
291

C
H

A
P

TE
R

 V
II.

 
M

A
N

AG
IN

G
 T

H
E 

B
U

SI
N

ES
S

COMMERCIAL STRATEGIES
AND THE REGULATORY
ENVIRONMENT
BERNHARD LOTTERER1

1 CEO ING, Peru and Colombia.



292

C
H

A
P

TE
R

 V
II.

 
M

A
N

AG
IN

G
 T

H
E 

B
U

SI
N

ES
S

This paper basically attempts to answer the following questions: what do we think 
a commercial strategy developed around the client should be like, and how should 
the rational part connect with the emotional part in a sales process, to increase or 
maintain the value of a company?

To do this, this exposé will present three different points of view.  The first will 
deal with the competitiveness problems currently facing the AFP industry; in the 
second part, we shall look at the attributes of the product and the life-cycle of 
the industry; then we shall explain what we consider to be the ideal commercial 
strategy for an AFP within the current regulatory framework.  That framework is 
dealt with broadly, in order to minimise the regulatory differences existing between 
the Latin American countries.  Finally, we shall concentrate on stating the regulatory 
changes that might improve the current commercial strategies used by the AFPs.  
With regard to this final point, the main problem of the industry is the low level 
of general acceptance on the part of the workers who contribute to the system, 
explained by the low level of knowledge about the industry and the fact that its 
benefits are perceived as immaterial.

For example, in countries like ours, where there are over 4 million members, we 
need to give more publicity to the sense of property through the funds; so that the 
member feels part of the largest companies in the country, which make up a high 
percentage of the securities market.  none of our members is capable of standing up 
and defending an industry under attack, because not one realises that through the 
pension funds, and with his/her work, he/she is contributing to the development 
of a company and is a member and part of it.

As far as competition problems are concerned, today there are AFPs that compete 
not only within the private sector but also with the state sector.  What does this 
produce?  A continual gulf in the budget on the State’s side and for the private sector, 
an additional demand for capital in order to maintain the value of the investment.

We also believe that, with coexistence of systems, there is a failure to fulfil the 
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promises of the pension system.  We consider that the reforms in some countries 
have been a relevant factor because they have not been implemented in the way 
they were designed to be.

The results of making contribution mandatory only for employees are low coverage 
and a limited market, when we are talking of a company on a large scale.  It also 
produces a kind of exclusive sale and distribution that requires sales forces of great 
size and a fairly high marketing cost. And this in turn produces what? Lower returns 
on the member’s investment.

In terms of promotion, we believe that there is a lack of clear rules with regard to 
plans, comparable bases and transparency of information.  There is much to be done 
as far as the launching of new products is concerned, to avoid limiting activities to a 
single product which today, due to the size of the market, is too expensive.

Price, as I see it, has not produced any change over the years in any of the countries, 
in terms of variations in market positions, and neither, as Jorge Matuk mentioned, 
have levels of coverage increased.  We believe that prices should be freer from the 
regulation point of view, and there should be freedom to charge on balances, flows 
or a mixed process.

We are in an environment with similar products, in other words, the products 
are becoming “commoditized” and the qualities of the products are oriented 
towards cost and yield.  It is an industry of scales, with extremely high commercial 
costs, and oriented towards transfers.  We consider that competitiveness needs a 
substantial degree of differentiation and I ask myself if, in other industries, -such 
as the insurance or banking sectors– anyone is concerned about how many clients 
move from one side to another.  We think that it is a mistake for the orientation of 
the competitiveness of the private pension system to concentrate on the number of 
transfers.  From our point of view, the closer the value of a transfer gets to zero, the 
more quickly we shall solve the cost of having a wrong approach to competitiveness.  
Competitiveness must be a result of yield, service and the savings proposal given 
us by the AFPs. 

In order to transmit the proposal of value to the member, two elements must be 
combined in two stages to meet the worker’s real need.  There is a first stage, which 
must be that of consolidating the image of the company’s solidity.  It is necessary to 
produce a great record in any of the commercial aspects that one may have: it may 
be yield, it may be the combination of price and yield, but think of a record that 
spells security for the worker:  leadership, security and trust.

next comes differentiation, which basically works by service, orientation towards 
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the client and in seeing the way of making the benefit more “tangible”.  And that 
is where there is a big issue that we have been looking at in recent years, which is 
how to make the commercial aspect and image of the AFPs more human, in order 
to bring the rational and emotional sides together.  The day that we achieve that, we 
will have taken a great step forward in the matter of holding workers, of holding 
our members.  Why? Because the member, once having heard and understood his/
her rational part, will then go for the emotional side. The combining of the two 
aspects gives us a positioning which, in my opinion, produces a high level of loyalty.  
What does a high level of loyalty mean? A longer contribution life on the part of the 
members and better value obtained for the company.

In the end, what ought we to be achieving? We must manage to set the member 
free from anxiety about the future.  From the commercial point of view, on the day 
that, by thinking of the member, the member is freed from his/her anxiety about 
the future, then, on that day, the commercial strategy of any AFP will have achieved 
its goal.

And we can see how it can be constructed.  Let’s imagine a wheel with the 
commissions policy as the central axis on which the wheel revolves.  Imagine that it 
is a tyre which is inflated, but if there is a hole, it will not turn.  So all the elements 
that make up the wheel, and the speed at which it can spin on its axis, which is the 
commissions policy, is what will eventually enable the rational part of the member 
to join up with his/her emotional part. That wheel, tied to both concepts, is what 
should drive the company’s commercial strategy.

What should we change?  What needs improvement in the regulatory framework? 
The government should definitely play a part as regulator and supervisor and not 
as an operator within the industry.

We believe that a decision must be taken in any case where systems coexist; the 
industry must be completely private and not have degrees of competition that 
change the conditions for the member in the course of his/her working life.

We must include self-employed workers.  In countries where there are no tax 
incentives for independent contributions, one must be made available.  A way must 
be found to extend coverage.  Obviously it is very easy to say so, but when there are 
regulations that push people towards transferring rather than membership, the cost 
of being a member becomes very high compared with the benefit that transference 
might bring.  For that reason, we say that transference must have an economic value 
close to zero.  Let’s imagine that a member were allowed to transfer every month, 
instead of only once a year; if it were possible to transfer every month, the only 
economic value of that transfer would be the commission on one month; therefore, 
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the commercial strategy that the company may have in order to pay for a commercial 
war that goes nowhere and does nothing but use up costs and value, will not last 
long in time.

One of the great pending issues that we need to look at is how to resolve this matter 
and how, together, we can help the regulator to seek ways of encouraging enrolment 
and discouraging transfers.  For example, initial enrolments should not be able to 
transfer until after a certain lapse of time, to enable us to spread out the economic 
cost of new membership and encourage wider coverage.

Finally, it is absolutely necessary to create new products and new funds and to 
continue investing in processes that can balance yield with risk.




