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The Company Low Cost High-Value NAU!
and the collaboration with the league for the environment

Elena Querci

Abstract

Companies that choose to adopt Low Cost/High Value strategies produce goods or services with characteristics
which are important for customers like design, environmental safeguards and easy access, for more natural, eco-
logical environmental products. Nau! manufactures and sells prescription eyeglasses, sunglasses and contact
lenses, high levels of design, choice of low impact frames using re-cycled materials, closely attuned to the trends
and habits of their customers . This company has chosen Legambiente as a partner; the association, which works
to protect the environment. Legambiente has an original and innovative approach to the issue of economy and
employment. Their aim is to promote and enhance the large variety of production activities (local typical prod-
ucts, cultural heritage, technical innovation and urban and land maintenance) that are able to improve the quality
of environment and give more competitiveness to Italy. Nau! presented on the market Relight-Up is a collection
of leaders in sustainable and renewable materials such as corn, soybean, algae and organic cotton, non-
petroleum-based and are created without chemical treatments, while protecting the environment. The project Re-
light-Up door the signature of Relight Group, key player in the European market for renewable energy. Part of
the proceeds raised will be donated to the no-profit company to fund projects that safeguard our environment.

Le aziende che scelgono di adottare strategie Low Cost/High Value producono beni o servizi con caratteristiche
che sono importanti per i clienti come design, salvaguardia ambientale e facile accesso, con prodotti piu naturali,
ecologici ambientali. L’impresa Nau! produce e commercializza occhiali da vista, occhiali da sole e lenti a con-
tatto, con elevati livelli di design, scelta di montature di basso impatto con materiali riciclati, strettamente in sin-
tonia con le tendenze e le abitudini dei loro clienti . Questa societa ha scelto Legambiente come un partner; I'as-
sociazione, che lavora per proteggere l'ambiente. Legambiente ha un approccio originale e innovativo verso il
tema dell'economia e dell'occupazione. Il suo scopo € di promuovere e valorizzare la grande varieta di attivita di
produzione (prodotti tipici locali, beni culturali, innovazione tecnica e urbana e manutenzione del territorio) che
sono in grado di migliorare la qualita dell'ambiente e dare piu competitivita in Italia. Nau! ha presentato sul mer-
cato Relight-Up ¢ una collezione di capi in materiali sostenibili e rinnovabili come il mais, soia, alghe e cotone
biologico, non basati su petrolio e vengono creati senza trattamenti chimici, proteggendo 1'ambiente. Il progetto
Relight-Up door, porta la firma del gruppo Relight, key player nel mercato europeo per le energie rinnovabili.
Parte del ricavato generato sara devoluto alla no-profit company per finanziare progetti volti a salvaguardare il
nostro ambiente.

Keywords: low cost high value strategies, low impact, Legambiente, league for the environment, business model

1 — Introduction tions, invest in the development of new products, and
accept the risk of exploring unknown territory. Con-

Low Cost- High Value companies are new entries in sumers' 'requirements are always evolving, This re-
those areas of the competitive system, in many cases  Search is therefore focused. on one company that
they are prime mover companies that launch innova-  choose to adopt Low Cost/High Value strategies pro-
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duce goods or services with characteristics which are
important for customers like design, environmental
safeguards and easy access, for more natural, ecologi-
cal environmental products. In the study of the com-
panies low cost high value, among other we studied
the Nau! through a cross analysis with companies that
apply the same business model, but with different
strategies. Nau! manufactures and sells prescription
eyeglasses, sunglasses and contact lenses, high levels
of design, choice of low impact frames using re-
cycled materials, closely attuned to the trends and
habits of their patrons. This company has chosen
Legambiente as a partner; the association, which
works to protect the environment. Legambiente has
an original and innovative approach to the issue of
economy and employment.

