


Produced by KAARGAH ENTREPRENUERIAL CONSULTANCY SERVICES for the
Afghanistan Competitiveness of Export-Oriented Businesses Activity - ACEBA project,
funded by the United States Agency for International Development (USAID).

Author: Hanif Sufizada
Field Research Team: Ikram Sharifi, Fardeen Yousafi, & David Fox
Editing,  Layout, & Photography: David Fox 
Date of Publication: August 2020
Design: Anzoor Creative Agency 



EXPORT ACCELERATION GUIDELINE

FOR SMALL AND MEDIUM-SIZED BUSINESSES

IN AFGHANISTAN

EXPORT
STRATEGY

GUIDEBOOK
 ONE



Guidebook 1: Export Strategy

1

01

03

02

04

4 Export Strategy
5 Is Your Product Export Ready?
6 How to Prepare Your Export Strategy
7 Assessing Export Capabilities
12 Are You Ready to Enter a Global Value Chain?
15 Case Study: Export Potential Readiness 

Conducting Market Research          18
Understanding Criteria to Select the Right Market          19

How to Gather Information on a New Market          21
Negotiating Price          21

Assessing the Competition         23
Understanding Regulatory Barrier to Markets          23

Case Study: Conducting Market Research          24

28 Developing an Export Plan
29 How to Develop an Export Plan
29 Information to Include in Your Export Plan
30 Keeping Your Export Plan Updated
31 Case Study: Developing an Export Plan

Market Entry Strategy          34
Understanding Distribution Channels          35

Distribution Channels          36
Channel Management and Responsibilities          37

Legal and Contractual Relationships with Channel Members          38
Case Study: Market Entry Strategy          39



Guidebook 1: Export Strategy

2

I N T R O D U C T I O N
In this guidebook you, as an exporter, will learn important issues relating to the export process. You will 
have a clear understanding of potential constraints and the ways to resolve them before exporting to your 
target market. Prior to committing resources into finding export customers, you will evaluate your 
company’s readiness for successful exporting. The guidebook is tailored to define the exporter’s readiness 
through the examination of your ability to manage and undertake all the aspects of the export processes. 

Chapter 1 helps you learn whether you have the potential to export your products. This chapter will 
assess your export capabilities with respect to your company’s production abilities, quality control, 
marketing budget, and packaging and labelling. The chapter will also explore the company’s commitment 
to enter into a global value chain with partners scattered around the world. When you, as an Afghan 
exporter, enter the global value chain, you not only must brace yourself for the stiff competition in the 
international market, but also delve into new business opportunities. This chapter will prepare you for the 
first step to exporting.

Chapter 2 discusses conducting market research. This chapter will walk you through a step-by-step 
approach that will help you identify the most desirable markets based on a certain number of criteria, 
identify your profitability, assess the competition barriers in the markets and make you aware of the 
regulatory barriers of your target markets. Before you commit yourself and your company to the 
complexities and costs inherent in exporting, it is absolutely essential that you undertake some degree of 
research to better understand the foreign markets that you will be competing in and the consumers to 
whom you will be selling to. This chapter will help you understand all these dynamics. 

Chapter 3 explains how to develop an export plan. An export plan helps you to prepare for future goals, 
assemble facts, identify constraints, and create an action statement. After you are ready to sell your 
products in international markets, it is time to develop an export plan. This chapter emphasizes that as an 
exporter you need to know what an export plan is and what it entails. It also discusses the most common 
approaches to develop an export plan and explains what information you need to feed into your export 
plan.

Chapter 4 examines market entry strategy. In Chapter 2 market research was discussed, which helped 
you understand your market. This chapter provides details on the types of distribution channels that may 
be available in your target market, management of these channels, and any legal and contractual issues 
involved in the distribution chain. After going through this chapter, you will be able to decide whether 
you want to export directly or indirectly, or enter into a partnership or alliance.

Each chapter is supported by commonly used terminologies in the context of each chapter. To further 
make the concepts easy to understand, each chapter is backed by an imaginary export process scenario 
characterized by Mohammad Akram, an aspiring exporter and Hajji Abdul Wahab, a seasoned Afghan 
exporter. 
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C H A P T E R  1 :  
E X P O R T  S T R AT E G Y

This chapter will help you learn whether you have the potential to 
export your products in international markets. Many exporters may 
be very excited to export oblivious of their strong and weak points. 
This chapter will assess your export capabilities with respect to your 
company’s production abilities, quality control, marketing budget, 
and packaging and labelling. 

