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CASE STUDY The Fruits of their Labor: 
A Case Study in Shared Value
Through a pilot appraisal of a ‘‘standout company” in the Chilean fruit 
industry, the Inter-American Development Bank set out to determine 
how to operationalize shared value in the field.
  
Along a 900-mile swath of Chile’s fertile farm belt, Subsole, S.A. produces and 
packages an abundance of table grapes, clementines, kiwis, and other fruits for 
export to the United States, Europe, and around the world. It has always prided 
itself on being a good company to work for, but market realities are motivating 
it to become even better. In a thriving national economy with farmworkers in 
increasingly short supply, one of Subsole’s biggest challenges is how to attract 
and retain reliable fruit pickers and packers year after year while still remaining 
competitive. The company’s ethical commitment and willingness to innovate, 
combined with a clear, specific challenge affecting its core business, all make it ripe 
for the idea of shared value. 

This isn’t about corporate philanthropy, but about enlightened steps the company 
can take to improve its workers’ lives and at the same time further its own interests. 
Michael E. Porter and Mark R. Kramer put it this way, in their landmark January 
2011 article on shared value, in the Harvard Business Review: “Businesses acting as 
businesses, not as charitable donors, are the most powerful force for addressing the 
pressing issues we face.”

It is a concept that dovetails effectively with the central mission of the Inter-
American Development Bank (IDB), which places a premium both on promoting 
sustainable economic growth and on reducing poverty and inequality. In 2012, the 
IDB retained the consulting firm Booz Allen Hamilton to assist it in developing a 
pilot program designed to assess the potential for shared value—not on the grand, 
multinational scale of a Fortune 500 company, but for a homegrown Latin American 
business with strong community ties.

Founded in 1991 by Miguel Allamand, still the company’s president, Subsole has 
grown rapidly in the last few years and is now among the top five fruit exporters in 
Chile, with growing, packing, cold storage, and export operations. It produces about 
30 percent of the fruit it exports; the rest comes from its supply chain comprised of 
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partner companies and small independent growers. Dozens of their faces appear in a 
“Meet the Grower” section on Subsole’s website, which features short video profiles 
filmed in orchards up and down the country.  

The family-owned company, which had a 10-year loan history with the IDB, was 
a strong candidate for a pilot program on shared value, said Paola Bazán, an 
investment officer with the IDB’s Structured and Corporate Finance Department. She 
structured the bank’s most recent credit facility with the company—a $32 million 
loan to expand production facilities that included a small component to build a solar 
plant to power irrigation systems in Chile’s arid Copiapó Valley. That project, itself 
embedding a shared value approach to tackle the company’s electricity costs, makes 
Subsole the first fruit exporter in the country to rely on a renewable source of energy.

In addition to its solid financials, Subsole had a good track record on both 
environmental and social matters, including gender equality, and had met the 
highest international certification standards for its business practices, Bazán said. 
“They were already well advanced on the learning curve of innovation.” 

When the IDB invited the company to participate in what would be a new experience 
for both sides—an intensive, top-to-bottom appraisal to assess the potential for 
enhancing shared value—Subsole was ready and willing. The goal was to identify 
specific investments the company could implement to benefit farmworkers and their 
communities and, in turn, strengthen its own bottom line. 

Andrés Vicencio, a veteran agronomist who works closely with Subsole’s growers, said 
the thorough appraisal had helped the company look at aspects of its business through 
new eyes. “A little light bulb went on,” he said, describing the shift in perspective. 

To be sure, many of the issues that surfaced during the appraisal and that Subsole 
is now beginning to tackle are logistically complex and require more data, or even 
legal steps, before they can be fully implemented. Even conducting a survey of 
farmworkers takes months, since picking and packing seasons vary by type of fruit 
and by geographical location on Chile’s long spine.

Still, Subsole now has a roadmap to follow. And in an industry in which so much is 
out of a company’s control—whether rainfall or exchange rates—several Subsole 
managers said they were encouraged that certain changes seemed quite feasible. 
“It’s much more in our hands than we thought,” said Alejandra Quezada, Subsole’s 
human resources manager. 

A LITTLE LIGHT 
BULB WENT ON
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THE DIAGNOSTIC PROCESS  

While shared value applies to many aspects of business, the pilot study with 
Subsole focused from the outset on the company’s biggest challenge: a sustainable 
workforce. For Subsole this means to find ways to stabilize a highly volatile 
workforce that fluctuates with different fruits and harvest seasons.

For the assessment, the IDB-Booz Allen team developed a detailed methodology to 
identify and quantify specific areas in which the needs of society and the needs of the 
company overlapped. The five-step appraisal process, implemented over a four-month 
period, was designed to be flexible and replicable to other companies and industries.

