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Preface 
First of all I would like to thank Marmoleria Leonesa for giving me the opportunity to practice my internship in their natural stone company. I would like to show my appreciation especially to Victor Gonzalez, CEO, who guided me during these 20 weeks. He is the one who gave me this internship in the first place and he gave me feedback and tips during my internship to improve myself. 

I never thought that I would actually like to work with natural stone. It is a product that can be used at so many places which makes it an interesting and a big market with a lot of different opportunities. I was not aware of the possibilities of natural stone and how much we make use of it in our daily life.

Secondly, I would like to thank my colleagues with whom it was a pleasure to work with. They were always there for me, if I had any questions and also to give me advice. It was a pleasure working with them. 

Thirdly, I would like to thank my supervisors from the Hogeschool Utrecht, Eline Hofman and Gert Lijkendijk who have guided and helped me during these weeks. Eline Hofman, thank you for your involvement & feedback every week.

And last but not least, I would like to thank the Hogeschool van Utrecht for the last 4 years. It was a pleasure to study International business & languages and what I really liked the most was that they gave me the opportunity to study abroad. The experience of studying in Spain was the best thing I have done till now. 

Executive summary

This report is a result of a 20 weeks internship at Marmolería Leonesa and it has the aim to investigate if the Dutch market is interesting for ML and what they strategically have to do to be successful in the Netherlands. 

Marmoleria Leonesa would like to know if the Netherlands is a country where they can increased their turnover and build on valuable long term relationships.

1. Introduction


Marmolería Leonesa wants to know if the Dutch natural stone market is interesting for them and how they can make a successful entrance into the market. 

ML is the leader on the Spanish natural stone market but it’s difficult to find new business partners. The Spanish market isn’t doing very well because of the economic crisis. 
One of the main reasons that Marmoleria Leonesa wants to enter the market in the Netherlands is that the Spanish market is saturated for them. They also want to search for new international partners because they are not making any profit at the moment. 

Marmoleria Leonesa buys natural stone and turns it into final products. They intend to sell these final products to new business partners.
The whole process will be done by ML, from making the product to delivering the products to the end consumer. 

They are not only known for their strong presence in Spain, but also for their growing international presence. ML would like to increase and enter more countries with their natural stone products and service. At this moment The Company’s portfolio consists primarily of long-term relationships. They would like to search for new customers and build on long term relationships in the Netherlands. Before they even know if they can build new relationships, I first have to find out whether the Dutch market is even interesting for ML. If it seems that ML could have some chances on the Dutch natural stone market, then I will advise what they strategically have to do to get a good entrance into the market. 


1.1 Description of the problem definition



Main question: Is the Dutch market interesting for ML and what do they strategically have to do to be successful in the Dutch natural stone market? 

I must resolve the following Sub-questions to be able to answer the main question:

What kind of company is Marmoleria Leonesa?

What is their financial situation?

Which commercial, technical, personnel & material resources do they use?

Which Demographic trends are there in the Netherlands?

How is the economic situation in the Netherlands?

Which social-cultural trends are their in the Netherlands? 

Which Technical, Ecologic & political trends are their in the Netherlands?

Which are the standard rules in the Netherlands? (Laws & regulations)

How big is the natural market in the Netherlands? (Market size)
What is the market growth with regard to natural stone?
Which markets are there in the Netherlands with regard to stone? (Segmentation)
Who are the biggest suppliers to the natural stone market? 
Where are the largest providers situated? 
Who are the biggest competitors and what are their strengths?
Which providers are already in the stone market?  
Which price developments are their in the Dutch natural stone market? 

How many natural stone is imported by the Netherlands every year?

Which products does the Netherlands import & export?

From which countries they import natural stone?

What kind of natural stone do they mostly import? (Product group)

What are the customer’s needs?
What are ML strengths, weaknesses to enter the market?

Which are the threats for ML? and where do they have to look out for? 

Where are the opportunities for Marmoleria Leonesa?
Where can they the best focus on?(which products)

1.2. Objective


Marmoleria Leonesa would like to increase the turnover in 2011 by 10% through new trade partners in the Netherlands. 

1.3. The research method


For executing an effective, clear and relevant research I am going to use the two research methods, desk and field research. These two methods are mainly relevant for solving the problem definition.  

Desk research:
Marmoleria Leonesa´s internal information such as buying, selling, and extraction of customer portfolio belongs to the desk research.

I am going to use data that already exists. I am going to look for internal sources of the company, publications of governmental and non-governmental institutions and free data access on the internet. I want to find information about the competitors in their annual company reports  and commercial databases. Desk research is very important for helping me answering my main question.
	Internet, 

	Industry information ( (branch) magazines,

	Official statistics of the Dutch market (CBS ‘Centraal Bureau voor de Statistiek’  and
CPB ‘Centraal Planbureau’, 


Field research:
By collecting and creating new information, outside my workplace, I am going to use field research. Data collection and survey research are going to help me with my project. The field research consists of information which is obtained from external sources, such as: 

	Information of the ‘ direct’  and ‘ indirect’ competitors,

	Interviews, 

	Customer satisfaction survey,


The aim for using the field research method is to gather additional information which normally cannot be obtained by using only desk research.  The field research will consist of a quality research which can be made by making a questionnaire and having interviews or contact with Dutch players on the market.  

Areas
My plan is to investigate a large number of companies, through a quantitative survey. I want to get a lot of information about the product, needs, prices and way of working. When I know more about the market and the companies I will find out which marketing tools I am going to use to be successful on the Dutch natural stone market.

I'm going to look for the needs regarding to natural stone and analyze the competitors and their way of working in the Netherlands through a qualitative study.
Applicable marketing models

During this research I have used the several marketing models:

	SWOT-analysis (Strengths, Weaknesses, Opportunities, Threats)


	Internal- and external analysis 


	Confrontation matrix  - A several combinations are made:
Opportunities 
-
Threats
Strengths
-
Threats
Weaknesses
-
Opportunities
Weaknesses
-
Threats


	Marketing mix (4 P’s) 


	Five forces model of Porter
1) The supplier power.



2)  The buyer power.
3) The availability of the substitutes and products.
4) Threat of new entrants to the market.
5) Internal competition of players on the market.


	Maba-analysis 


	3 C model (Ohmae) 
  
1C: corporate based strategy: maximize the strengths of the company and use it to beat the competition on the natural market. 

2C: customer-based strategy: Market segmentation and dividing to the customer needs. Where the most costumers’ needs are and is the market attractive for ML? Where do they make a good chance to offer the products? 

3C competitor based strategy: Look for advances that ML has en corporation with the competition. And use these advantages to be better than the competition.  



2. Intern analyse

2.1. Micro factors

Marmoleria Leonesa

Marmoleria Leonesa is a parent holding company which comprises the following: Petrabor Producción SL, Marmolería Leonesa SL and Marmolería Asturleonesa SL;, the last two companies having more than 40 years of experience in the natural stone market. 


The company stands out for its leading position in the Spanish market and its increasing presence internationally. Marmolería Leonesa currently occupies an area of over 100.000 square meters in León, a small city in the north of Spain, and an ideal setting for storage, transport and distribution of materials. The Company also has offices in Madrid and Asturias.

Marmoleria Leonesa has a lot of partnerships with quarries and suppliers worldwide but aims to increase agreements, which guarantee the supply of every kind of natural stone, such as granite, marble, limestone, sandstone, basalt, slate and also artificial compact stone. The company counts on more than 800 stone references.

· A wide experience in import and export of natural stone, having strategic partners in China, India, Turkey, Brazil, Portugal and Italy.

· Own transport to and from any place, which guarantees supply and delivery of stone in a short period of time. 

The company is defined by a constant renewal and it relies on both advanced technical means and professional human resources, serving over 700 clients every year. The most important customers for ML are Corte ingles (well known commercial centre in Spain) and big projects such as renovating the León Cathedral and Plaza San Marcos. They work on hotels, shopping centres, public buildings, private houses, paving, interior/ exterior design and corporate buildings. See annex 1 (page 3- 8) for examples of important customers of ML over the last two years.
2.1.1. Financial resources

Based on the financial report: see Annex 2 (page 9-17) I can conclude that the financial situation of Marmoleria Leonesa doesn’t seem very good. They had a medium low business risk in 2009. (This information is based on the financial situation at the end of 2009.) The risk that the company will not have adequate cash flow to meet its operating expenses is medium low, but if the company continues the way they are doing right now the business risk will get higher.

Marmoleria Leonesa has a very good treasury, an average debt and an excellent balance which could be seen as strengths of the company. Their profitability is null, which is a weakness and at the same time a threat for the company’s future. 

If they are not going to make any profit in the next few years it will be very difficult to stay afloat and it might lead to the end of the company’s existence. 

