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Abstract

E-Mexico is not a project or technology, it is a nationwide initiative produced by the
Mexican Government expecting to motivate dakeholders from severad Sectors to
participate and contribute on the improvement of the Mexican Infrastructure.

The objective is to leverage the economic levd of more than 40 million Mexicans
through the resources generated by launching a naionwide digitdization and
modernizing of services from Government and private sectors with Internet technology
and other tools as the bench infrastructure.

This paper andyzes the planning and grategic perspective from the technology proposed,
usng a proven methodology we will show how the stakeholders will be affected by
severd factors during the implementation process, dso as a concluson we will identify
the most influenced participants when the Technology adopted will be used commonly a
the end of the Plan.

Background

About 100 Million Mexicans live in Mexico today, with a GDP per head of US 5,780 for
2000, Mexico is the 13" economy in the world. With full of resources, Mexico gets most
of their income by the production of ail, tourism and maguiladoras.

When the Mexican economy integrates to globdization a ealy 90's, redizes tha a
profound structural change must be done to the traditiond production methods, a service
oriented economy must be developed and trained to overcome the competitive scenario of
today’ s World.

Mexico's Computer infragtructure is not widdy spread through the Country yet. There
ae 219 million households in which only 9.3 percent had a Computer counting
goproximatdy 21 million Computers’. A smila number (2 million) of Internet
Connections have been reported by ISP's. The number is compound by offices which
accounts for 1 million of internet connectionsitsdf.

Even with large deficiencies in education levels ( average is 3¢ grade of elementary) and
with 40 million people living bdow the poverty line of 2 dollars a day, Mexico's
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Tdecommunications Infragructure is quite solid in the 3 “ring” cities (Monterrey,
Mexico City and Guadalgara) were 50 percent of people and economy gets going.

Five Fiber optic networks are connected by maor Telecommunications Companies and
with another same number from Government and Private networks. There are more than
60,000 miles of intercity Fiber optic network deployed in Mexico today.? For the US this
number is believed to be around 60 million miles by 2000.3

In phone communication, Mexico has inddled recently the 10'th Million line , adding up
another 2 million of cdlular lines add up a totd of 12 Million lines, a modest retio of 1
phone line for every 8 people.

E-Mexicos man god is dlow access to a higher levd of life through technology
sarvices for dl Mexicans, this god will be reached by a wave of indirect impact through
many sectors investing in the Plan.

Description of the Technology

E-Mexico is a generd plan visudized by Mexico's Presdent Vicente Fox to modernize
the Country with components of participation, content and culture where the man
detonator is technology. The plan includes the deployment of basic infrastructure to more
than 10,000 places in order to offer technology access to services Country wide.

The services will indude at least: Education, Hedth, Busness and Government. A greeat
ded of expectation is made from academic and research Inditutions, smdl busness
sector and particulars, since a wide spectrum of opportunities will arise to sisfy the
people without access to formal services.

There are 25 Million Mexicans (25% of populaion) living in communities or smal cities
with less than 2,500 people. These locdities are the god of the EMexico project, snce
the 5 largest cities in the Country enjoy high levels of connectivity and services.

The budget for this plan will surpass eadsly US 400 Million the first year and increasing
each year to top Us 40 hillion for the next 10 years as show in table 1.

2 Carlos Casasus, Internet 2 en México, Ponencia E-México Consulta Marzo 2000
3 http://www.auranetinc.com/Optic-Fiber.html Metrobility white paper, with personal calculations.




Investment

0-
2001 | 2002 | 2003 | 2004 | 2005

B hvestment | 400 | 1200 | 2800 | 3400 | 3700

Table 1. Proposed investment schedule for E-Mexico.

The source of funds for E-Mexico is participaive from severd dakeholders it is
anticipated tax benefit for high technology Companies to participate, The basc
infragtructure’s phase will be taken care by the Government, the content and services will
be provided by Companies with cregtive schemes as concessons and franchises
nationwide, the government will motivate a srong investment amosphere in the firg
phase of the plan.