You will learn that there are several ways to determine whether your 
products and services have export potential in overseas markets. In 
a very engaging way, important steps will be discussed to help your 
company become export ready and address the unforeseen 
challenges. 

One of the major challenges businesses face in Afghanistan is their 
weak export capabilities. As the research shows, most new exporters 
are not well aware of their production capabilities, know little or 
don’t adhere to quality control principles, do not allocate enough 
budget for marketing purposes and are unaware of the international 
packaging and labeling standards required in their target markets.  
For example, when it comes to production, they are not sure what 
amount of capital, technology, knowledge, and skills are specifically 
required to scale up their production levels and easily address the 
complexities of exporting to each jurisdiction they enter. 

Production capabilities go hand in hand with production capacities, 
which include whether your systems, standard packaging and 
labeling, supply chain and your production can meet the clients’ 
expectations. For example, as an exporter you get orders from 
various international clients based on your successful marketing. 
Delivering a quality product, on time and on budget every single 
time, is critical to survive and thrive in international markets.

Besides the above topics, the chapter will also explore the company’s 
commitment to enter into a global value chain with partners 
scattered around the world. When you, as an Afghan business and 
exporter, enter the global value chain, you not only brace yourself 
for the stiff competition in the international markets but also delve 
into new business opportunities. This chapter helps you get ready 
for the first step to exporting.
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Is  Your Product Export Ready?
As an exporter, you may spend a good amount of 
time, producing, manufacturing, or making/
offering products. Sometimes, you sell your 
products or services domestically, but often times 
you are encouraged to reach out to a larger pool of 
customers in an effort to diversify your revenue 
stream. In fact, based on your successful marketing 
strategies, you sometimes even receive inquiries 
from international customers who are interested to 
buy your product. After joining the World Trade 
Organization, small, medium and large businesses 
in Afghanistan all have an amazing opportunity to 
expand internationally and get into the global 
marketplace. Just before you export your products, 
several steps should be taken to ensure that your 
company is ready to export.

Is your product successful in the 
domestic market? 
You should examine whether your product is 
successful in domestic markets. If your company is 
successful at selling in Afghanistan, there is a good 
chance that it will be successful in foreign markets, 
especially those where similar needs and 
conditions exist. Afghan products in Pakistan, 
India, Gulf countries, and Europe have been very 
successful so far.

Have you assessed your company’s 
export potential? 
You must assess your company’s potential in 
exporting by examining the unique or important 
features of your product. If those features are hard 
to duplicate abroad, then it is likely that you will be 
successful overseas. For example, many types of 
Afghan nuts are unique in terms of quality, taste, 
and value. Therefore, these unique features may 
have little competition but are in high demand in 
international markets. 

Is there international demand for 
your product? 
Your product may have export potential even if 
there are declining sales in the Afghan market. For 
example, carpets and saffron may have lower sales 
in the domestic markets but there is enormous 
demand for Afghan carpets in Western and Middle 
Eastern markets and for Afghan saffron in 
countries such as India, the Gulf countries, Turkey, 
the United States, and European Union. Afghan 
carpets once did very well but are now losing 
market share to Turkish and Iranian carpets. 
However, other rich countries still cherish the 
delicately handcrafted Afghan carpets. 

Saffron is weighed prior to packaging 
at a processing facility in Herat
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How to Prepare Your Export 
Strategy
Addressing these four steps can help your 
company become export ready

Product Knowledge
You need to have a knowledge about your product, 
foreign demand and manage your expectations. 
The following critical points will help you know 
your product from an export perspective.

Have you produced, marketed and sold your 
products or services in Afghanistan? 
From your company records since you have 
started, gather the following information and 
analyze them. 

Sales record:

• Have your sales gradually increased?

• Are you satisfied with sales trends?

Lost sales record:

• Have you regularly missed sales?

• What has been the major reason for 
missing sales?

• Has the channel of distribution been a 
reason for missing sales?

• Has production capacity been one of the 
major reasons of missing sales?

Raw material purchase record:

• Has raw material been available all the 
time?

• Has unavailability of raw material caused 
missed sales?

• Do you have alternative raw material 
supply source?

Serious quality complaints about your product:

• How many times have you have received 
serious quality complaints?

• What have been major quality complaints?

• What has caused the major complaints?