This is one of the main reasons why ML wants to go international. They want to know if there are any chances for them on the Dutch market. For now they have debts and a very good treasury but if they aren’t making any profit this could be change in a negative way. The debt will increase and the treasury will decline as well. 

If we take a look at the balance we can see that comparing to 2009, the net worth has fallen. Also, we can see that the non current liability and the current liabilities have increased, compared to 2008, which is a threat. The sales decline which we can see in the profit and loss account analysis. The net results of the turnover are 0.09 % in 2009 and 1.58% in 2008. This is a huge EBITDA difference (earnings before interest, taxes, Depreciation and Amortization).

2.1.2. Commercial resources 


At this moment the company is using different kinds of media, such as free publicity which was carried out by a newspaper/ magazines that could be found in annex 3 (page 18-24). Also the website of ML (www.petrabor.com) and direct marketing (by telephone) are used. But these activities are only used in Spain. On the Dutch market they haven’t done anything commercial yet. They are unknown in the Netherlands. 

2.1.3. Technical resources

The progressive increase in the productive activity is a result of the automation of processes, incorporating the most modern technology: programmed diamond wire, numerical control equipment, turning machines - 5.000 tons of natural stone are processed every year. In annex 4 (page 25-26) shows which machines are used by ML.



2.1.4. Natural resources

ML is a natural stone company and buys their products in Spain, China and India. They are buying different kinds of marble, granite, lime- and sandstone. In annex 5 (page 27) is an overview of the places where the stone is mined in Spain.

2.1.5. Personnel resources

The staff consists over 150 people working directly in the company and over 200 people working indirectly for the company (self-employed people and co-operative companies). 90% of the staff are involved in the execution of the offers, which is a competitive advantage for the company in the industry.

ML contains 152 employees which can be categorized in:

· Office employees divided in :

Departments: marketing, distribution, sales, administration, acquisition, documentation and production.

· Storage room(s) employees.

· Employees who work outside the ML subsidiaries.


[image: image6.jpg]




The number of Marmoleria Leonesa´ employers was higher in 2008 than in 2009. In 2009 there were even less employees. We can see that they are economizing and therefore they are working with a lot with students. These students are doing their internships for six months at ML.

Marmoleria Leonesa counts:

· Number of fixed employees: 78,72%

· Number of temporary employees: 21,28

Employees’ evolution
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Value chain

	Supply: Diversification of suppliers at national and international levels, with strategic agreements. They are buying natural stone in India and China for example. But they also have suppliers in Spain itself.  


	Technology: The technological factor as a basis for development, bringing the company security, reliability and expansion, achieving an economy of scale. They are making use of the newest machines which makes it possible to answer to its customers’ needs. 


	Production: A process in constant growth: continuous investments in mechanical engineering and automation in sizing, formatting and finishing. They buy the natural stone in blocks (raw product) and cut them, depending on what the customers wants, into slabs or tiles. Even if the customer wants whole finalized products it is definitely possible. In Holland this is a important thing because the Dutch market depends on 100% on finished products. 


	The Product: Building, civil works, restoration, internal and external decoration are the company’s activity lines. They are working with all kinds of natural stone. For example; marble, limestone, sandstone in different colours and operations of the stones which they buy in China, India, turkey and Spain. 


	The Customer: The main strength of the company. ML had over 700 customers every year. They only have customers in Spain and want to get new international customers. If the customer has any questions they can call the office and will be helped directly . They don’t have to search or wait a long time, because ML is responsible for every process, so they can help the customers right away which is a hugh strength of the company. 
 

	Innovation: A distinguishing element in the strategy. Collaboration with Private and Public Institutions in the planning and implementation of projects. 


	Quality: Setting out a proper Quality System, On the basis of  the ISO 9001 standard, which guarantees standardisation in the procedures and quality assurance. They’re standing for good quality products. There a lot of ways to get cheap natural stone but ML prefers quality above cheaper, less quality, natural stone. They pay attention to CSR. They always check the companies of whom they’re buying from. If it’s about a new partner, they prefer to visit them and meet them in real life so they can see what kind of company their dealing with.  


	People: A team that stands out both for their skill as well as their commitment to the company and the customer. Communication is settled in a good way. For example; the office exists in a open work place which makes communicating very easy.



2.1.7. Material and Technical Resources


The process
Marmoleria Leonesa offers every kind of material: marble, granite, limestone, slate, sandstone, pavers, and compacts, for example. As I said before, they buy the natural stone in China, India, Turkey and Spain. They buy unfinished products and finish them their selves at the factory in Leon. The final products are sold to the customers. They also sell half finished products. For example natural stone slabs/ tiling’s: Floors, kitchen tables, and walls. If the customers want, ML could also lay the slabs and tiles. In summary, ML does everything from making/ finalizing to transporting and placing the whole product. 
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2.1.8 Ansoff-model
After making the intern analyze I created an Ansoff model. 

This model gives a company a good impression of what the opportunities are when it comes to increasing the turnover through analyzing of the current products and markets. 

Marmoleria Leonesa wants to increase their turnover by developing a new market, the Dutch natural stone market. At this moment their not making any profit in Spain and they need to increase their turnover to ´stay alive´. 

The strategy growth is determined with this model.

Marmoleria Leonesa is only active on the Spanish natural stone market. They have every kind of natural stone and are able to make all kinds of products. 

The Dutch natural stone market is new for Marmoleria Leonesa and the products are current products, because they have every kind, we are talking about market development. 
A market development strategy targets non-buying customers in currently targeted segments. This can be applicable to Marmoleria Leonesa. It consists of current products and a new market. The company concentrates on customers who used the same or a couple of products from other companies. 

Marmoleria leonesa needs to find potential companies by offering the current natural stone products on the Dutch market. ML should get the attention of these companies by using different kinds of marketing tools. First the companies have to know of ML existents and from then on they can search for partnerships.  
3. Extern analyze

3.1. Macro factors

3.1.1 Demographic trends
The Netherlands is inhabited by 16.5 million people making it the 9th most populated country in Europe. The Dutch population grows to 17, million inhabitants in 2050.

The Dutch population is slowly ageing; almost 15% is over 65 years. The percentage of people over 65 is estimated to increase to 23% by 2030. This segment of the population generally is substantially wealthy, which can have a positive influence on the consumption of natural stone in one form or another (interior design, art, or gardens). In the long term there will be an increased demand for funerary art (i.e. tombstones and urns). The financial crisis also strongly affects the elderly in various ways (e.g. pension cuts and declining housing prices), though the elderly are more attracted to buying high-end, expensive natural stone products. 

*http://minvws.nl/dossiers/ouderen/vergrijzing/default.asp (15-12-2009)

*CBS, Bevolkingstrends, 1e kwartaal 2009
3.1.2. Economic trends

According to Eurostat the Dutch inflation rate went up from 1.6% in 2007 to 2.2% in 2008. 

Compared to other countries inflation in The Netherlands is relatively low. The average inflation rate in the EU was 3.7% in 2008. 

The current economic slowdown, especially in the EU and US, is also affecting the natural stone market. It has lead to a large surplus of natural stone that now is being dumped on the EU market. This is true for low, as well as, high quality stone. The Dutch consumer benefits from this development but this could be a problem for ML because they might not be able to compete with these low prices. 

There are fewer new homes built and the number of new completed houses will fall this year to 62,000. After a record number of nearly 83,000 completed homes in 2009, followed a huge decline. In 2011 the market will reach a low point of 60,000 homes that will be built. This has definitely an impact on the demand of natural stone. The building industry is one of the biggest consumers of natural stone.  

From 2012 they expect a slow recovery. Under the influence of economic improvement is expected that the number of new houses increases to 64,000. 

The figures are based on the expectation that the economy and housing market recovers slowly in 2010. 

*Eurostatistics 2009
* www.rtlnieuws.n/binnenland 
 3.1.3. Political trends

Dutch buyers and manufacturers are implementing labels and management systems, guaranteeing sustainable production and sourcing throughout the supply chain. The Dutch government has set sustainable procurement targets that oblige it to purchase a 100% sustainable products by 2010. Moreover, the Dutch national eco-labelling Foundation, Stichting Milieukeur (SMK), developed a certification scheme for furniture (including kitchen and bathroom furniture), in which requirements for materials consisting of stone were formulated. They specifically concern the extraction of natural stone. Another initiative on sustainable production and sourcing of natural stone is the Dutch Working Group on Sustainable Natural Stone, which developed a code of conduct for natural stone (http://www.indianet.nl/pdf/codeofconductnaturalstone.pdf) that lays down sustainability criteria on labour, and environmental issues, and sets operational requirements. The largest Dutch importer, Michel Oprey, one of the founding members of SMK, urges suppliers to work according to the code. The Dutch Natural Stone Trade Association (ABN) is also one of the members of the working group and can be contacted for more information. DC exporters that take a pro-active approach to the issue sustainability might find market openings easier.