Some internationa Organizations and donors are aso expected to participate in the Plan
with long term projects focused in economic development and education. Some
development Organization from Europe Union, the Inter-American Development Bank
and the World Bank are Indtitutions interested in support specific projects included in the
Master Plan.*

ASSUMPTIONS

A plan of this proportions must assume severd conditions during the following years
until its accomplishment, such as:

Leadership continuance. Since there are severd threats to a Politica Leader
causng risk of falure, the current Government must provide a mechanism to
guarantee that some Inditution mantains the leadership and direction of its plan,

* E-Mexico, Consulta ciudadana de la Secretaria de Transportes, Marzo 2000



0 we will assume that the Inditution undergoes the plan to the successful finish
under the Leadership of a superior power.

Full budget availability. In the past, severa plans have been failed because lack
of funding or dday of funding where sudden changes of conditions arise. For the
purpose of this andyss we will assume thet the avalability of projected funds is
guarantee.

A global market economy. Mot companies in the following years will locate
resources with optima combinations in high qudity and low cod, the
technological gadgets will provide access to markets of different szes and
locations. A society must be prepared for this job and the conditions are to follow
the same. Wars, protectionism and terrorism are not events that are consdered in
thisandyss.

Mexican Idiosincrasia. A peculiar characterigtic of our culture is the way it
behaves, conducts and reacts to new Stuaions. Mexicans as a mixture of Spanish
and Indians could be credtive, passve and Latino minded. This assumes that
Mexicans are going to deploy their “technology” probably different than other
society. Stating with  collectivism vs  individudism, government protected vs
government referee, etc.

ISSUES

We now will concentrate in defining the mogt influentia issues related to the Pan
formulated by the Mexican Government.

Positive factors to be consdered in the Andysis are:

A great ded of expectations have been following the end of a politicd era, The last
elections in Mexico brought a new Party to power (PAN, Consarvative), finishing 71
years of hegemony(PRI, Centrd), this Stuation is adequate for new investment and
promote the establishment of new infrastructure. Severd big companies World wide
have showed compromise with the Project. In the summer of 2001 Leaders of
CISCO, Microsoft, Intel, HP and IBM stepped in Mexican Land to offer not only
products but help with Organization and donations to the Plan, i.e. Intd offered to
establish a Network for training Internet Instructors, compromising near to 12,000
coursss in the future. Microsoft dso offered to donate 50 Million dollars worth of
products.

The new Government's agenda includes the continuation of the Globdization
process, in which Mexico is deeply inserted. Mexico is now one of the most globa
Countries in the world snce have sgned free trade agreements with NAFTA,
European Community, Asia Pacific, South America, Japat and Isradl.

The experience revised in dmilar projects of this dze like in India with the
Technological Fectories, Singapore with the Docks Infrastructure and South Korea

® Japan Free Trade will be signed next summer.



with the Indudridization have encourage the Government to double the efforts to
reach the goas et to this Plan. A great level of development in such Countries have
been observed after the eaboration of Plans smilar to E-Mexico.

For the negdive dde, the government should congder the following important issues
before proceeding:

E-Mexico's target is to leverage the income of more than 40 million people that live
with less than 2 dollars a day, but before learning and using eservices services, they
mugt enjoy aminimum leve of nutrition.

In third place the issue of Mexican culture and idiosyncrasy towards new technology,
it is wel know that the process of adopt Technology is customary for every nation, in
this case Mexican higory have shown that Government must proceed with patient,
coordination and in some cases leave the initiative to the public. Mogt of the large
Government projects fal for the implementation phase and the lack of understanding
of the Mexican culture.

The Plan so must consider the actud education level in Mexico, less than 2% of the
population have college degree and most of the Country lies in the low 3" grade
eementary school average. Adding to this phenomenon there are less than 5% of the
Population that speaks the Internet’ s language: English.