• Was it easy to resolve complaints?

Customer feedback about quality of your product

• Have you collected customer feedback?

• How many cases of positive feedback have 
you received and for which factor?

• How many negative feedback have you 
received and for which factor?

Assessing the answers to the above questions will 
give you a clear picture of how successful you have 
been in managing the supply chain of your 
product, it will also give you an understanding of 
your experience and knowledge of managing 
supply chains, which will give you an indication of 
whether or not you will able to manage the same in 
international markets.

Identifying Market Opportunities
Have you received purchase inquiries from foreign 
buyers or identified international demand for your 
products? If you see market opportunities for your 
products in certain international markets, think 
about the following questions.

1. How large is your target market or the 
potential market?

2. Who are your competitors in this market 
and what are their competitive advantages?

3. Who is already buying this type of product 
and why do they like it?

4. Why is now the right time to enter this 
market?

5. What are some regulatory requirements in 
the market?

6. Who are your distribution channels?
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There are plenty of international market 
opportunities for Afghan agriculture products, 
gemstones & jewelry, marble & granite, carpets, 
and cashmere. You, as an exporter, need to prepare 
and modify your products depending on the 
market you select. Certain countries may require 
different packaging or regulatory approval. 
Consumers in different regions of the world will 
have varied culinary tastes and aesthetic ideals.  
While you may have a clear understanding of local 
quality expectations, as well as local demand and 
cost structures, it is important to carefully examine 
each target market as a separate entity with 
different preferences and requirements that must 
be satisfied. 

Operations Commitment
Do you or your top management has the 
commitment to provide direction, effort, financial 
support and important resources to enter foreign 
markets? 

1. Do you have the will to commit extra time, 
money and energy for export?

2. Can you make sure to export standard 
Afghan products to international markets?

3. Does your leadership understand the risks 
and opportunities of export?

4. Does your leadership understand the 
complexities of export from Afghanistan?

5. Do you or your leadership understand the 
competition in international markets?

6. Do you have people in your team who are 
familiar with the export market?

7. Are you willing to allocate an exclusive 
budget to international marketing?

For example, if you are interested in exporting 
products to the Indian subcontinent, it may 
require a different set of commitments compared 
to exporting to the Gulf countries, Europe, China, 
and the US. You will have a totally different set of 
financial, managerial and leadership 

commitments. Your entire business needs to be 
committed to this from the ground up.

Access to Finance
Do you have an Export Business Plan with secured 
financial resources that will fund your market 
entry and export activities? 

If not, you need to create an Export Business Plan 
and provide details on your financial capabilities. 
You must calculate how much money you can 
invest to purchase raw materials, whether from the 
domestic market or international markets. Also, 
how much budget have you allocated for your 
marketing, branding, and transportation? If you 
think you need to take loan for your business, you 
may wish to contact local banks such as the 
Afghanistan International Bank (AIB), Ghazanfar 
Bank, Maiwand Bank, Azizi Bank, and so forth. 
You can also reach out to FINCA microfinance 
bank, International Financial Corporation (IFC), 
and the World Bank for grants and loans.

You must be psychologically and financially 
prepared in the event that entry into the export 
world does not earn a quick return. You may spend 
a good amount of time on research, airfares, 
advertising, trade fairs, warehousing, inland freight 
and forwarding, document preparation and 
forwarding, product handling, packaging etc., and 
you have to have the financial capacity to endure 
these expenses. A well thought out plan can make 
the difference between generating a few 
international sales and achieving real business 
growth. 

Assessing Your Export Capabilities
With growing competition in the international 
markets, your export capabilities, among other 
factors, are highly important to win over 
customers you target in foreign markets. 
Production capabilities, quality control 
management, establishing a budget for marketing, 
and export packaging and labelling are all key 
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topics for exporters to consider prior to any 
export. 

Most exporters are not well aware of their 
production capabilities. They either know little or 
do not adhere to quality control principles. They 
may not allocate enough budget for marketing 
purposes and they may not be well aware of the 
required international packaging and labeling 
standards. For example, in the case of production, 
they may not be sure about what amount of capital, 
technology, and skill are specifically required to 
scale up their production levels and easily address 
the complexities of exporting to each jurisdiction 
they enter. 

In this section, you will learn what export 
capabilities are and how you must enhance them 
in order to gain a strong footing in international 
markets. These topics include production capacity, 
quality control, marketing budget, and packaging 
and labeling, all of which are detailed in the next 
sections.