The data collection stage included a study of the country, through a Political, 
Economic, Social, Technological, Environmental, and Legal (PESTEL) Analysis; a look at 
the Chilean agricultural sector, including the main players in the fruit industry; and a 
Strengths, Weaknesses, Opportunities, and Threats (SWOT) Analysis of Subsole. 

Central to the appraisal was a weeklong trip to Chile in December 2012, in which 
the IDB-Booz Allen team met with Subsole management and conducted 15 group 
interviews with a range of other stakeholders, including workers, supervisors, labor 
subcontractors, community organizations, and local political leaders. The interviews 
gave the team a well-rounded picture of the most critical labor-related challenges 
the company faces. The views of potential beneficiary groups were then quantified 
so the team could assess which issues ranked as most important to the different 
groups of interviewees.  The data went into a detailed worksheet, which became 
a tool to weigh costs and benefits and to determine which possible interventions 
would be good investments. The different options focused on various business 
and social challenges Subsole sought to address, thus directly linking the business 
problem to social needs and respective solutions. 

For example, many workers mentioned the need for better access to health services, 
such as regular medical checkups or dental care. Although Chile has a comprehensive 
health system, services are not always readily available in remote rural areas, or 
queues and waits are long. The analysis broke down the costs, over one year and 
five years, of various steps the company could take to make medical or preventive 
health-care services more accessible, assuming different numbers of farms and 
packing plants covered. The study found that the company could lower its own costs 
considerably by leveraging already existing public or private services, such as mobile 
health clinics. Once all the data had been factored in, the shared value analysis found 
that the benefits of providing expanded access to care—in terms of attracting and 
retaining a more reliable workforce—would be 2.5 times higher than the costs. In 
other words, it not only would be the right thing to do; it would be a good investment.

Subsole President Allamand said the in-depth appraisal, with its “absolutely essential” 
cost-benefit analysis, will help the company tackle longstanding challenges.  

“It’s much more in 
our hands than we 
thought.”
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“It is one thing to be aware of a certain problem in a sector, even to have a reasonably 
complete idea of its causes and characteristics, and quite another to undertake a 
systematic assessment of the situation,” he said. “The systematized information 
allows for a much more precise and profound assessment and makes it possible to 
design paths to solutions that are much more specific.”

THE BIG PICTURE

The Subsole story is unfolding in a country that has experienced strong economic 
growth in recent years, with GDP projected to grow by 4-5% in 2013, according to the 
Central Bank of Chile. The country has made substantial investments in its social 
protection system and has brought the national poverty rate down—it was 15.1 
percent in 2009, compared to 21.6 percent in 1998—though inequality remains high. 
Nationally, unemployment is over 6 percent; among youth, it is over 20 percent.

Agriculture has been an important engine of Chile’s economic development, but one 
of the industry’s major challenges is a steadily shrinking labor pool. Many men are 
drawn to more permanent jobs in other sectors, such as construction or mining, 
and women often move into retail and other services, or stay at home to raise their 
children. Young people looking for educational or professional opportunities are 
migrating to cities; they don’t see agriculture as something “modern” or in their 
future. In 1961, just over 31 percent of Chileans lived in rural areas; by 2011, that 
number had dwindled to under 11 percent.

In this environment, getting enough workers to harvest and pack several million 
boxes of fruit can be a major challenge. Most agribusiness companies depend on 
third-party contractors (contratistas) to recruit and hire seasonal workers, many of 
whom have to be brought in from nearby regions. The contracting arrangement has 
legal and financial advantages for a company, but it also creates complications. For 
one, said Subsole agronomist Vicencio, many contractors working in the industry 
focus only on “making their numbers”—rounding up anyone who will work, without 
doing any screening to see if they have experience or are dependable. 

The long-term challenge is to reduce dependence on this constantly rotating, often 
unreliable pool of seasonal workers. Of the total number of farmworkers employed 
by Subsole-owned farms during the peak harvest season, fewer than a quarter 
have roots in the local community. The company wants to increase that ratio by 
addressing social needs of local workers and their families, thus encouraging them to 
develop a lasting relationship with the company. 

Part of this effort involves paying particular attention to gender issues. Changes in 
Chile’s labor force in recent years have meant that women do more agricultural work 
than before. At Subsole, they account for 40 percent of fruit pickers and 80 percent 
of packers. Women are increasingly doing other types of agricultural jobs too, though 
they tend to be under-represented in management. 