Standards and rules 

Some imported products have to adhere to certain national technical rules that lead to approval. They are also mandatory directives and regulations of the EU. On the other hand, there are volunteer technical requirements imposed by market competition. 

In the Netherlands, the organization that centralizes the issues of standardization is the Netherlands Institute of Normalisation (Nederlands Instituut Normalisatie, NNI). The NNI works in collaboration with the Netherlands Electrotechnical Committee (NEC), responsible for standardization activities in the electronics sector. 

Voluntary certification is the responsibility of a number of certification bodies, grouped in the Dutch Council for Certification (Stichting Raad voor de Certificatie), an agency review, inspection and accreditation of such entities. 

There is in the Netherlands a growing trend towards the certification of products and services. This is considered proof of quality and safety, inspires customer confidence and increased sales potential in the Dutch market. 

ISO quality standards are increasingly considered in the business as a competitive through quality certified. 



Intellectual properties 

The Netherlands are part of the Paris Convention for the Protection of Industrial Property and the Convention Establishing the World Intellectual Property Organization (WIPO). Specific issues regarding patents, is a signatory of the Treaty on Cooperation Treaty (PCT) and the Munich Convention for European Patents - one of the headquarters of the European Patent Office is located precisely in the Netherlands, in Rijswijk. With respect to trademarks, the Netherlands are part of the Madrid Agreement Concerning the International Registration of Marks and the Protocol. 

*www.wetten.nl
* http://www.iec.ch/online_news/etech/arch_2001/etech_0101/spotlight.htm
*http://eur-lex.europa.eu/nl/index.htm
Resolution of contractual disputes 

Once a contract dispute arises between two parties, if they can’t solve it by settlement (arbitration awards are binding in the Dutch courts, as long as they meet minimum requirements of validity), they turn to the courts. In case of defaults, is often used first to the collection agency. The Economic and Trade Office in The Hague has additional information in this regard.

*http://www.recht4all.nl/wetten/wetten.htm

* www.nni.nl
*https://www.overheid.nl/
3.1.4. Ecological Trends

There is an increasing focus on environment and sustainable products (respectively 56 and 5.6 million hits on Google).
The query "sustainable trend 'delivers approximately 145,000 hits in Dutch.
More and more companies want to make a good impression with corporate social responsibility

Dutch processing companies are increasingly processing natural stone materials from sustainable sources and implementing environmental management systems in their production process. For example, the Dutch Natural Stone Trade Association (ABN) is trying to get national support for the code of conduct for natural stone which incorporates corporate social responsibility elements which is developed by the Dutch Working Group on Sustainable Natural Stone.
CSR
The construction sector has a major impact on sustainability. Of all commodities in the world, 50% is used in the construction process. Waste is one of the largest waste streams. Therefore it is important to pay a lot of attention to sustainable building.

Sustainable construction means that during the building process there will be taken care of mineralizing the damage to people and environment. Uses of less durable and reusable building materials are important. Sustainable construction means making the buildings flexible in their functionality so they can be used longer.

To build more sustainable, major steps should be taken in the next few years. Collaboration and trust are of vital importance. Therefore themes such as integrity, integral construction (different parts of the building are jointly responsible for the final result) a crucial role.
*http://www.indianet.nl/natuursteen.html
* http://www.mvonederland.nl/

3.1.5. Social-cultural trends

Consumption trends and developments 

Due to high prices of real estate in The Netherlands renting a home is popular in comparison to surrounding countries. In contrast to the renovation and remodelling of bought houses, renovating or remodelling of rented houses is usually brought down to the bare essentials. Only later on in life, when a house is bought, it is more likely that consumer durables, including natural stone, will be purchased.  In the last year, housing prices have been under pressure. This makes it easier for first-time buyers to purchase a house. House owners will be reluctant to sell their current house to upgrade to a newer and/or more expensive house. Renovations are therefore expected to increase. Natural stone products often used in renovations will therefore likely be more in demand. 

Over the years, Dutch households have become smaller due to various reasons: the number of divorces has increased, relatively fewer children are born and people stay single longer or value having their own homes. The natural stone and stone products market has been benefiting from this trend: although households are getting smaller, kitchen and bathroom areas are getting larger, which fuels the demand for, for example, natural stone tiles and kitchen countertops. 

In addition to cream and beige, brown tones have been and remain the most popular colours. In recent years, black toned colours have also come into fashion. These colours are usually used in certain parts of the house like bathrooms and kitchens, reflected in the growing demand for black/gray or gray/blue kitchen counter tops made of Belgian blue stone (or imitations). A new trend is the growing popularity of white toned colours. As a result, the demand for marble in the colours off-white, soft pink and soft yellow is slightly growing. 
Bigger-sized tiles for interior and exterior flooring and cladding, including exceptionally large square (90 cm x 90 cm) or rectangular tiles (60 cm x 120 cm), are also popular at the moment. 

Another important development in the natural stone market is the growing popularity of composite materials like quartz. Composite is engineered stone made up out of small particles of granite and natural minerals such as quartz making it a competitor for suppliers of strict natural stone products. It can be used for kitchen countertops and tiles. The advantages of composite include a wider colour range, its durability and weight (lighter than natural stone). Although the price is often similar or even higher than natural stone quartz is becoming a serious competitor for natural stone. The quartz market is dominated by two brands Silestone and Caesarstone. Erbi http://www.erbi.nl), a Dutch natural stone processor, has the exclusive right to sell Caesarstone on the Dutch market. 

Dutch consumers are increasingly interested in authentic, natural and sustainable production and sourcing. In line with this trend, in The Netherlands natural stone is marketed more and more as a sustainable product with high durability and good properties for heat preservation, thus marketed more effectively in comparison to its alternatives. 

* http://www.wonenonline.nl
3.1.6. Technological trends

Importantly, there is a proliferation in the Netherlands in on-line banking and electronic instruments of transfer. Cheques have not been used in the Netherlands since the introduction of the euro in 2002, and practically the same can be said of letters of exchange. As in Spain, it is frequently observed that the use of means of payment for commercial transactions are documentary, in fact, the conditions for opening a letter of credit may be even more flexible. The choice of instrument or another based on criteria are similar to those followed in Spain (safety, trust between the parties, frequency of transactions, costs, etc.). De Nederlandsche Bank (www.dnb.nl) is the central bank. 

Dutch processing companies are increasingly processing natural stone materials from sustainable sources, and implementing environmental management systems in their production process. For example, the Dutch Natural Stone Trade Association (ABN) is trying to get national support for the code of conduct for natural stone, which incorporates corporate social responsibility elements developed by the Dutch Working Group on Sustainable Natural Stone. 
The ABN has also introduced a trade mark (Keurmerk Natuursteen) in the natural stone sector, enabling companies to distinguish their products from the growing number of foreign products in the Dutch market. The trade mark guarantees a certain quality of processed natural stone, providing competitive advantages. At present, 18 Dutch companies have been awarded with the trademark. 

Finally, from a competitive point of view, improved technologies, such as the computer numerical control (CNC) machines, have turned out to be beneficial to the natural stone processing industry in The Netherlands. Dutch processing companies are increasingly working with slates of natural stone that have been calibrated in such a way, that they are ready to be processed by CNC machines. CNC machines automate the machine tools that are used to fabricate components by the selective removal of material. CNC machines are computer-driven, and operating parameters can be altered via software programs. The main advantages of CNC machines are that they are fast and accurate, influencing prices and quality. Therefore, it is important to know what kind of slates are demanded by the buyers. 
* www.smeltcoster.nl/Static/.../industrie_machine
* http://zakelijk.infonu.nl
3.4. MABA model

The MABA-model, developed by McKinsey, stands for ‘Market Attractiveness, Business Assessment’. Its intension is to analyze the Dutch market based on the successfulness as well as the attractiveness and indicates ML competition business strengths which are needed to succeed on this market.               

When it comes to the market attractiveness, information such as market size, market growth, competitive intensity, buyer power, barriers of entry are for ML the most valuable information which had to be examined. Market share, Quality, Productivity, R&D and price are important to conclude their competition position on the natural stone market. 
Market size 

The natural stone market in the Netherlands isn´t very big. Only a couple of wholesalers and about 640 small companies are active on the Dutch market. 

The score on this point is 6.0 which is medium high. 

Market Growth   
The short-term future for the natural stone market does not look good. Due to the economic slowdown and worldwide financial crisis the turnover growth in the construction sector, the largest consumer of natural stone in The Netherlands, was markedly lower (-6.0%) in the fourth quarter of 2008 compared to 2007 and will be reduce a 10 % in 2010.

The score at this point is 10 which mean that there is a future for the Natural stone market but because of the economic crisis it is hard to say when it will be getting better.


Competitive Intensity

Because of fierce competition, processing companies are more and more sourcing semi-finished stone products from abroad instead of processing raw material themselves. Because the value they add to their products is declining, processing companies are looking for ways to compensate their losses. This change in activities also changes the relationship with the wholesalers and importers. An upcoming trend is getting products from DC countries. These countries offer the same quality products but for a better price. These competitors are a threat for ML.