Production Capacity
Production is the creation of a product by adding 
value to inputs via a transformative process. 
Oftentimes, you may secure a large contract with 
international companies, but then – given a lack of 

human, material, and energy resources – you may 
be unable to supply on time and on budget. 

In the agricultural sector, Afghan producers 
oftentimes have difficulty consistently producing 
bulk amounts of products. This is both the result of 
rudimentary processing equipment, as well as low 
farmer yields that require sourcing from many 
different farms. Additionally, a lack of reliable 
sources of electricity may disturb lines of 
productions. Before you sign any contract for 
exporting, you need to ensure that your 
production level is strong enough to meet the 
clients’ requirements. It is critical that your finance 
and operations managers be able to tell you the 
anticipated level of raw material, budget, and 
personnel required for the amount of production 
you are supposed to supply within a certain time. 

Quality Control
Quality control in business refers to a process 
through which a business seeks to ensure that 
product quality is maintained at or above a level 
that the buyer expects. In the area of international 
trade, quality control must be a deliberate and 
planned activity to satisfy the requirements of a 
particular market. Quality control is best exercised 

Afghan marble awaiting polishing 
at a processing facility in Herat
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during the course of production of an item, 
starting with the raw materials, going through the 
various stages of processing, and ending up with 
the final product, paying due attention to packing, 
storage and transport. 

Quality is a prerequisite for successful market 
access and for improving the competitiveness of 
exporters. However, meeting technical 
requirements is a challenge for many exporters, 
especially Afghan exporters, in view of the many 
standards in place in developed markets. As more 
than 80% of Afghan exports consist of agriculture 
products, businesses are required to understand 
and strictly follow the Agreements on Technical 
Barriers to Trade (TBT) and Sanitary and 
Phytosanitary measures (SPS). These two 
agreements, developed by the World Trade 
Organization, lay down general principles, rules, 
and regulations that are needed to protect human, 
animal, and plant health.

Besides standards that are regulated by 
governments, there are also additional voluntary, 
or private, standards that some buyers may adhere 
to. These standards are developed by non-
governmental entities such as businesses, not-for-
profit organizations, or initiatives involving 
multiple stakeholders. Some of the better-known 
voluntary standards include Fairtrade, Organic, 
Rainforest Alliance, and Global GAP In contrast 
with governmental standards, which can be either 
mandatory or voluntary, private standards are 
voluntary by definition. As such, compliance with 
these standards is not legally required by national 
governments or multilateral regulations. Therefore, 
these standards fall outside the World Trade 
Organization framework. 

Enhancing Quality Control
As an exporter, your company’s success in being 
competitive in global markets depends on the 
quality of your products. Whatever product you 
offer from Afghanistan, must satisfy export 
requirements and demonstrate compliance with 
foreign certification bodies in your target markets. 
Products must meet mandatory technical 

requirements and voluntary standards applicable 
in each importing country. Also, make sure to 
establish quality infrastructure in your operations 
as a strategy to conform to industry-specific 
quality standards recognized in the export market.

Quality Control System for Fruit and Vegetable 
Export
Ensuring an acceptable level of food quality and 
safety is necessary to provide adequate protection 
for consumers and to facilitate trade. These 
objectives can be achieved by implementing and 
monitoring quality assurance measures along the 
entire food chain, when it is appropriate and when 
it is possible. Everyone involved with food, from 
the farmer to the consumer, shares in the 
responsibilities to keep the food supply safe by 
taking the necessary precautions to keep food 
protected from hazards that can increase human 
health risks. 

Field Quality Control
If you have commercial farms or collect fruits and 
vegetables from fields, your assigned quality 
control staff should determine what agriculture 
chemicals are used by farmers and how and when 
they are applied to the crop. Typically, only 
produce that has been grown under approved 
conditions should be accepted for export. The 
growing fields should also be inspected to ensure 
that the raw fruits and vegetables are not 
contaminated with other potentially hazardous 
materials such as toxic waste or gaseous emission 
from neighboring industries, in case it is existing 
near your field. Before exporting, cleaning and 
blanching, where necessary, fruits and vegetables 
should be inspected for the physiological maturity 
of the raw materials at the time of harvest.