“It is one thing to be 
aware of a certain 
problem in a sector, 
even to have a 
reasonably complete 
idea of its causes 
and characteristics, 
and quite another to 
undertake a systematic 
assessment of the 
situation.”
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To implement widespread, methodical changes, over time Subsole will extend its 
focus from its own workforce to encompass all the growers in its supply chain, 
making the business model more sustainable. Much of the fruit the company 
packages, refrigerates, and exports comes from small, independent farms, and 
over the years Subsole has developed a network of growers who share its focus 
on quality along the entire supply chain. It’s a relationship that requires nurturing 
and commitment, said Andrea Araya, who manages a diverse portfolio of issues 
for the company, including environmental sustainability, ethics, food safety, and 
international certifications.

“To the extent that our producers are doing well, we’re also going to do well,” she said, 
describing the company’s philosophy. Taking that one step further, Araya said the 
company has always believed that valuing workers and the community “redounds in 
benefits to us.” 

BUILDING ON STRENGTHS

Based on all its stakeholder interviews, the IDB-Booz Allen team found Subsole to be 
“a standout company” in the Chilean fruit industry. In addition to meeting the highest 
international quality standards, it has consistently sought to improve working 
conditions and support the communities in which it operates. 

Before the IDB approached the company to look at the potential for enhancing 
shared value, Subsole had already begun to explore different ways to address 
the overall labor situation at several of its farms and packing plants. The rigorous 
appraisal process, several managers said, helped the company clarify and organize 
its plans and lay out a broader, more systematic roadmap for action. “This project 
gave us the chance to really take this on,” manager Andrea Araya said. 

The IDB-Booz Allen team identified four potential areas of focus—wages, full-year 
employment, workforce benefits, and issues that especially affect women, given their 
prevalence in Subsole’s workforce—and began to identify specific interventions that 
would help meet objectives in those areas. The appraisal team analyzed timelines, 
costs, and other implications of nine specific interventions the company might 
consider to increase shared value as it relates to the workforce.

In crunching the numbers, the team found that some of the options, such as the 
supplemental health services, had a high benefit-to-cost ratio.  Others, such as 
onsite child care facilities, would yield lower value for the money if implemented for 
a significant number of beneficiaries, since the company’s operations are spread out 
over such a large area. Also, building stand-alone daycare centers had many hidden 
costs associated with red tape and legal prerequisites. The analysis provided a range 
of short- and long-term costs in each category, depending on different assumptions.  

EXPANDING 
ACCESS TO 
HEALTHCARE 
WOULD BE 2.5 
TIMES HIGHER 
THAN THE COSTS
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Four months after the initial visit, the appraisal team met with Subsole again to 
review the potential interventions in detail. Some would entail significant investment 
or even require restructuring the company’s business model; in those cases, the 
team and the company identified some initial steps to take toward long-term goals. 
In the short term, the company will focus on the interventions that are most feasible 
to implement and that directly address some of the most pressing needs:

• Find ways to complement seasonal work. The seasonality of its labor force 
due to specific harvest seasons is the key problem for Subsole, and a long-
term challenge to be addressed systematically. Subsole will explore a range of 
investment options to address the major challenge of increasing year-round 
employment. One possibility is to partner with another industry that has a 
complementary temporary season, or with other agricultural companies that 
farm different products. Other possibilities may exist within other Subsole farms 
or plants; for example, the company has recently ventured into the nut business, 
which has a different peak processing season than most of its fruits. 

• Develop a contratista training program. Because so many labor-related issues 
depend on third-party contractors, Subsole plans to invest in training quality 
contratistas in order to more effectively help the company recruit and retain a 
more reliable workforce. The program will include opportunities to apprentice with 
contratistas who have a proven track record with Subsole and who are almost as 
much a part of the company as regular staff. This initiative will be modeled on best 
practices developed at La Inca, a farm and packing plant near Santiago. 

• Provide onsite health services. Given that Subsole’s core business relies 
on a healthy labor force, the company wants to invest more in the health 
of its employees and their families. One option is to collaborate with local 
government agencies to make existing services more convenient, and to 
potentially complement these with other services employees identified 
as important. For example, a mobile clinic could provide regular checkups 
(including prenatal care and gynecological exams for women), handle routine 
health problems, and offer preventive counseling; larger medical problems 
would be referred to nearby facilities. 

• Invest in a professional development program for its workforce. To increase the 
quality of Subsole’s labor force and its loyalty towards the company, employees 
will be offered job-related training modules during work hours through 
apprenticeships, experiential training, or certifications. Other types of vocational 
training or academic courses could be taken after hours. Once employees have 
been with the company for a specified time, the program envisions that children 
of employees could be eligible for educational benefits as well.

IT TAKES THE 
FIRST YEAR 
TO START 
IMPLEMENTING 
THE VARIOUS 
INTERVENTIONS
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“Subsole now has a 
roadmap to follow.”