Buyer Power

The sore at this point is 9.0 The Dutch market depends for 100% of imports but there only a few natural stone wholesalers. Because of this small market their power is high. 

Because of the fact that there´s not only a lot of competition from the EU countries but also from the DC countries, Which makes the competition under the offering companies high,  the buyers have a lot of choice.  They can choose with whom they want to work and from whom they want to buy. 

Barriers of entry

The Dutch market isn´t very easy to enter. There are a lot of rules and certifications. Dutch buyers and manufacturers are implementing labels and management systems, guaranteeing sustainable production and sourcing throughout the supply chain. The Dutch government has set sustainable procurement targets that oblige it to purchase a 100% sustainable products by 2010. 

Market share
Because marmoleria Leonesa is new on the Dutch market they haven´t got any market share yet which means a score of 0.
Quality
They have more than 40 years of experience in the natural stone market. means and good human resources. They know how to work with all kinds of natural stone and are using the best machines. Quality is very important for the Dutch costumers. They are willing to pay a larger price for the products if the quality is good. 

Quality of the products is very important and ML, scores 25 on this which is the ultimate score

Productivity
Marmoleria Leonesa is known by continue increasing in the productive activity as a result of the automation of processes, incorporating the most modern technology: programmed diamond wire, numerical control equipment, turning machines which are the best machines. 5.000 tons of natural stone are processed every year. This makes that they have a good score at this point. 
Research & Development

The company is defined by a constant renewal and it relies on advanced technical resources. ML and take care of renewal and always looks for the best and latest machines. The score is 13.75 which is good.

Price 
The price is not so good. The score here is 6.0.

Marmoleria Leonesa is a lot more expensive then the DC countries and is a little bit more expensive than the others Spanish competitors. 
The current economic slowdown is affecting the natural stone market in the Netherlands. It has lead to a large surplus of natural stone that now is being dumped on the EU market. This is true for low as well high quality stone. This has an influence on the prices. 
Conclusion

The market attractiveness and competition position of Marmoleria Leonesa show that it´s attractive to operate and search its potential customers on this market. The value score of the market attractiveness is namely 51.75 and the competition position 52.25 which shows the position of ML on the market. 

ML has a good knowledge of producing and working with natural stone which they can use as one of their strength to differentiate them from the others. But there´s an tupcoming trend from the DC countries which makes this harder. 
Market attractiveness

	
	Weight
	Rating
	Value

	Market size
	0.15
	40
	6.0

	Market growth
	0.25
	40
	10

	Competitive Intensity
	0.25
	85
	21.25

	Buyer power
	0.20
	45
	9

	Barriers of entry
	0.10
	55
	5.5

	Total
	1.0
	
	51.75


Competition position
	
	Weight
	Rating
	Value

	Market share
	0.20
	0
	0

	Quality
	0.25
	100
	25

	Productivity
	0.10
	75
	7.5

	R&D
	0.25
	55
	13.75

	Price
	0.20
	30
	6

	Total
	1.0
	
	52.25


	         Competition position                      
                           Strong        Medium       Weak        

	Market Attractiveness
  Low                  Medium                     High         
0              33                   67             100
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3.2. Meso factors

The general trade structure within EU countries consists of two segments: importers of semi-finished products (blocks and slabs) for further self-processing, and importers of finished products. Importers of semi-finished products are either medium or large companies in the stone processing industry (such as tile manufacturers or stonemasons) or wholesalers. The processing industry consists of companies producing finished goods such as tiles, tombstones, and custom-made kitchen countertops.
3.2.1. Competitors analyze

In the EU there are three countries that are earning more money by exporting natural stone to the Netherlands than Spain, see annex 6 (page 28-29). Spain is taking the 4th place of the EU members. Germany, Belgium and Portugal are the biggest competitors in the EU. Outside the EU there is China, Turkey, India and Brazil. These countries are the biggest competitors based on global natural stone. For the typical Spanish natural stone other Spanish companies are biggest competitors. 
There are two companies that are important in the Spanish natural stone market, based on their market share and size. 
The two biggest Spanish natural stone companies are:
Cosentino Group
http://www.cosentinogroup.net
[image: image3.jpg]



	Cosentino Group
	Marmoleria leonesa

	Website options in 8 languages 

( including the Dutch language)
	website only in Spanish

	All kinds of Spanish natural stone products
	Same range of natural stone products

	Good international prices
	Higher prices for same products


Piedraland
http://www.piedraland.com/ 


	Piedraland
	Marmoleria Leonesa

	Website option in 2 languages
	Website only in Spanish

	All kind of products: stone, Spanish- and international natural stone, quartz
	All kinds of Spanish and international natural stone

	Competitive prices
	Higher prices


Conclusion
Cosentino and Piedraland are ML biggest competitors. They offer the same products for better prices. They are international orientated and successful in Europe. Especially Consentino is international operating company. To compete on international scale with these companies it is important to begin with giving ML website more languages options (English and Dutch)
Consentino is already active on the Dutch market; they even have a Dutch language option on their website. It is important to search for advantages compared to Consentino. 

For example: They can focus on the products that are extracted in the North of Spain. Consentino is located in Almeria, the south of Spain and Marmoleria leonesa in León, the North of Spain. This way they can win on the transport costs. Consentino needs to transport the products from the North to Almeria to finalize them (the Dutch market only needs finalized products). See annex 6 for the Geologic situation of natural stone in Spain. The number 1-8 are an advantage for ML and also could be the numbers 9 and 10. 
3.2.2. Market description 

The natural stone sector in The Netherlands is relatively small and made up of mainly young but mayor players such as wholesalers and importers. Dutch production is mainly locally orientated. Only companies located near the borders with Germany and Belgium have a more general tendency to export their finished stone products abroad. There are approximately 640 companies active that sell to the construction sector (45%), funerary sector (45%) and renovation sector and other (10%). 

Market segmentation 

The Dutch natural stone and stone products market can be divided into the following user segments: 

1. Building industry; by far the biggest consumer of natural stone in The Netherlands. (45%) 

2. Funeral industry; a large retail sector selling funerary art to the consumer, such as tombstones, gravestones and urns. Natural stone for funeral art is very common in The Netherlands especially tombstones. The increased popularity of cremation in The Netherlands has led to an increased demand for urns. 

3. Natural stone processing industry; a relatively small industry (in contrast to surrounding countries as Belgium and Germany). (10%)
Consumer market; other retailers including Do-It-Yourself (DIY) outlets, garden centers and tiles specialists continue to gain importance in selling directly to the consumer. 

Total imports 
The Netherlands imported € 259 million of natural stone and stone products in 2007, a little under 2 million tonnes. Dutch imports increased by an annual average of 12% between 2003 and 2007. In comparison, EU imports increased at a slower pace (+8.9% per year).The Netherlands is the 7th largest importer in the EU, above Poland (3.7%) and below Belgium (7.9%), accounting for 6.4% of total EU imports. Germany (14%) and Italy (14%) are the largest importers in the EU followed by the UK (13%), France (12%) and Spain (9.0%). Eastern and Northern European countries are for various reasons (i.e. size and living standard) generally smaller importers of natural stone. 

When I compare the figure it becomes clear that the increase in the consumption of monumental & funeral products (+7.7%) between 2003 and 2007 mainly benefited imports (+14%) and to a lesser extent Dutch production (4.7%). This supports the assumption that The Netherlands is becoming more reliant on imported natural stone at the expense of Dutch processors.

34% of the total value of Dutch imports comes from intra-EU countries. This comes down to € 88 million with a volume of nearly 1.4 million thousand tonnes. The most important intra-EU suppliers in value are: Belgium (11%), Germany (7.5%), and Italy (6.9%). The market share of intra-EU countries has gone down by 24% between 2002 and 2007. Of the large suppliers Belgian has lost the most market share (-20%). 

Imports by product group 

In the table below we can see all imports of natural stone and stone products divided into different product groups: 

	Imports by leading suppliers to The Netherlands
2003 - 2007, share in % of value
	2003
	2005
	2007
	CAGR

	Product group: 
	Value 
	Volume 
	Value 
	Volume 
	Value 
	Volume 
	

	Blocks & slabs 
	42 
	1’429 
	36 
	1’319 
	46 
	962 
	2.3%

	Landscape design 
	16 
	272 
	25 
	311 
	32 
	190 
	19%

	Monumental & funeral 
	127 
	n.a. 
	165 
	n.a. 
	171 
	n.a. 
	7.7%

	Total 
	185 
	n.a. 
	226 
	n.a. 
	249 
	n.a. 
	7.7%


Table: Dutch consumption per product group 2003 - 2007, € million/1,000 tonnes

*CAGR: Compounded annual growth rate 

Source: Eurostat (2008)

The most imported intermediate stone products in 2007 were siliceous blocks & slabs (14%) and calcareous blocks & slabs (9.3%). Imports of finished stone products mostly consisted of siliceous funeral art (23%), sets, curb stones and flagstones (21%) and calcareous funeral art (8.9%). 