STAKEHOLDERSAND FACTORS

The number of groups affected by this Plan is very high, but the present andysis will

elaborate in the most representative stakeholders and in the following lines a brief

descrlptlon of them will be mention:
Government. The leader of the Plan, responsible for the correct direction of the
initigtives, an adequate long term vidon, mixed with good politicd handliing and
aoility and libety to devdop tax schemes invesment premiums, deduction
motivation, etc. Is expected from the paticipants. A defined and forecasted
framework for the technology cycle is dso needed. The Miniser of Communication
and Trangport is leading the Plan, even there are severd government agencies

participating in the process.

Unions: One of the lages Inditutions in Mexico with long higory, they are
reponsble of defend the laborer’s rights, in redity it is a difficult force to overcome
with more than 12 million people affiliated, day to day is loosng representation and
drength. Mexico's Unions organizations controls the activity of amost any
nationwide service, from oil extraction to phone sysems. A new reation with the
government has not been defined clearly. In the following years the tendency is to let
the Unions wesken themsdves and dlow new rules dominate the picture in the
relation of development.



Academic / Research: A maure sysem of Univerdties ae the center of this
important force. A mixed of private, public and government’s sponsored research
centers and schools are forming a solid brain center of ideas, solutions and critic for
al problems in Mexico. Mogt of the current political leaders are dumni from these
large centers of research. It is dso a duty from academic centers to bring experiences
and new idess from other Countries that are Smilar to Mexico in sze and levd of
development. Such Countries are Irdand, Spain, Korea or India where great
economic development has been observed after Plans like E-Mexico has been in
place.

Productive Sector/Companies. A very large group of Industries are gathered around
this sector, food, fishing, agriculturd, auto indudry, clothing, etc. They ae the
second source of income to this Country, but most of the industry is conceived as
Maquiladoras, factories with externa Cepitd and with few level of Mexican parts
and loca resources, most of the vaue of this sector belong to Factories that are used
just to do low-tech jobs This sector will be hardly impacted snce most of the new
investment will be directed to the Technology Sectors.

Technology Sector/Companies. The most postive impacted sector, a large number
of businesses are being prepared to deploy new services, technology and resources to
E-Mexico. Telecommunications, Wirdess , Software, Hardware and Consulting firms
are among the most beneficiary sector for this boom. It is expected to receive directly
more than 10 hillion dollars for the next 10 years. But some of the money will come
from them, so companies must be aware that there is a compromise both ways in
order to participate in this Plan.

Mexicans, For the purpose of this anadysis we should make a notable digtinction
between the people of Mexico. Since hdf of the people will be merely observers of
wha will happen with E-Mexico and will receive bendfit indirectly, they should be
cdled the Low-level income people. Lack of resources like materids, education and
opportunities are condemning this group to walit the results of the Plan.

Low levd income people. Consdering close to 50 Million people with limited
access to education, resources and food.

No-Low leve income people. People in the rest of the segments with more
opportunities to participate in different parts of the solution.

International. We can separate two groups of Countries, the ones tha are
Mexico's dlies and will be extremdy benefited from this Plan's success, and the
ret, in which we probably include Countries with competitive interes to
Mexico'sreaching its godls.

Market dlies A different group of Countries may be identified sharing Mexico's
vison and interest. Commercid partners (in specid those with Free Trade dedls),



neighbors (US, Guatemda), Hidoricd identification (Spain, Latin America) and
some other Europeans Countries are consdered Mexico's dlies, snce they have
demondrated a level of commitment to hedp and develop the Mexican vison.
These group of Countries play a great role in this Plan, if the Plan keegps working
adequately, more trade will be expected, less help and trandfer of resources will
be needed and severad posgtive goas will be reached (reduce illegd migration,
drug treffic, etc.)

Comptitors, Internationd participants that are being affected by Mexicans
entering into a e-solutions Market, like India or Brazil.

FACTORS

A group of representative factors were selected in order to facilitate the analyss. Severd
other important factors such Organizationa Structure, Market Condition and Timing
were exhaudtively consdered but they were not as representative as the ones listed
below:

Financials (High investment, return unknown). These factor alone represent the core
base of the project, assuming that the sufficiency of funds is reached as we assumed
before. We need to establish a metrix system in which we could define when the Project
has been successful. A cycde in time mugt indicate when it is necessxy to Sop
Government intervention and when the totd avalability of return on invesment wes
reached.

