
CDC Group plc – Impact Accelerator 
 
Case Example 1 

 

Snapshot of 
Structure 

Organization: Africa Improved Foods 

Structure:  Public-private partnership (at the OpCo level) 

Underlying challenge: • Limited availability of equity capital for early-stage high-impact ventures  

• Desire on behalf of multinational companies to expand operations to developing 
countries in partnership with experienced partners 

Proposed solution: Public-private partnership with innovative profit-sharing scheme with government at the 
OpCo level and self-liquidating mechanism linked to financial success. 

Target group: Early-stage and scalable enterprises in developing markets alongside large strategic 
partners/operators (e.g. multinational companies) and governments 

Narrative of 
Structure 

Summary of structure: • Joint venture (HoldCo) between a multinational company and DFI consortium 

• The new HoldCo (“Africa Improved Foods” or “AIF”) will serve as a scalable platform to 
invest in multiple manufacturing facilities in Africa (OpCos). First OpCo established and 
operational in Rwanda. 

• OpCos will produce nutritious, fortified food product for infants and mothers to the 
highest standards (including WHO specifications) to address malnutrition in Africa, 
which will have diversified revenue streams through offtake from WFP, government 
health system and retail channels. Raw materials will partially be sourced locally through 
farming cooperatives. 

Design parameters: • HoldCo shareholders: Royal DSM, IFC, CDC Group and FMO. Two of the shareholders 
provide both debt and equity. Two shareholders also provided Technical Assistance (see 
‘Additional Features’). 

• At the HoldCo level, DFIs have a put option to Royal DSM according to a predetermined 
formula. Royal DSM has a corresponding call option. 

• OpCo shareholding structure is country-dependent, but typically HoldCo (90-95%) and 
respective government (5-10%). 



• The Government of Rwanda is a shareholder in the Rwandan OpCo. A profit-sharing 
scheme will offset the Government’s distribution costs and allow additional product to 
be distributed free of charge through public community healthcare workers. Under this 
scheme, for a finite period of time, the Government will receive an annual portion of the 
profits as in-kind contributions if profits surpass a set minimum rate of return. 

Benefits from the 
innovation 

• Once the OpCo reaches financial sustainability, the above-mentioned profit-sharing 
scheme allows the Rwandan government to share in its success in a way that maximises 
impact (i.e. through in-kind contribution of the OpCo’s product and strengthening of the 
distribution system). 

• Road to exit for governments and DFI partners 

Additional features Technical Assistance provided to support AIF to develop a sustainable procurement strategy 
for inputs (primarily maize and soya) in a matter that allows the venture to procure raw 
materials of right quality and volume in the long term from multiple sources, including local 
farmers.  

Suitability • Early-stage and scalable impact enterprises in developing markets 

• Partnerships with governments and multinational operating partners 

 
  



Case Example 2 
 

Snapshot of 
Structure 

Organization: CDC Group 

Structure:  Equity investment with defined put and call options with returns that are impact linked  

Underlying challenge: • Longer time horizons needed to set-up greenfield high development impact joint 
ventures with multinational companies. 

• Financial returns are often much lower than the multinational group standard capital 
investment projects  

• Lack of exit mechanism for financial investors while multinational partner is interested in 
keeping control of the venture once it demonstrates target returns 

• Lack of incentives from the operating partner to take higher risk of unproven new 
projects/operating models  

Proposed solution: • Defining put and call options with returns linked to impact performance and timing 
linked to the overall business plan  

Target group: • Early-stage and scalable enterprises in developing markets alongside strategic partners 
who have balance sheet (e.g. multinational companies)  

Narrative of 
Structure 

Summary of structure: • LafargeHolcim and CDC Group established a CHF10m greenfield joint venture 
(“14Trees”) in 2016 to manufacture low-carbon and affordable building solutions in 5 
countries in Africa with Malawi being the first country of operations 

Main features of the structure: 

• Setting up a new SPV (“HoldCo”) and a new central management team and governance 
established with initial equity injection from shareholders 

• Shareholders agreement focus on a joint venture relationship where operational 
management is led by the strategic partner and impact investors have key shareholder 
veto rights. Ownership structure: 49% (CDC Group) and 51% (LafargeHolcim) 

• Having flexibility built in by creating a conservative case to provide operating partner 
financial and operating headroom due to the JV being a greenfield 

• Put and call option structured into the shareholders’ agreement with a defined time 
period.  