The total imported value increased by 12% per year between 2003 and 2007. The imports of the product groups within the finished stone category grew significantly: flooring & cladding (+14% per year), funeral and other art (+14%) and landscape design (+13%). The import of blocks & slabs grew not as pronounced (+6.6%). Blocks & slabs now account for only 25% of total Dutch imports. The reason behind this is that DC are supplying the EU market with finished stone products at the expense of Dutch producers and processors. 

Import from Developing countries 
In 2007, more than € 134 million (63%) originated in DC with a volume exceeding 717 thousand tonnes (34%). This means that DC are exporting natural stone products with relative low price/high volume in comparison to other EU countries. The overall market share of DC has grown from 41% to 63% over the period from 2003 to 2007. Moreover, the market share of DC in The Netherlands is higher than the DC share in the EU (53%). China, India and Turkey are the most important DC suppliers to Dutch market with a market share of 41%, 9.6% and 5.6% respectively. Most of the important DC supplying to The Netherlands have increased their imports substantially between 2003 and 2007: China (+35% per year), Brazil (+33%), Vietnam (+28%) and Turkey (+12%). 

· Flooring & cladding (+29% per year) 

· Landscape design (+27%) 

· Funeral and other art (+23%) 

· Blocks & slabs (+22%) 

The dropping demand will also influence the level of imports. DC imports have grown well above the average level of growth. Therefore, DC imports are expected to keep growing not as pronounced as in previous years. 

The average price of natural stone increased by 16% per year. In comparison, prices in the EU increased by only 5.3% per year. Dutch prices increased in the following product groups: landscape design (+17% per year), blocks & slabs (+15%) and flooring & cladding (+0.3%). Prices dropped in the product group funeral & other art (-10% per year). In general prices of natural stone imported from DC has shown the least growth (+1.7% per year) compared to imports from other countries (intra-EU: +11%, extra-EU: +7.1%). 

This supports the assumption that the Dutch natural stone and stone products market is threatened by increased competition from DC suppliers. In recent years technology and know-how have slowly transferred to low-wage countries. Some manufacturers of raw material in important supplying countries like China and India are now able to produce accordingly to the quality demands of the Dutch market. These countries are also in the comfortable position of having the first pick of raw material, giving them an important competitor advantage. As a result The Netherlands will increasingly import cheap but quality stone. 

Total exports 

In 2007, The Netherlands exported a total of 440 thousand tonnes of natural stone products which represented a value of € 86 million. This makes The Netherlands the 9th largest exporter in the EU with a market share of 2.1%. The EU market knows just two large exporters namely Italy (45%) and Spain (28%). Neighbor countries Germany and Belgium account for 3.6% and 4.9% respectively. The contribution of new EU Member States is still relatively small; of these countries Poland and the Czech Republic are the largest exporters accounting for 0.9% and 0.6% respectively.

Future growth will be depending on the development of foreign markets. Since almost 95% of Dutch exports go to other EU countries expectations are that exports will go down due to the negative economic situation in most important EU markets. 

Production 

In 2007, the Dutch processing sector is not a large sector with a production representing only € 77 million. The Netherlands does not extract natural stone and figures indicate that it only processes monumental & funeral products. The Netherlands is ranked 12th based on the production of finished stone products, above Finland (0.6%) and below Poland (1.1%), accounting for 1.0% of total EU production. The EU market is dominated by Italy (39%) and Spain (28%). Other important producers are France (7.2%) and the UK (6.5%). 
Dutch production per product group between 2003 – 2007, € million/1,000 tonnes

	
	2003 
	2005
	2007

	Product group: 
	Value 
	Volume 
	Value 
	Volume 
	Value 
	Volume 

	Blocks & slabs 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 

	Landscape design 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 
	n.a. 

	Monumental & funeral 
	64 
	n.a. 
	86 
	n.a. 
	77 
	n.a. 
	4.7% 


In recent years, Dutch processing companies have had fierce competition from suppliers of finished natural stone products from developing countries (DC). Low prices (low wages), improved quality (improved technology) and the rising number of suppliers has made it difficult for natural stone processing companies in The Netherlands to maintain their market positions. 

Dutch production increased by 4.7% per year. This can partly be explained by the growth of the Dutch market. Other factors that have been beneficial are better processing technologies, improved services and the focus on exclusivity and craftsmanship (niche markets). It is expected that due to increased globalization of the natural stone market and improved international communication, the Dutch natural stone processing sector will face hard times in the next few years. 

Because of fierce competition, processing companies are more and more sourcing semi-finished stone products from abroad instead of processing raw material themselves. Because the value they add to their products is declining, processing companies are looking for ways to compensate their losses; for example by shifting more towards retailing and focusing more on service (e.g. laying floors). This change in activities also changes the relationship with the wholesalers and importers. Some processors try to find their own (cheaper) suppliers and sometimes do not even make use of a professional importer. 

Consumption
The Dutch GDP is € 505 billion which means it is the 20th largest economy worldwide. Due to worldwide financial crisis and economic slowdown, the growth of The Netherlands’s GDP is expected to slow down from 2.1% in 2008 to -3.5% in 2009 and -0.4% in 2010. 

In 2007, the Dutch consumption of natural stone and stone products represented € 249 million, of which € 203 million consisted of finished stone products. Dutch consumption has increased at an average rate of 7.7% per year. The Netherlands is ranked 8th accounting for 2.9% of total EU consumption of finished stone, above Austria (2.2%) and Portugal (2.0%) and below Ireland (3.8%) and Belgium (4.1%). Spain (22%), Italy (20%), the United Kingdom (12%), France (12%), and Germany (10%) are the biggest consuming countries. 

Dutch consumption per product group 2003 - 2007, € million/1,000 tonnes

	
	2003
	2005
	2007 

	Product group: 
	Value 
	Volume 


	Value 
	Volume 
	Value 
	Volume 
	

	Blocks & slabs 
	42 
	1’429 
	36 
	1’319 
	46 
	962 
	2.3% 

	Landscape design 
	16 
	272 
	25 
	311 
	32 
	190 
	19% 

	Monumental & funeral 
	127 
	n.a. 
	165 
	n.a. 
	171 
	n.a. 
	7.7% 

	Total 
	185 
	n.a. 
	226 
	n.a. 
	249 
	n.a. 
	7.7% 


Economic growth in The Netherlands between 2003 and 2007 peaked in 2007 with 3.5%. Overall annual growth of natural stone consumption grew by 7.7% yearly and growth of finished stone consumption by 9.2%. This has been mainly driven by the construction sector which developed more successfully than the economy as a whole. In 2007, the construction sector increased by 5.6%. Moreover, natural stone has become more popular due to the wide-spread availability of low-cost products offered by Do-It-Yourself (DIY) markets. 
The table shows that the consumption of intermediate products (blocks & slabs), only grew by 2.3% per year. This development can be explained by the fact that processing of raw material into finished stone products is increasingly taking place in low-wage countries. The Netherlands is consuming more finished stone products at the expense of intermediate products. With the growing amount of foreign suppliers on the Dutch market this is expected to continue. 

The short-term future for the natural stone market does not look good. Due to the economic slowdown and worldwide financial crisis the turnover growth in the construction sector, the largest consumer of natural stone in The Netherlands, was markedly lower (-6.0%) in the fourth quarter of 2008 compared to 2007. As a result of this decline and the subsequent limited funding for new building projects, it is expected that in the construction sector both new building as repair and maintenance, whether regarding residential or non-residential building, will reduce by 10% in 2010. 

These economic developments strongly affect the consumption of natural stone in The Netherlands, although in different manners. The non-residential part of the construction sector has still been doing very well in the first quarter of 2009. Non-residential building projects, especially the larger projects, are anti-cyclical and generally long term 

projects. This means that non-residential projects currently implemented were already scheduled during the booming years of 2007 and 2008. 

Still a lot of projects are to be completed in 2009 keeping consumption for natural stone and stone products up in 2009. Poor economic prospects lead to extreme caution in the scheduling of non-residential projects for 2010. In other words, projects are postponed or economized affecting the demand for stone products and the search for cheaper alternatives. Expectations are that the economic slowdown in the non-residential construction sector will really materialize in 2010. 

Residential building projects are generally short term projects. This part of the construction sector was already affected by the end of 2008. Dutch natural stone processors operating in this sector indicate that their sales have been reduced with percentages that sometimes vary between 25 and 50%. Negative reports can result in postponement of replacement purchases or new residential building projects, which negatively influences the demand for natural stone products. 