Quality Control During Transportation
The quality of the final product is often influenced 
by the way the raw fruits and vegetables are 
harvested and handled during transport from the 
farm to the airport or borders and from there to 
the final destination. Make sure the storage of raw 
fruits and vegetables are in place. Your quality 
control staff should also inspect the fruits and 
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vegetables to ensure that they are 1.) protected 
from attack by rodents and insects, and 2.) stored 
under suitable conditions of temperature and 
humidity for the period before they reach the final 
destination. It is important to utilize a system of 
refrigerated trucks and warehouse facilities when 
transporting fresh fruits and vegetables. This is 
often referred to as the “cold chain”.

Marketing Budget
It is highly important to allocate sufficient funds 
for your branding and marketing needs. Marketing 
is essential for sustained profitability and growth. 
However, in Afghanistan many businesses do not 
allocate sufficient funds for marketing. Small 
businesses in Afghanistan lack experience 
developing and implementing a realistic marketing 
plan and budget. A solid marketing plan will 
require a sufficient budget for selling products and 
services in international markets. 

Through successful marketing, you will be able to 
make contacts and find customers in other 
countries for the products that you have decided to 
export. After you and your team have identified 
the most promising markets and the strategies to 
enter them, the next step is to actually locate the 
trade clients or customers. You can also attend 
trade shows, particularly through the MoIC, 
ACCI, Afghan Commercial Attaches (see Annex 
1), or try contacting embassies in Kabul. 

Although the production and sale of saffron has 
become an important sector for the Afghan 
economy, Afghan saffron enterprises lack the skills 
and knowledge to market their products abroad. 
Limited market intelligence support hinders the 
ability of Afghan saffron traders to identify export 
opportunities and invest a good portion of their 
budget into marketing. For companies in growth 
mode, the conventional approach is to allocate 
10% of your total revenue towards marketing. For 
companies in maintenance mode, the marketing 
spend should be at least 5%. The higher the 
competition, the greater the spending on 
marketing should be.

But, this is an average. You need to consider your 
specific situation in the following areas.

• Industry: You need to spend at a level that 
is comparable or greater than your 
competitors.

• Competition: The greater the 
competition, the greater budget you will 
need.

• Maturity of product: Do you need to 
educate the market in addition to 
promoting your brand?

• Business model: What role does 
marketing place in the sales cycle? What 
size sales team do you have and how 
important is marketing to finding leads or 
closing business?

• Your market position: Do you have 
hurdles in perception or market share that 
you have to overcome?

• Company size: For the largest and the 
smallest companies, a percentage of 
revenue is inappropriate, because of 
economies of scale (or the lack thereof).

When planning your marketing budget, make sure 
to consider the following items.

• Marketing salaries: Does your marketing 
budget allow for the hiring of a marketing 
officer or team? 

• Spending on advertising: When you are 
going for export to a certain country, say, 
India, you may want to consider using 
print ads in newspapers and business 
magazines, which are less expensive than 
TV ads.

• Agency/consulting/outsourcing costs: 
You may also want to use other company’s 
services for your marketing, sales, and 
other services.

• Design costs for branding: Having a 
strong company brand marked by an 
attractive logo and branding material can 
be costly for high-quality work.
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• Website creation and management & 
social media pages: It is very important 
to have a solid business website and social 
media pages to promote your product. 

• Paid digital advertising (Google ad 
words, paid social media ads, etc.): You 
may also consider allocating funds to 
digital advertising on the Google search 
engine and on social media platforms like 
Facebook and Instagram.

• Public relations and trade shows: You 
also need to have strong public presence at 
trade shows related to your product. This 
may include traveling to international 
trade fairs, which will require a budget for 
air travel, accommodation etc.

• Packaging & labelling (if applicable): If 
your product requires packaging and 
labelling, this will incur a substantial cost. 

Packaging & Labelling
Packaging is intended to protect the product as it is 
transferred from the producer to the final 
customer. Because of lengthy transportation times 
from Afghanistan to other countries, your 
products may be prone to breakage or damage. 
Good packaging will help you to protect your 
products. In addition, packaging is also a good way 
to promote your brand outside the country. 

Labelling is used to easily identify the packages 
and their contents during handling, transport and 
warehousing. For food products, labels provide 
important information for the end consumer. 
There are two types of labels to consider; first, 
labels applied to packing (e.g. outer cardboard 
boxes, containers, etc.), and second, labels applied 
to packaging or point of sale materials.