• Exercising the options will be determined when the Joint Venture has reached a stage 
where the multinational is comfortable in terms of consolidating the venture to its 
Group balance sheet (i.e. target return on equity and assets are met) 

• An impact-linked financial return structure will incentivize 14Trees towards achieving its 
impact targets based on the business plan (e.g. number of countries 14 Trees is present 
in and volume of production) 

Design parameters: •  

Benefits from the 
innovation 

• Enables the operating partner to execute a business plan that may take a very long lead 
time with initial losses and low returns  

• Defined exit and consolidation mechanism through put / call option structure  

• Enhancing impact by incentivizing the operating partner by CDC’s Impact Accelerator 
reducing its return hurdles once aspects of the business plan are met  

• Leveraging CDC Group network to access new market opportunities and grant financing 
to accelerate certain aspects of the business plan (e.g. franchisee development)  

Additional features • 14Trees raised c.$850k grant funding to help develop its microenterprise franchisee 
network 

• UK’s Department for International Development (DFID), provides additional grant 
funding opportunities that can help to address market system challenges (weak 
regulatory framework, sector-wide capacity, etc.) that complement and enhance the 
impact of the business CDC Group additionally provided Technical Assistance funding to 
14Trees to hire an embedded green construction specialist to accelerate the 
development of new innovative green building solutions in 14Trees and promote 
international green construction standards (EDGE) in the Malawi construction sector. 

Suitability • Early-stage and scalable impact enterprises in developing markets 

• Partnerships with operating partners with solid financial capacity  

 
 
  



Case Example 3 
 

Snapshot of 
Structure 

Organization: CDC Group plc 

Structure:  Stichting Medical Credit Fund (“MCF”) 

Underlying challenge: The structure aims to bridge the J-curve for an impact debt strategy focused on health in 
Africa and manage the liquidity and risk mitigation needs of different (private) investors. 

Proposed solution: A note issuance that has 1) various tenors to cater for underlying strategy needs as well as 
investor appetite; 2) blended finance component that provides flexibility on operating costs 
whilst the loan book is small in anticipation of the model scaling and 3) alongside a first loss 
cushion to adjust risk to fit with debt returns.   

Target group: Small to medium sized private healthcare providers and support services for the health 
sector, such as suppliers of equipment and consumables in Africa.  

Narrative of 
Structure 

Summary of structure: MCF is a financing vehicle set up by PharmAccess to address the health SME financing gap by 
entering into funding and risk-sharing arrangements with local financial institutions (“FIs”). 
MCF works with FIs to provide small loans (average loan size USD 20K)  to healthcare clinics 
alongside technical assistance to expand access and strengthen quality of healthcare.  

MCF is technically not a fund structure but a Dutch non-profit vehicle funded through loans 
with varying tenors (5-10 years) and a tranche of first loss capital.  

There are a number of interesting features of this structure that solve typical issues 
encountered by debt funds:  

• MCF’s strategy made it difficult to compensate lenders until scale was reached. To 
solve for this (1) MCF secured first loss capital and covenanted to maintain a ratio of 
first loss capital to debt; (2) MCF provided differentiated pricing to long-term debt 
holders and (3) lenders agreed to long grace periods and in some cases to lower 
interest rates in the early years that gradually increase in line with expected 
expanding margins.   

• MCF required a stable capital base on which to make loans of various tenures. To 
solve for this, notes of varying tenors were issued alongside an intra-lender 
agreement which allowed for the governing disbursements and distributions.  



• MCF required a capital base that would grow alongside capital requirements. The 
open ended nature of the structure (rather than a traditional fund structure) allows 
MCF to raise funds (with the approval of existing lenders) on an ongoing basis in line 
with their projected growth/capital needs without the overhead of ‘raising another 
fund’.  

• Due to the average loan size, the existing loan book was too small to handle 
operating costs.  MCF secured a grant to have operating costs covered for a few 
years until it could grow the loan book to a point that profits will be sufficient to 
cover operating costs. Using grants to drive towards sustainability of an enterprise 
at scale was attractive to lenders seeking commercially viable proposals.  

Design parameters: 

Benefits from the 
innovation 

By altering terms and using grants innovatively with a view to becoming sustainable, MCF 
was able to raise capital commitments sufficient for it to achieve scale and sustainability, 
demonstrating that small loans can be appropriately financed over time.  

Additional features Technical assistance is an important part of the impact strategy of MCF and is funded 
through grants and contributions by the health SMEs. 

Suitability This is particularly applicable to debt funds who are looking to minimize the gross to net gap 
associated with high management fees in early part of a fund life where no/small existing 
loan book exists and those seeking to use fixed income debt to finance medium to long-term 
loans to SMEs     

 