In short, the worldwide economic developments strongly affect the consumption of finished stone products in The Netherlands up to 2010, although at this point it is not sure to what extent. 

* http://epp.eurostat.ec.europa.eu/portal/page/portal/statistics/themes
* http://www.asturex.org/sites/web/asturexweb/
* Eurostat 2007-2009
3.2.3. Porter model

The Porter model is created by Micheal Porter. This model is known as: ‘Five Forces Model´ and is used with the purpose to indicate the market attractiveness of the Dutch natural stone industry.

The profitability and the intensity of the competition are the two topics which are analyzed hereby. Below this model I have explained the outcome of the analysis. 


Threat of new entrants 

The score hereby is 8.4
There are already Spanish natural stone companies active on the Dutch market. ML has to focus on the advantages. There is also a lot of competition from the DC countries but these aren´t a threat for the Spanish natural stone. 

Bargaining power of buyers 

The power of the buyers is high. The sore at this point is a 7.1 . 
At one hand the Dutch market depends 100% on import of natural stone and this would mean that they haven’t got a lot of power but because of the high competition and the wide choice of suppliers they actually do have power. 

Threat of substitute products and services 

The score is 2.8 at this point. 

Dutch consumers are increasingly interested in authentic, natural and sustainable production and sourcing. In line with this trend, in The Netherlands natural stone is more and more marketed as a sustainable product with high durability and good properties for heat preservation, so marketed more effectively in comparison to its alternatives. This is one of the reasons that the Dutch consumers are willing to pay a higher price.

There is a growing popularity of composite materials like quartz. This products is a competitor but at the other hand it has a similar price or even higher. 

Bargaining power of suppliers 
The power of the suppliers is very low and that explains the negative score of 3.4.  

The growing amount of foreign suppliers on the Dutch market is expected to continue. 

Not only from EU countries (Belgium, Germany and Portugal) will the amount of suppliers increase, but also from China, Brazil and India.

Rivalry under existing firms 

The score for the rivalry under existing firms is 4.2. 

The natural stone sector is relatively small. There are only a few natural stone wholesalers in the Netherlands (±10) and more small companies (± 640) 

Because there aren’t a lot of firms active on the Dutch market the rivalry is medium high. Under the small companies the rivalry is higher than under the wholesalers. 

Conclusion

Overall in my opinion the Dutch natural stone market is not really attractive. In one way it is because the Dutch natural stone market depends for 100% on import.  It also could be attractive because there aren’t any specific substitute products. But at the other hand there are negative aspects. 

There are already Spanish companies offering their stones on the Dutch market. They are known by the Dutch companies and that makes it harder for ML. The most important thing in these times of economic crisis is to offer the lowest prices. It is a good idea to focus on the Spanish product from the North of Spain. With these products ML can offer a better price than the competition. 

There is a lot of competition, also coming outside the EU, under the suppliers which provide that they have a little bit of power. Because of this competition the buyer has a strong power and besides there aren’t that many natural stone companies in the Netherlands which only makes this stronger. They can search for the supplier with the best prices. 

[image: image8.wmf]2%

3%

7%

2%

17%

69%

Management

Administration

Technical

Transport

Production

Execution




1   = Small (positive)
 10 =High (negative)

4. SWOT- analysis 

4.1. SWOT

	STRENGSTS

S1- Technological production skills

S2- International long term relationships

S3- Variety of products

S4- Short delivery time

S5- Low salary compared to the 

Netherlands

S6- very good treasury
	WEAKNESSES
W1- Unknown for distributors& clients

W2- Only Spanish speaking employers 

W3- Declining demand in Spain


	OPPORTUNITIES

O1- The Netherlands dependent for 100 % on natural stone imports

O2- Natural stone from the North of Spain
O3- Renovations are expected to increase
O4- Households smaller— increase demand kitchen & bathrooms 

O5- Increasing demand funeral art

O6- Upcoming trend white products/marble

O7- Trend certification

	TREAHTS

T1-  increasing number of global suppliers  and DC countries
T2- Economic crisis 
T3- increasing of the noncurrent& current    liabilities

T4-  Economizing on projects (construction sector) means competition cheaper alternatives  

T5- Growing popularity of quartz

T6- the most important suppliers in value, intra EU, are Belgium & Italy




	Legenda

	++   very Favorable

+     Favorable

 -     Less favorable

--     Not favorable

0      Has nothing to deal with 
        each other


 4.2. Confrontation matrix

S= Srengths

W= Weaknesses

O= Opportunities

T= Threats
	
	S1
	S2
	S3
	S4
	S5
	S6
	W1
	W2
	W3

	O1
	+
	++
	++
	++
	+
	0
	-
	- -
	++

	O2
	++
	+
	++
	+
	+
	+
	-
	--
	+

	O3
	++
	+
	+
	+
	+
	0
	-
	--
	++

	O4
	+
	+
	++
	+
	+
	0
	-
	-
	+

	O5
	+
	+
	++
	+
	+
	0
	-
	-
	+

	O6
	+
	++
	++
	+
	+
	0
	-
	-
	+

	O7
	+
	+
	0
	0
	-
	++
	--
	--
	0

	T1
	+
	+
	+
	+
	-
	-
	-
	0
	-

	T2
	--
	-
	--
	--
	--
	--
	-
	0
	--

	T3
	0
	0
	0
	0
	0
	--
	0
	--
	--

	T4
	0
	0
	--
	0
	0
	--
	0
	0
	--

	T5
	0
	0
	--
	0
	0
	--
	0
	0
	--

	T6
	0
	+
	0
	-
	0
	-
	--
	-
	-


Strengths versus Opportunities (S-O)

S1,S3, S4, S5, S6 ensure that they properly respond to the demands (O2 t/m O6) 

S1,S7 make the chance of getting a certificate bigger (O7)

S3 ensure that they can respond to (O7) because the have this color in their assortment.  

Strengths versus Threats (S-T)

S2 They can use their international contacts to work together instead of compete with each other (T1, T6)

S1,S3, S4, S5 try to distinguish from the competitors by offering fast and different natural stone, Spanish natural stone from the North. In this way they don’t have to compete with the DC countries. (T1)

T4, T5 are really treats because they don´t offer these products and if these trends continue they will not sell and this leads to a treat to their treasury. (S3, S6)

Weakness versus opportunities (W-O)

W2 they can never respond to (O) and the trends, because they do not have English speaking staff. To eliminate the competition DC, which probably does have English speaking staff, they need to hire English speaking personnel. (W2)
W3. They can start making profits by offering Spanish natural stone from the North (O2).  
W1. They are new & unknown but by using the right marketing tools they can start getting brand knowledge and respond to the opportunity demands.
Weakness versus threats 

W2 to compete with the DC countries and other EU suppliers (T1,T6) they need English speaking personnel. 
W1 they are unknown on the Dutch market but the increasing numbers of suppliers from DC countries aren’t all well-known. By using marketing letters, business presentations & by visiting fairs they have to get better in contact with the Dutch players then the DC countries.

5. Marketing communication plan


5.1. Marketing communication objectives

Marketing objectives
Marmoleria Leonesa would like to increase the turnover in 2011 with 10% through new trade partners in the Netherlands.

Brand awareness, - knowledge & - attitude.

At this moment there isn´t any brand awareness of ML in the Netherlands. They are not active on the Dutch market and the companies are not aware of the company existents. The aim is to start with creating brand awareness in The Netherlands, so they can search for an entrance on the market. 

Because Marmoleria Leonesa is new in the Netherlands unfortunately there isn´t any brand knowledge. Potential customers are not aware of marmoleria Leonesa existence. 
To change this, they have to make a marketing information letter and send this to potential companies. In this way they can inform about ML and his products & services. By making an English business presentation and put this on the website the Dutch potential clients can be reached (www.petrabor.com). In the marketing letter they have to put the link to the website so the potential companies know about this presentation.

The brand attitude will tell what people think about a product or service, whether the product answers a consumer need, and just how much the product is wanted by the consumer. There is a consumer need for natural stone but until now there isn´t any opinion about ML because the consumers in the Netherlands are not aware of the company and his products/services. 

Behavior 
The behavior of the target group can be best observed from the internet. Potential clients are buying during the internet and they also observe and compare different companies by visiting their websites. As I said before it is important to get an English part with company information on the website. 

5.2. Marketing communication target group 

Marmoleria Leonesa´s target groups can be found in several different sectors with different services for the potential clients of ML depending of what they´re looking for. There are two target groups for ML:

· Wholesalers

· Retailers

The wholesalers on the Dutch market are a couple of huge companies which import finished natural stone product and sells them to the retailers and market segment described below.

	Materials for construction of buildings 
	Floors

	Funerals
	Do it yourself shops

	Garden centers
	Bathrooms & Kitchens


The mayor part of the retailers buys their natural stone from wholesaler. Only a few retailers also import natural stone themselves. The wholesalers are a more interesting target group for ML than the retailers. The Retailers are small companies with a smaller demand than wholesalers. 