The purpose of this research is furthermore to
add significant value to previous studies on the rela-
tionship between eco efficiency and economic per-
formance financial that for more than a decade holds
great significance in the world academic and manage-
rial. Thus deepens the relationships between perfor-
mance economic and environmental, that find their
synthesis in the concept of eco efficiency. In particu-
lar it seeks to identify the key definitions of this con-
cept resulting be quite heterogeneous and which are
not limited only to the achievement economically ef-
ficient and environmentally friendly. In a broad con-
cept that describes the process according to which the
value is increased to the maximum by reducing the
use resources, waste and pollution (Schmidheiny S. et
Zorraquin F.J.L.,1996).

2 — Study Area & Methods

To define the business model for Low Cost High
Value the case studies are considered the most effec-
tive course to come up with answers to “how” and
“why” questions when researchers have only limited
control over events, but at the same time want to ex-
plore concurrent trends with the aim of explaining
certain phenomena and casual relationships. This is
the reason why case studies and real stories are the
research strategies that are most suitable to this kind
of study.

Yin (1981) suggested applying the logic of “lit-
eral e theoretical replication”, which is based either
on the identification of cases that will give similar re-
sults (literal replication) or which will give different
results, but for predictable reasons (theoretical repli-
cation). The importance of this logic is that it allows
for the extension or replication of the emerging theo-
ry.

Using case studies in research focused on quality
is a rather recent approach for which two authors,
Kathleen Eisenhard (1989) and R. Yin (1981), laid
down the guidelines. They judged this the preferable
form of research to determine “why and how” certain

phenomena develop and evolve in specific contexts.
Yin (1989), in particular described a case study “as a
research strategy, the distinguishing a characteristic of
the case study is that it attempts to examine: (a) a con-
temporary phenomenon in its real-life context, espe-
cially when (b) the boundaries between phenomenon
and context are not clearly evident. Experiments differ
from this in that they deliberately divorce a phenome-
non from its context. Histories differ in that they are
limited to phenomena of the past, where relevant in-
formants may be unavailable for interview and rele-
vant events unavailable for direct observation” and
Hartley (1994) states that research based on a case
study “a detailed investigation, often with data col-
lected over a period of time, of one more organiza-
tions, or groups within organizations, with a view to
providing an analysis of the context and processes,
involved in the phenomenon under study”.

3 — Results & Discussion

In the study of the business model, (Osterwalder A. et
al 2005), of low cost high value the company Nau!,
producer and marketer of optical products, has been
analyzed in the panel of cross analysis along with two
other companies and was characterized by its com-
mitment to the environment and its sustainability. The
company low cost high value are first movers that
introduce an innovation to the field, carrying the ex-
pense of developing a new product and the risks of
exploring unknown territory.

The definition of first mover is ambiguous be-
cause, if a company moves into a consolidated market
but takes advantage of certain technological gaps or
sectors where there is a new demand, can it be consid-
ered a first mover? Can this be classified as the first
move? There are no published answers to this ques-
tion but from the data of the PIMS (Profit Impact of
Market Strategy) it appears, for instance, that more
than half of all the business units are “pioneers”
among several competitors within the same market
area.

The advantage of being first movers lies in the
ability of the company to be in a pole-position to gain
economically and this can be reached through several
stages. In the first stage a particular advantage of the
pioneer over its rivals can usually be attributed to
some variable such as unique resources, or a particular
foresight, or even just to a stroke of luck. Once this
variable occurs, a series of mechanisms allow the
company to take advantage of its position to increase
the scope, or the length, of its profit as a first mover It
is important to bear in mind that in certain markets
there is only room for a limited number of profitable
enterprises so the first move is to select the most in-
teresting niche sectors and then to put into effect those
strategies that will limit the space available to further
competitors (M. B. Lieberman and D.B. Montgomery,
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1988).

The next step is to pass from narrow and tradi-
tional skills to the wider and newer skills necessary,
at the same time as the rules of the game are being re-
written. ( R. Norman 2002) calls prime mover innova-
tor/inventor those individuals that he considers “crea-
tors of sleeping assets markets". The prime mover
transforms these assets into liquidity that can be ad-
vantageously employed in a different context. In this
sense the prime mover makes all the players richer,
leading others to identify untapped assets to be ex-
ploited, such as, in the realm of low cost high value
health services, short waiting lists, comfortable ac-
commodation and convenient geographical locations.
They have a new approach as subjects capable of im-
pacting on the outside environment. They are organi-
zations that don’t only understand the changing mar-
ket but , in some ways, implement or direct the
change itself ( Norman R. 1998) (figure 1).

