, impact isn’t confined to
green energy or carbon projects; for wananchi it shows up as formal jobs, wage growth, and skills
transfer. The fastest route is enabling scale in proven mid-market champions while incubating the
next wave. DFls should channel more capital to these platforms using blended structures, local-
currency term debt, first-loss or pari-passu guarantees on capex and working capital, and KPI-
linked concessional tranches that step pricing down with jobs, exports, and productivity targets.
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Boards and Management: Upgrade for Scale

Many legacy companies staff boards for symbolism over strategy. That will not deliver a 2-3x
step-up. Boards must add directors with earned operating scars, regional supply chains, ERP/plant
digitization, export compliance, and capital markets.

Management must build a high-performance culture: zero tolerance for mediocrity, clock-speed in
decisioning, and incentives aligned to cash generation and on-time, on-quality delivery.

Treat HR as performance architecture and not as a personal assistant to the CEO, recruit for
capability, coach continuously, measure to output, and reward transparently.

“Above all, CEOs must be visible. High-performance cultures aren’t built by absentee
chiefs, running side hustles or putting on the green”

Advisory Firms must Transition from PowerPoints to P&L Accelerators

Professional services firms need to evolve and fast. Kenya doesn’t need more back-office strategy
decks developed by some knowledge center in farway by individuals who never even visited Kenya;
it needs partners who co-own outcomes. Boards should contract for design-build-operate-transfer
of improvements, not just “studies,” and tie compensation to real operating results: throughput
gains, unit-cost reduction, working-capital days cut, on-time commissioning, strategic alliances
formed, revenue and EBITDA uplift.

e Qutcome-linked fees: 30% to 50% at risk against pre-agreed KPIs and milestones.

e On-site execution squads: Advisors/operators embedded on the factory floor and with
distributors, weekly sprint reviews, not quarterly slide shows.

o At-risk/catalytic capital (where appropriate): fee-at-risk to align incentives without creating
conflicts.

e (Capability transfer with a sunset: Clear skills handover, SOPs, and dashboards so benefits
persist after advisers exit.

e Open-book assumptions & verification: Transparent models, quarterly independent
measurement, and a simple public scorecard to the board.

e |ocalisation over templates: Solutions built around Kenyan supply chains, utilities, labour
markets and regulation, not imported “best practice” slideware.

“Don’t buy slides; buy outcomes.”
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The Execution Playbook

o Operational efficiency: Fix bottlenecks, digitize OEE, cut downtime, optimize energy mix.
e Supply chains: Secure inputs, backward integration, strengthen cold-chain and last-mile.
o Portfolio discipline: Kill weak SKUs, focus on hero products and premiumization.

e Smartfinance: Use blended facilities; force banks to compete on terms.

o People & culture: Treat HR as strategy—talent pipelines, scorecards, coaching.

e Scale: Replicate plants, standardize processes, aim for top-3 in EAC/COMESA.

e Go-regional: Exploit rules-of-origin, SEZs, distributor JVs.

e Strategic alliances: Partner with majors on manufacturing, tech, packaging, distribution.
e Equity: Sell minority stakes to strategic investors to fund scale, while protecting control.

“Execute relentlessly, because only execution accelerates the multiplier of business.”

A National Program to Scale Icons

e lconic 50 + Scorecard: Publish 50 top Kenyan brands based on hard data (revenues, jobs,
exportreadiness). Give each a bespoke three-year scale plan, linked incentives, and a lender
consortium with partial guarantees and a national dashboard/scorecard that makes
performance visible and prestigious.

e Export Missions: Promote Kenyan consumer brands abroad alongside commodities.

e Board Code: Launch a voluntary Board Modernization Code: disclose board skills matrices
aligned to strategy; reward compliance in listings and credit scoring.

e Talent & Tech Uplift: Vouchers for standards and digital manufacturing certifications.

e Special Power Tariff Windows: time-bound power contracts linked to exports and jobs.

o Duty Rebates on Inputs: Targeted rebates on inputs that directly boost export
competitiveness in priority sectors.

“National scale demands national programs, transparent, time-bound, and proudly measured.”

The payoff

Doneright, this is the fastest route to more and better jobs in counties; stronger FX from value-added
exports; and a deeper, more resilient tax base.

Kenya’s icons have already cleared the market’s harshest test: time. The next test is scale.

The world will not wait, but itis ready to partner. With smart policy, modern finance and upgraded
governance, Kenya can turn its household names into regional champions, and its regional

champions into continental leaders.
Editor’s note: Brand references reflect public domain information on Kenyan corporates and sector leaders.
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Asante Sana
Thank You

Livebeanpartners.com

Disclaimer: This document is intended for informational and strategic discussion purposes only. It does not
constitute legal, tax, or investment advice. While care has been taken to ensure the accuracy of the analysis,
LiveBean and the authors accept no liability for decisions made based on this publication. Stakeholders are
encouraged to seek professional advice tailored to their specific context.
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