Marmoleria leonesa is not only offering their products but also their service. Non-manufacturing companies and also producing companies can be analyzed as a target group. They can focus the best on the wholesalers, because this way they don’t need to have any storage room themselves. But if the clients are asking a specific product they can deliver directly as well. The only thing is that this way it is hard to cover the transport costs if we are talking about small orders. It depends on the needs of the client. 
To be able to offer a better price and by cover the transport cost I would go for the wholesalers. The demand should at least fill one container. 

For example, if the retailers only are asking for a few products the transport will be very high. On container is 640 euro FOB (free over board), which means that the container including the products will be delivered in one of the ports. In all ways this price has to be paid. If the container is only half full or less, the price of the products will be very high. The wholesalers are bigger companies and they have several kinds of clients and they can fill easier a container then the retailers. 

There cannot only be chosen for FOB but also for ex factory and for the whole transport. Ex factory means: finished product for pick up at the factory (León).

Whole transport means to transport the finished products to the client.

5.3. Marketing communication strategy
 
Positioning

What ML wants to achieve on the Dutch market is a position whereby they offer a wide range of products and a good service. The fact is that ML has a lot of relationships all over the world and they can get any kind of nature stone product. Which is a benefit of ML is that they not only produce and make natural stone products but also place and deliver the products at the client. They have to stand still at the fact that DC countries are getting popular because of their low prices. These countries offer the same products but for a better price than the EU counties. ML can position as a Spanish natural stone company, specialized from the North. 
Because ML also buys natural stone in low income countries and then sells these products further on it is important to look out for the prices that they are offering. The Spanish stone kinds are not available in DC countries and I should recommend focusing on these natural stone kinds. 


Natural stone DC countries             The Netherlands

Natural stone DC countries              Spain
         The Netherlands


Spanish natural stone (Spain)             The Netherlands

Spanish natural stone (Spain)             DC countries              The Netherlands
5.4. Marketing communication mix (4 P’s)


Product
The ‘product’ that ML tries to sell to its potential customers is their natural stone. This can be marble, limestone, sandstone, granite in all different kinds of colors. The natural stone that ML is offering comes from Spain itself or from china, India, Brazil. The way of editing is important for the final results of the product. Ways of editing the product for example are, polishing, flaming. In the annex 8 (page 32-36) can be found photos of natural stone that ML is offering.
For the Dutch natural stone market they can focus on the products that are extracted in the North of Spain. This way they can compete with the companies that are already active in the Netherlands (Consentino). See annex 6 for the Geologic situation of natural stone in Spain. The number 1-8 are an advantage for ML and also could be the numbers 9 and 10. 
Price

The price is very important for ML. If the prices from the competitors are a lot lower than they can offer the Dutch market, it´s not attractive for ML because in that way it will be difficult to be successful and increase their turnover next year. The DC countries are able to offer a lower price than ML talking about global natural stone kinds but ML has to focus on Spanish kinds.


The transport price will be: price ex factoy          €15- + € 5,-         € 3,30 (FOB)          x1.50 = Price. 
1 container, 22tonnes, for example filled with 60x40x2cm slabs           0.052 t/m2 = 420M2 total cost 640 euro. This explains the (x1, 50) in the calculation of the costs (based on a filled container). If the container isn´t full or is filled with other products the price of 640 euro has to be calculated on the total meters and this makes the product prices higher. 
The delivery time for the North Spanish natural stone is 7 days which is fast compared to the competition. They will at least have a delivery time of 10 till 14 business days and a higher price because of the distance. 
The prices of the most popular Spanish natural stones from the North are listed below:

	Product
	€ Price Ex factory M2 

	ARENISCA BLAU
	44,19

	CREMA FATIMA  
	20,22

	PIEDRA DE CALATORAO  
	42,41

	CREMA LEONESA  
	19,75

	PIEDRA MILLARES  
	24,93

	PIEDRA CENIA PUEBLA  
	29,87

	PIEDRA BLAUW PORTUG.  
	26,99

	PIEDRA CAMPASPERO  
	27,83

	CAL.BLANCA PORTUG.  
	23,19

	PIEDRA DE BOÑAR  
	32,57

	PIEDRA SEPULVEDA  
	26,61

	TIÑA MENOR  
	39,05

	PIEDRA CENIA  
	40,16

	TEKA  
	32,60


Place

To decide in which place ML can be successful with their Spanish natural stone products, I first took were the natural stone is concentrated in the Netherlands, and especially the wholesalers. I analyzed where the wholesalers are concentrated and conclude that the wholesalers are nearly concentrated to the border of Germany and Belgium. From there on they serve the whole Dutch natural stone market. 

Promotion

ML hasn’t done anything yet to promote their products and services. They have to start with a marketing letter to inform the potential companies about ML and his services. By visiting fairs and advertising in a B to B magazine they can promote their products and services. 

6. Advice
The main question: Is the Dutch natural stone market interesting for Marmoleria Leonesa and how they can make a successful exit in the market.

In my opinion the Dutch natural stone market is not very interesting for Marmoleria leonesa. But if they do decide to search for entrance on the market I will advise to offer Spanish finished stone products instead of the global natural stone products. I also advise to offer the Spanish natural stone that comes from the North of Spain. The products also have to be completely finalized. Here below I have described how I came to this conclusion. 
The imports from DC have increased at a faster pace in The Netherlands than they have in most other EU countries. Moreover, market share of DC in The Netherlands is also higher than the EU average. 
I would not advise to compete with the DC countries by offering the same natural stone as they are offering. I would advice to focus on the Spanish natural stone kinds. 

The average price of imported natural stone has risen in contrast to most other EU countries. Moreover, DC are suppliers of products with high value/low volume in The Netherlands. Prices of products imported from DC increased the least when compared to that of other regions (intra-EU and extra-EU).
The negative prospects for the Dutch natural stone market are also expected to affect the import of natural stone and ML has to consider if they even want to enter the Dutch market or if they can better focus on other EU countries. 

The market share of DC in the most important product groups is so substantial that the market, especially for newcomers, might be saturated. Having this information I would recommend focusing on the Spanish natural stone, because these kinds are only available in Spain. DC countries will not compete with these stones because they have the same problem ass ML has right now with DC countries. 
The growth of consumer and governmental awareness has lead to an increased interest in products from sustainable sources. DC manufacturers who take a pro-active approach to environmental and social production norms will have a competitor advantage. It will be hard for ML to compete with these DC countries. What the DC don´t have and which is a huge advantage for ML is that DC countries don´t have Spanish kinds of stone. ML does have these kinds and these are very popular. The DC countries sell their own natural stone but they haven´t got Spanish natural stone. So I will advise to focus on the Spanish natural stone because to concentrate on the global natural stone will be a lot more difficult. 
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The NL depends for 100% on finished natural stone imports. The Dutch market is therefore highly international orientated which is attractive for ML. 
ML has to focus on finished products.

Marmoleria Leonesa is situated in the North and the competitors that are already active on the Dutch market in the South of Spain. If they offer the products that are close to their fabrics they will create a price advantage (Because of the transport).
The Dutch natural stone industry is not very brand or supplier loyal. Therefore it is hard to establish long-term relationships within the Dutch market. Offering good service and short delivery times will help Marmolería Leonesa with maintain and create relationships. By buying products that are in the North of Spain the delivery time will only be 7 days. 
I recommend the following trade channels for market entry.
There are two kinds of potential partnerships were ML can focus on: 

· Wholesalers

· Retailers 

Wholesalers:

The Dutch market is dominated by a few major players (wholesalers and importers) that buy their natural stone directly from supplying countries. They often focus on either the building industry or the funeral industry. Because The Netherlands is quite a small country, it is not hard for these large companies to operate on a national scale. Over the last few years, several Dutch processing companies and large buyers deal with suppliers in third countries directly. Dutch importers are therefore increasingly working together to offer an even broader product range and service. For instance, Natuursteen Holland, a large Dutch importer/wholesaler has formed an alliance with Belgian counterpart Beltrami. They are going to work together in the area of assortment and logistics for the professional Benelux market (Belgium, The Netherlands and Luxembourg). These companies are very interesting for Marmolería Leonesa to get in contact with. If they can get a partnership with one of these big natural stone companies they are a step closer of getting successful on the Dutch market. It would be great if they not only get an exit to the Dutch market but also in Belgium with only working with one company. I definitely recommend sending a business presentation and information letter to this company to start with. 