Figure 1. Prime mover (Source: Norman 1998)
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If the first movers work in a dynamic field, which
that of health care services is becoming for the rea-
sons outlined here, creative organizations will put on
the market new products with better performances or
with different options than those already available,
and their ability to constantly introduce new proce-
dures and better organization will allow them to main-
tain a high level of efficiency and a better level of
quality than those of their competitors. Brand Loyalty,
or identifying with a brand, is another advantage that
first movers have, because if they have been able to
create a favourable impression this will ensure a series
of repeated treatments, limiting customer desire to
change to other providers since every change involves
an expense, defined as a switching cost, due to the
need to learn about a new product, become familiar
with it and go through with a new purchasing experi-
ence (E. Querci 2014).
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The prime mover has considerable advantages,
among them technological leadership, learning
curves, brand identification, as well as the opportuni-
ty to shift the switching expenses on to the client and
the chance to exploit the positive effects generated by
customer satisfaction. The leading company that is
the first to invest in new technology, particularly
when this involves skills, will enjoy a preeminent po-
sition among its competitors, at least until they are
able to reach the same levels of skills. Even in the
case of easily copied technology, the leading compa-
ny can count on lower costs due to the faster pace of
the learning curve.

The benefits gained by cost efficiency, based on
the learning experience, are mainly due to the repeti-
tion of certain patterns, with positive effects on the
production process, on the production schedule and
with the elimination of inefficient patterns and wasted
time. Positive effects on costs, of more than second-
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Furthermore, the
first mover must de-
velop a valuable in-
dustry network, both
for supply lines and for maintenance. For a first mov-
er to maintain a competitive advantage in a constantly
changing, and ever more complex environment, where
company boundary lines are vague and customers are
increasingly demanding, it is necessary to adopt strat-
egies that are a” natural synthesis between the future,
the present and the past” (Hanry Mitzberg, 1987).
The world of low cost high value mainly takes
place in mature environments where the innovation
involves changing an old business. When a company
carries out a gradual improvement, where an already
existing product or procedure is improved or made
faster or more economical, we talk about ambidex-
trous capacity. Those with ambidextrous capacity use
profitable elements of production along with existing
procedures to recombine them so as to create new op-
portunities.
Once having faced that hurdle it will be neces-
sary invest and to train company employees in order
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to ensure a repeatable procedure, (C.A.O'Reilly III, ¢
M.L., Tushman. 2004). In this context the eco-
innovation is one of the aspects that contribute to a
more intelligent production, using new knowledge to
make old products more efficient both from the point
of view of production that the use of the same
(WBCSD 2000).

The World Business Council for Sustainable De-

involves only creating additional costs. With the pas-
sage of time there is still a progressive approach by
companies in this issue, this fact is often due to pres-
sure from the context in which they operate.

Figure 2. Linkage of Environmental Management to
Firm Profitability (Source: Klassen and McLaughlin,
1996)
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velopment (2000) cites other parameters of eco-
efficiency, along with eco-innovations, such as:

- Process optimization: transition from approach-
es end-of-pipe to approaches which aim primarily at
preventing and reducing pollution.

- Recycling of waste: use waste products of a
company or industry as raw materials and resources
of another bringing to achieve the goal of produce ze-
ro waste.

- New services: encouraging the use of leasing
products rather than sales, pushing companies to more
attention to the preservation of products and recy-
cling.

Networks: resource sharing increases the effec-
tive use of assets material.