Based on the appraisal process, Subsole has a plan for the steps it needs to take 
over the first year, from April 2013 to April 2014, to start implementing the various 
interventions. Andrea Araya is heading a six-person team working to implement the 
first pilot projects, keep the timetable on track, and explore longer-term changes. The 
company and the IDB teleconference periodically for updates.

Much of the focus in the early stages is on collecting additional data to better 
account for the socioeconomic differences among different farms where Subsole 
operates, and for the different needs among men, women, and young people. 
Since the peak fruit season runs from about November to April in Chile, even some 
relatively easy steps will not take place until 2014. 

Even though many changes won’t happen overnight, they will happen, managers 
said—not only because the company wants to do right, but because it needs to 
if it wants to keep thriving. As more workers leave agriculture for mining or other 
opportunities, many farms in Chile have been so hard hit by labor shortages that 
they’re on the verge of disappearing, said Vicencio, the agronomist. “We have to get 
this solved.” 

Subsole’s president, Miguel Allamand, believes the process the company has 
undertaken will lead to a more committed, skilled labor force and, ultimately, higher 
productivity. It will benefit society too, he said, by providing solutions to some of 
workers’ specific needs. 

The concept of shared value fits into Subsole’s “culture of concern and commitment 
to the need to make improvements in terms of labor,” according to Allamand, who 
noted that Subsole has made a major commitment not only at the management 
level but throughout the company to carry out the priorities identified in the study.

“We believe that if, first of all, management has included this task as an essential 
aspect of its responsibilities and, furthermore, the company’s very culture and its 
efforts are pointing in the same direction, we should be able to move forward to 
make this project a reality,” he said. 
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SHARED VALUE AND THE IDB

For the IDB, the Subsole pilot appraisal tested a framework for developing new tools 
and services that will encourage IDB clients in Latin America and the Caribbean to 
incorporate shared value investments into their operations. In a region that has been 
making significant strides in tackling poverty and strengthening social protection, the 
concept of merging public- and private-sector interests to benefit both has particular 
potential to resonate. And the IDB, as the largest regional development bank in 
Latin America serving both governments and the private sector, is well positioned to 
engage corporations on these issues.

The Subsole experience is too new to put the methodology to a scientific test, 
but early indications are that the appraisal process provides a useful decision-
making tool by quantifying the somewhat abstract notion of social value in 
concrete economic terms. Any company, whether private or publicly traded, must 
assess both financial and social rates of return before it can institute meaningful 
sustainable change.

“The concept of shared value is inherently sustainable because it targets 
opportunities that both strengthen society and make good business sense,” said IDB 
Vice President for the Private Sector Hans Schulz. “That powerful combination goes 
to the heart of what the Inter-American Development Bank does.” 

“The concept of shared 
value is inherently 
sustainable because it 
targets opportunities 
that both strengthen 
society and make good 
business sense. That 
powerful combination 
goes to the heart 
of what the Inter-
American Development 
Bank does.”



The Fruits of their Labor: A Case Study in Shared Value       11

The Inter-American Development Bank (IDB) seeks to create opportunities for 
current and future generations in Latin America and the Caribbean through 
sustainable private sector investments. Through its Structured and Corporate 
Finance Department (SCF), the IDB partners with private sector entities to achieve 
breakthrough financial results with high development impact. The IDB works with 
large- and medium-sized businesses, including private utilities and infrastructure 
operators, banks and financial institutions and state-owned enterprises in a broad 
range of economic sectors. 
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Our deal is with the future.
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The Inter-American Development Bank
1300 New York Avenue, NW
Washington, D.C. 20577, USA
For more information, contact futurefinance@iadb.org 
www.iadb.org/scf

The Fruits of their Labor: A Case Study in Shared Value narrates how 
a leading Chilean fruit company is putting shared value into practice 
through IDB’s support.

Coined by Harvard professors Michael E. Porter and Mark R. Kramer in 
2011, the concept of shared value is being discussed among businesses, 
governments and development practitioners alike as a way for businesses to 
increase financial returns while simultaneously delivering social and climate 
impact in the community. It is a new way of doing business responsibly. 

While many companies in Latin America and the Caribbean appreciate 
shared value investments, many do not have the capacity, time or resources 
to identify opportunities independently. The Inter-American Development 
Bank (IDB) has created Shared Value Appraisals to assist clients in designing 
an actionable business strategy to optimize resource allocation that 
enhances both competitiveness and social value in the community.

This case study discusses how Subsole, a leading Chilean fruit exporter, 
and the IDB worked together to tackle the lack of stable labor supply. 
It describes how the IDB and Subsole have identified shared value 
opportunities to solve this business challenge, one that promotes the 
inclusion of women in agriculture through a number of alternatives.

The case study is also available online at www.iadb.org/scf 