Here below I wrote down the most important importers on the Dutch market:

Michel Oprey & Beisterveld - http://www.oprey.com - large importer of natural stone and stone products from around the world 

Natuursteen Norvold - http://www.norvold.nl – has products from Europe, Asia and South America 

Natuursteen Holland - http://www.natuursteenholland.nl - largest supplier of natural stone to the Dutch building sector active on the Benelux market 

Snijders natuursteen Almere - http://www.snijders.com - large Dutch 

Pristone – http://www.pristone.nl – importer of products for flooring & cladding and staircases 

Holland Graniet – http://www.hollandgraniet.nl – producer and importer of funerary art and blocks & slabs from India, Brazil, South Africa and China 

Dijnamar – http://www.dijnamar.nl – importer of marble and granite from Italy, Spain, Portugal, Belgium, Norway, India and China 

Pelt & Hooykaas – http://www.pelt-hooykaas.nl – importer and retailer of Belgium hardstone and other type of stone throughout the world 

SK natuursteen - http://www.sknatuursteen.nl – importer of a large variety of stone that sources mainly from South-Africa, India, China and Brazil 

Wassink - http://www.natuursteen-online.nl – imports tiles directly from India, China, Vietnam, Turkey and Iran 

Retailers:

For example, DIY stores and tiles specialists buy mainly from wholesalers/importers, although the larger DIY stores are also known for buying from exporters directly. These larger stores are not known to be loyal to one brand but rather shop for large-scale purchases that are economical beneficial. Retailers mainly focus on the middle- and high-end of the consumer market.  Installers and contractors are also known for getting their material from retailers. It is very important to keep in mind that the price for these retailers is very important. They have to ask themselves if it is even worth is, because they only are 10% worth of the total market share.
In recent years, the DIY sector has become a more established trade channel at the expense of other trade channels. This is mainly due to the shift from project developers acting as the consumer towards the private individual becoming the end consumer. The DIY sector, offering an easy come and easy go package of a range of products used in the same projects in which finished stone products are used, as well as favorable prices, is expected to become an even more important market in the future. The financial crisis is expected to further benefit the DIY sector in terms of market share. People will most likely invest in and renovate their current home than buy a new house. 
Consolidation and take-over have characterized the DIY market in past years. Larger chains are slowly building up their operations to become DIY superstores. Together, the three largest chains hold a market share of around 73%.These three chains are Intergamma (http://www.intergamma.nl) with the Gamma and Karwei brand (also market leader in the Benelux), the Praxis Group with its Praxis and Formido brands (also active in Belgium under the brand Brico), and the Doe-het-zelf Groep Nederland (http://www.dgnbeheer.nl), with its brands Multimate Service Bouwmarkt, Hubo, and Doeland (also cooperating on a more European level with Spanish, Italian, Polish DIY chains). These organizations often centralize their purchasing in order to get the lowest possible price when buying natural stone. 

Independent buyers in The Netherlands are major companies (e.g. construction companies) or governmental organizations often buying directly from supplying countries for large building projects. The largest independent buyers are interesting for ML. These three biggest independent buyers in the Netherlands are: 

Dutch Government Building Agency - http://www.vrom.nl/rijksgebouwendienst 
Royal BAM Group - http://www.bam.nl - large Dutch building company 
Inbo - http://www.inbo.com – largest architect bureau in The Netherlands 

7. Implementation & visual part

Trade promotion 

Agents, importers and wholesalers promote the products of their clients at trade shows. Producers can also participate in these trade shows, often indirectly through a Dutch player. The most important trade show in The Netherlands is the Natuursteen Expo. The Dutch market is related to several surrounding markets. Therefore, displaying products at Belgian or German trade shows might also help to establish a relationship with players in the Dutch market. 

Another way to get a product/company noticed is advertising in magazines. The most important magazine for the Dutch market is Vakblad Natuursteen. This magazine for professionals in the stone sector is also published in the Belgium and Luxembourg.
If Marmolería Leonesa makes advertising in Vakblad natuursteen it would be a good way to inform the right companies. 

Price of placing an advertising in Vakblad Natuursteen is €702,- (excl BTW)

This is the price for one black/white page. See annex 7 for details (page 30-31).
Three other possibilities for advertising are: 

· Natuursteeninfo - http://www.natuursteen-info.nl – sends out frequent newsletters 

· Cobouw - http://www.cobouw.nl - online construction magazine 

· Stein - http://www.s-stein.com – important German natural stone magazine published monthly 

Not only advertising but also free publicity can help ML to get an exit on the Dutch natural stone market. I have made an information letter with a business presentation and this could be send to potential partners in the Netherlands. The letter that I made can be found in annex 10 (page 63). This is a cheap way to inform the natural stone companies about Marmolería Leonesa and getting an exit to new partnerships.

By joining several trade associations ML will get some interesting contacts. Below I have write down the three biggest trade associations there are in the Netherlands. 
· Association of Dutch Natural Stone Importers (VNNI) - http://www.vnni.nl 

· Dutch Natural Stone Trade Association (ABN) - http://www.natuursteenbond-abn.nl 

· Dutch National Association of Trade Fair Organisers - http://www.nvbo.nl 
For the visual part of my investigation I not only made a letter for potential companies but I also went to the international natural stone fair of Madrid (5th-8th of May). I made some contact cards for this fair and company presentations in English to inform the visitors about ML.

It could be a good idea to also visit one of the fairs in the Netherlands and making contacts with potential partners straight away. 

The following fairs are interesting for Marmolería Leonesa to visit. 

· Technipierre - http://www.technipierre.be – natural stone expo for the Benelux market held biennially in Liège, Belgium: next fair 22-25 November 2010
· Nature stone expo - http://www.natuursteenexpo.com – Dutch fair held in Apeldoorn every year: 
· Stone Expo - http://www.stone-expo.be - large biennially trade show held in Ghent, Belgium: 
· Stone Tec - http://www.stone-tec.com – largest European trade fair held biennially in Nuremberg, Germany: next expo 20-25 May 2010 

· Bouwbeurs - http://www.bouwbeurs.nl - Dutch building expo held biennially in Utrecht: next fair 2011 

· Bouwvakbeurs - http://www.bouwvakbeurs.pbh.nl - Dutch building expo held biennially in Utrecht every year in Leeuwarden
8. Biography

Internet:                  
1.
www.abcdirect.nl 

2.
www.google.com
3.
www.wikipedia.nl
4.
www.cps.nl
5.
http://www.informa.es/informa/es/
6.
http://www.petrabor.com/
7.
 http://www.telefoongids.nl
8.
www.paginasamarillos.es
9.
www.yellowpages.com
10.
www.cbs.nl
11.
http://www.piedraland.com/

12.
http://www.cosentinogroup.net
13.
www.smeltcoster.nl/Static/.../industrie_machine
14.
http://zakelijk.infonu.nl
15.
http://minvws.nl/dossiers/ouderen/vergrijzing/default.asp (15-12-2009)
16.
CBS, Bevolkingstrends, 1e kwartaal 2009
17.
www.wetten.nl
18.
http://www.iec.ch/online_news/etech/arch_2001/etech_0101/spotlight.htm
19.
http://www.indianet.nl/natuursteen.html
20.
http://www.mvonederland.nl/
21.
http://eur-lex.europa.eu/nl/index.htm
22.
 http://epp.eurostat.ec.europa.eu/portal/page/portal/statistics/themes
23.
http://www.asturex.org/sites/web/asturexweb/
* Eurostat 2007-2009

Dutch natural stone centre - http://www.centrumnatuursteen.nl 
Wonen online – http://www.wonenonline.nl - latest home decoration trends 
Dutch Working Group Sustainable Natural Stone - http://www.indianet.nl/natuursteen.html - provides the latest information on the development of sustainable natural stone and the problems in the supply chain 

Keurmerk Natuursteen - http://www.keurmerknatuursteen.nl – provides information on the quality assurance certification of the Dutch natural stone sector 

Export / import information:  http://www.asturex.org/sites/web/asturexweb/
Literature:

ROC  maquina: La piedra Natural de España 2009 21ª edición. ( Production information Spain)

Stone Architecture: autor, Alfonso Acocella , Uitgeverij: Lucense SKIRA

Plan para la internacionalización Empresarial de castilla y León ( 2008-2011)

Los 100 documentos del comercio exterior; autor Albert Garcia Trius. Uitgeverij Camara león 
(boek van global marketing strategie) Alle exportdocumenten en terms beschreven

Algemene Nederlandse Bond van Natuursteenbedrijven (ABN), 

Vereniging van Nederlandse Natuursteen Importeurs (VNNI), 

Feikema BV, 

Michel Oprey & Beisterveld, 

RMP Grafmonumenten, Landelijke India Werkgroep (LIW),

Stichting Natuur en Milieu, 

Oxfam Novib, 

Vereniging COS Nederland, MVO Nederland, 

CREM BV en Stichting Onderzoek Multinationale Ondernemingen (SOMO).

	


Source Eurostat  Comext  : 18/03/2010   

Telephone contact with magazine

Koninklijke BDU Uitgevers BV

Ron van de Hoef
Verkoopleider
Vak- en Publieksmedia

Tel: 0342-494263
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