The behavior of companies with respect to the
concept of sustainable development are very differ-
ent. Some companies take into account sustainable
development from the beginning of their activities
during the strategic planning phase, others integrate
later or others even reject the belief that sustainability

A phenomenon that typically pushes companies
to adopt sustainable policies is the so-called isomor-
phism, which can be declined in coercive isomor-
phism, when the community or other organizations
from which the company depends pushing to adopt
such practices, mimetic isomorphism when the com-
pany emulates the sustainable strategies of other suc-
cessful organizations and lastly normative isomor-
phism, when are the institutions that push towards
sustainable development (Di Maggio e Powell 1983).

A model to assess the relationship between envi-
ronmental management and corporate profitability, by
( Klassen and McLaughlin 1996). In this model, (fig-
ure 2) are brought to light the factors and dynamics
through which you generate the report and shows
how, despite the high cost of implementing strategies
to improve the environmental performance, you can
then watch a reduction in costs and / or increased rev-
enue. In the market positioning and operating cost
structure are identified the two main factors through
which environmental management affects profitabil-
ity. Another element that emerges is the environmen-
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tal certification of products, more and more relevant
and considered a sort of barrier to entry in certain
markets, given the growing attitude of consumers to-
wards "green" products.

Also with regard to costs, through monitoring of
emissions, it is possible to avoid future damage and
environmental liabilities due to accidents at uncon-
trolled discharges and consequently the substantial
costs associated with such events. As regards envi-
ronmental regulation, it must be taken into account
that this is mainly based on the concept of best avail-
able technology, therefore, those companies that are
able to make their own technology a standard of ref-
erence they will obtain a potential barrier at the en-
trance (Di Cristofaro and Trucco, 2002). It therefore
seems increasingly clear the key role played by tech-
nological innovation that to deliver the maximum
benefits, however, must be included in corporate
strategies since their initial design.

An important environmental certification is ISO
14001:2004 sets out the criteria for an environmental
management system and can be certified to. It is a
maps a framework that a company or organization
can follow to set up an effective environmental man-
agement system. It can be used by any organization
regardless of its activity or sector. Using ISO
14001:2004 can provide assurance to company man-
agement and employees as well as external stake-
holders that environmental impact is being measured
and improved. The benefits of using ISO 14001:2004
can include:

- Reduced cost of waste management

- Savings in consumption of energy and materi-
als and the recycle of waste milling

- Lower distribution costs, like
packaging

- Improved corporate image among regulators,
customers and the public.

Various researchers have studied the existence of
a relationship between the presence of the certifica-
tion and ISO14001 reduction of polluting effects,
among these Russo (2002), which in its analysis of
316 US companies of electronic installations has
shown that the ISO14001 certification is associated
with a reduction in emissions pollutants in the atmos-
phere.

transport and

4 — Case study: The Company Nau!

The company Nau!, manufactures and sells prescrip-
tion eyeglasses, sunglasses and contact lenses (figure
3). It was founded in 2004, and is located in the prov-
ince of Varese in northern Italy.

Nau! is associated with ~ AssoLowcost. As-
soLowcost finances specific market research, issues
annual reports, and organizes conventions, all of
which give visibility and support to companies that
have chosen to adopt the philosophy, web sites are a

fundamental means to give the clientele information
regarding prices and services, allowing them to make
comparisons and contact the companies.

Figure 3. Mix product category of Nau! (Source:
WWWw.nauottica.com)

MIX PRODUCT CATEGORY

eyeglasses

sunglasses

contact lenses

The business model that AssoLowcost recom-
mends for its members is based on the following suc-
cess factors: clear and transparent information regard-
ing the prices charged for different services , careful
attention to contact and reservation procedures, with
several options for remote access to services, concen-
trate on certain services to achieve those economies of
scale necessary to contain costs, adopting quality con-
trol standards in order to guarantee high levels of
quality, implementing purchasing procedures and un-
derwriting supply contracts with partner companies,
relies mainly on word of mouth from clients, who
pass on to others their favorable impressions regard-
ing services rendered. So that a product or service en-
ters the wider family of low cost and high value is not
just a product or service sold at a low price because of
lower quality, it is necessary that the general reduction
of costs should not be attributed only to the lower cost
the raw material or to a lower level of quality in the
production phase, but should be attributed in large
part to the optimization of other activities that are part
of the value chain in the respect of ethical values, so-
cial responsibility and environmental protection.