Beddes for severa stakeholders this factor is crucid, for busnesses and consumers an
expectations of profits and pricesis assumed in certain time.

Cultural / ldentity (Social Response). For more than 100 years Mexicans perceive
influences from English's spesking Countries as “gringos’ interventions. A long higtory
of diverse interactions have made Mexicans incredible of what benefit could they get of
usng other tools than ther own hands to produce food or wedth. A great ded of
attention must be given to thisfactor.

Production (Low investment). A correspondent increase in Technologica development
must be accompanied by a growth in productive outcome in equa circumstances. But a
shortage in investment to Production Sector is expected since a shift to Technology
Investment is observed, therefore an analyss focusing the Production Factor is needed.
Education (Are we ready, Installed base, skills). A large number of trained people will
be necessary in order to deploy a Plan of these dimensons. Education srategy will play
an important role during the whole Plan. Adequate participation of Stakeholders on this
subject will guarantee an adequate implementetion.

Life Technology Cycle. Thisisthe most important factor to observe by al stakeholders.

The Technology is aready present in the market. Internet is here but we don't know for
how long the market is going to hold the current set of solutions and components. If the
respongble of this Plan delays, dows or commit a mistake in the planning of the adoption



of Technology that will enough to make the Plan fal. This Plan is highly dependable on
the deployment’ s correct time.

If the Plan is to succeed a close look to a strong SWOTT andysis must be observed. If
there are discrepancies between the Technology used by the Initiative it will bring mature
or degraded technology to the Project.

The laest time a which the technology must be deployed in the Project is in the
Application Phase, in order to obtain competitiveness globaly and relate and be prepared
to produce solutions used in other Countries.

Figure 1 summarize the adequate timing of implementation of any technology.
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Law and regulations (Flexibility). The Pan rr?u%? r%gegaepcertljn%ly?q% adequate lega
framework, regulations must dlow gstakeholders facilitate the rapid depletion of resources
in to the Plan. By the contrary a wrong set of laws will delay the achievement of partia
results and therefore the compl ete expectations of the Plan.

Assmilation / Timing. Related with the Technology Life Cycle and the culture, the
assimilation process must be guarantee in order to have a useful solution, in mogt
developing countries solutions are not used but after long times generating wasting
periods and making obsolete the sol utions proposed.

ANALYSIS
Table 3 Summarizes the Andyss developed including dl factors.



CONCLUSIONS

Poverty is reduced thanks in greet part from Education, strong Ingtitutions and economic
develop. E-Mexico will succeed increasing the economic leve of its population when dl
people enjoy the same opportunities and use the Technology in order to benefit of its day
to day activities.

Most of the god's sat by the Government can be achieved, but the following observations
must be taken in to account:

An equilibrium in investment towards the new Plan and current sectors is maintained.

Academic and research centers must be active and cregtive to develop ideas, solutions
and mechanisms to improve the implementation of the Plan.

Unions and big organizations that are productive row and will be affected by the new
technology must be considered serioudy in order to avoid a possible problems.

A gengd Pan should include identification and vaorization of Mexican culture
adequate and gradua dissemination of benefits must be shown in order of receive
acceptance by generd public.

A long term compromise from the Head of the state must be guarantee in order to
receve a continuous flow of investment from diverse sakeholders, as long as the
investors perceaive the involvement of the Presdent they will join the Plan.

Severd Minigers in the Government must participate actively in the development of
the Plan, principdly the Education Minigter, snce most of the important choices are
going to be defined by this stakeholder, and since this is not a Technologic Plan, Why
should it be dependent of a Technicd Minister?.

In Generd the Plan is solid with some smdl detals to fix, requires a degp sudy in the
technology life Cycle and dso a campaign directed to manage cultura vaues.
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