The company chose Legambiente as partners; the
association, which works to protect the environment.
Legambiente has a innovative approach to the topic of
the economy and employment. Their aim is to pro-
mote and enhance the wide variety of production ac-
tivities (local products, cultural heritage, technical in-
novation and maintenance of urban and regional),
which are able to improve the quality of the environ-
ment and to give more competitiveness for Italy.
Since 1986, every summer, the Green Schooner
Legambiente makes the circumnavigation of the Ital-
ian coast by collecting and examining about 500 water
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samples and performing on each of the analyzes re-
quired by law.

Apart from spreading in real time the results of
the analysis of the places visited, the boat offers envi-
ronmental events in each stage to talk with citizens
and governments of all the issues that affect the
health of the sea: from fishing to tourism activities,
from nautical cabotage, by reckless coasts to the phe-
nomenon of erosion.

Promotes and enhances the fundamental role of
marine protected areas for the conservation of the
fragile marine ecosystem. Promotes sustainable tour-
ism in respect of the territories and ecosystems. The
crew of the schooner green wears glasses recycled
plastic Nau! Nau! signature and supports projects for
the protection and preservation of the environment,
supports campaigns to protect the ecosystem and do-
nates, for every pair of glasses sold in recycled plas-
tic, a contribution to Legambiente.

Concern for the environment has led Nau! optics
to realize the first eyeglasses and sunglasses in recy-
cled plastic. The particularity in the processing is that
the recycling, defined pre-consumer, takes place with
the use of milling and curls of machining of its
frames. The production process of these collections is
certified by the Institute for the Promotion of the plas-
tics for recycling that issued the Certificate of Con-
formity Plastic Second Life - Category B. The line of
eyewear (E.Querci 2013).

The CEO' Nau! Dr. F. Broggi, in an interview in
June 2011, said:

“Our recovery is pre - consumer, is the first in the
world. When they suggested to make the frames with
the recycle pre consumer I remained silent because I
did not believe it. We're going to throw money. |
asked how much it costs, and I said, oh well, hopeful-
ly good, it means that at the end of the year we will
destroy them. I asked him to do only two models for
men and women. We try, there will be some maga-
zine that will speak of this new product. It seemed
impossible to produce them. Four producers have told
us that you could not do.

The fifth producer has thought a night, and the next
morning he called us and told us that we could per-
haps do with a number of problems, but you could do,
just black. Then the solution was found with a pre -
consumer recycled, with the curl of the milling pro-
cess. For this material the end life was in landfill
site, without recycling, with an estimated time of dis-
posal of 250 years.

So we came up with the first pair of glasses plastic
recycled and 100% made in Italy and it has been a
successful purchase and print. We also made a choice
not to do so first price, because it takes the environ-
ment and respect for people's pockets. Because you
have less impact on the environment you have to pay
more? I have never been in agreement with the tax
environment, the tax on the environment I have nev-

er shared. These glasses are 100% made in Italy has a
price of only € 19.90. When we write 100% made in
Italy, are completely made and assembled in Italy.
Are 98% recycled. The certification authority of recy-
cled products had to change their parameters because
they had not planned recycling at km 0 or better in
meters 0”.

The Environmental Benefits encountered relate
to the recovery and reuse of waste materials resulting
from normal production of optical frames and sun-
glasses. The scraps, difficult to dispose of in the envi-
ronment, are recovered and reground in order to be
reused as raw material for a new production of
frames. This consequently allows not continue to
draw on raw materials.

The use of renewable energy sources in the stores
and shoppers biocartene, that can be reused by the
customer for wet waste disposal and elimination of
unnecessary packaging in liquids, solutions and con-
tact lenses are the choices made by Nau ! for the low
environmental impact.

Nau! for working the lenses enters directly into
the production cycle of the Zaiss. Is used a computer-
ized machine that makes direct contact with the manu-
facturer of lenses. In this way the company conquer
efficiency. The savings and margins are for custom-
ers, with a saving of 50% on average compared to the
competition on the market. So there is not stock or a
disposal problem of broken lenses and a saving is
30% of the cost of breakage of the lenses during pro-
cessing. Nau! is certified with environmental certifica-
tion ISO 14001:2004.

The soul of the green Nau! is expressed in sever-
al projects:

It is founding member of association Low Im-
pact; Low Impact wants to encourage the spread of
knowledge and the adoption of virtuous practices
through the analysis of best practices and the creation
of industry benchmarks. and intends to create a large
aggregation of individuals interested in combining the
Environmental Savings with economic savings.

Nau! participated with his glasses to the collec-
tion Relight-up; Relight-up is a project for a collection
of clothes in sustainable and renewable materials such
as corn, soybean, algae and organic cotton, non-
petroleum based and are created without chemical
treatments, respecting the environment. The project
Relight-Up is signed by Relight Group, a key player
in the European market for renewable energy.

5 — Conclusion

The company Nau! is characterized by low profit
margins on the basis of industrial production.

The following Table 1 compares its strengths.

The case analysed is in line with the parameters of the
study:
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- It adhere to the low cost high value philosophy.
- It operate in different geographical areas.
- It is first movers.

- It has successful in the competitive market and
are financially secure.

- It is low environment impact.

Table 1. Commercial strong points of Nau!

other businesses operating in the same field.

It's important to note that more and more compa-
nies are beginning to recognize that a careful analysis
of business opportunities and associated risks should
take into account not only financial indicators, since
shareholders could be damaged by factors that fall in
other areas (Hartshorn and Wheeler, 2002). The next
research work will be to investigate, for the company
Nau! and other similar, if they can verify the existence
of a positive correlation between economic indicators

and indicators of

eco efficiency, to

understand what
kind of impact has

the eco efficiency
on financial results

NAU!

Their mission: “Cheap and chic, quality designer eyeglasses at slim
prices”

Market share: Trendy. fashionable designs. aggressively priced. a choice
of fast fashion strategy

Price: Prices are 30% to 50% below comparable market prices.

and whether it is ac-
tually possible for

Customer satisfaction and orientation:

Balance between medical and fashion wvariables. low
impact, touch and try on policy through the use of self-
service displays.

Location:

Forty sales venues throughout Italy and one in France,
located in town centers, airports and shopping centers

Tvpe of goods and services:

Manufactures and sells prescription eyeglasses. sunglasses
and contact lenses, high levels of design. choice of low
impact frames using re-cycled materials. closely attuned to

organizations to
pursue the win-win
solutions that in-
volve both envi-
ronmental and eco-
nomic benefits ad-
vantageous to both

the trends and habits of their patrons.

factors. The meas-

Nau! cut down on the size of its shops, and con-
sequently on rents, by eliminating laboratory work-
shops, reducing stockroom space used for eyeglass
frames and totally eliminating that used for eyeglass
lenses. The company is the first mover in its field, so
its case is constantly updated. The learning process is
not only aimed at people who do repetitive work
more efficiently, but also involves the layout, better
planning, changes in production methods and the im-
provement of the production structure to achieve an
ideal balance of cost and the quality.

Good timing is one of the ingredients which con-
tributed to the success of the company; It was the
first to enter the low cost market, meeting the de-
mands of a clientele that, for cultural or ethical rea-
sons, was ready to welcome their products.

Adpvertising and promotional expenditures are in
line with its business choices: word of mouth is con-
sidered vital for the company, press coverage of the
low cost/high value movement is widespread and
provides an indirect form of advertising.

The growth of new business ventures is very im-
portant; new entrepreneurs and new ideas entering
into an economic-productive system, lead to new
goods and production techniques and encourage the
interaction between people, ideas and capital that re-
sults in the inception and development of new fields
of business. This, in turn, sparks a virtuous cycle,
leading to the growth of technical and organizational
skills that makes it possible to recreate the pattern in

urement of eco effi-
ciency we could
make it through four indicators that correlate net rev-
enue respectively, with: water, energy, greenhouse gas
emissions and waste production
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