It is also important to inform, in the language of 
the importing country, the consumers about what 
are the individual goods, their specifications, date 
of validity, quantity, any hazardous nature of the 
product and so forth. For some products, labels 
also inform the consumers about how to use the 

product itself. If a product is being exported in 
retail sale packaging, it is critical that the exporter 
completely understand the labelling requirements 
of the import country. There will likely be little to 
no flexibility with destination country customs 
officials at the port of entry if the product is not 
compliant with these standards. 

Enhancing Packaging & Labelling
The primary role of packaging is to contain, 
protect and preserve a product as well as aid in its 
handling and final presentation. Packaging also 
refers to the process of design, evaluation, and 
production of packages. The packaging can be 
done by the export company itself or the job can 
be assigned to an outside packaging company. 
Packaging provides the following benefits to the 
goods to be exported:

• Physical Protection: Packaging provides 
protection against shock, vibration, 
temperature, moisture, and dust.

• Barrier protection: A barrier from oxygen, 
water vapor, dust, etc. is often required.

• Containment or agglomeration: Packaging 
provides agglomeration of small objects 
into one package for reason of efficiency 
and cost factor. Liquids, powders, and 
granular materials need containment.

• Marketing: Proper and attractive 
packaging play an important role in 
encouraging a potential buyer. They have 
to look nice to attract customers.

• Convenience: Packages can have features 
which add convenience in distribution, 
handling, display, sale, opening, use, and 
reuse.

• Security - Packaging can play an 
important role in reducing the security 
risks of shipment. It also provides 
authentication seals to indicate that the 
package and contents are not counterfeit. 
In advanced economies, anti-theft devices 
can be put in the packages.
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How to label?
Although the majority of Afghan agricultural 
product exporters ship their products in raw form, 
there are some who export processed food or 
non-agriculture items. Anyhow, there are two 
types of labels to consider for export. First, there is 
the label which is applied to the overall packing. 
For example, the outer cardboard boxes, carton, 
containers etc. that the products are shipped in. 
Second, there are labels which are applied to 
packaging or point of sale materials.

Protective packing label 
Like packaging, labeling should be done with extra 
care. It is also important for an exporter to be 
aware of all nationally and internationally 
recognized signs and symbols that may be required 
in the destination market. 

Labelling on product must fulfill the following 
criteria:

• Show the physical address of the exporter/
SHIPPER and contact details

• Show the physical address of the importer/
CONSIGNEE and contact details

• Be easily understood (preferably in the 
language of the destination country)

• Indicate the country of origin, departure 
and arrival point, and indicate any transit 
points

• Include cautionary and handling marks 
(do not drop, fragile, keep dry, etc.)

• Indicate the box’s number within a 
shipment of multiple boxes, for example, 
38/100 boxes, indicating that this is box 38 
of a shipment of 100 boxes

• Show labels for hazardous materials

• Indicate weight and dimensions of the 
package

• Show the order, letter of credit (L/C), 
import license numbers

If you are exporting processed and packaged food, 
you need to consider the following items for the 
label:

• The name of the food 

• List of ingredients 

• Quantitative ingredients declaration 

• Net contents and drained weights

• Name and address 

• The country of origin (Afghanistan)

• Lot identification 

• Copyright, name and address of 
manufacturer;

• Date marking and storage instructions

• Instructions for use and special storage 
requirement 

• Nutrition labelling 

• General claims and the use of nutrition 
and health claims in food labelling

• Labelling and claims of organic foods

• Confirmation of “Halal” status 

Are you ready to Enter a Global 
Value Chain?
Today, Afghanistan’s business environment is a 
global business environment, thanks to 
globalization and Afghanistan’s accession to the 
World Trade Organization in 2017. Growing 
international competition and Afghan exporters’ 
ambition is forcing Afghan businesses to adapt to 
the ever-increasing pace, scale and complexity of 
globalization. Lower communication and 
transportation costs and the emergence of new 
technologies have enabled firms of all sizes from 
around the world to market products and services 
internationally. This has increased both the scope 
and scale of international competition and put 
Afghan traders in a very challenging yet 
potentially rewarding situation. For Afghan 
businesses to adjust to this new international 
marketplace, they must change the way they are 



Guidebook 1: Export Strategy

13

organized and work towards incorporation into 
global value chains.

What are Global Value Chains?

Value Chains
A value chain includes every step a business takes 
to produce a product or service and deliver it to 
the customer from its conception to its end use 
and beyond. All of a firm’s individual, business 
processes are represented in the value chain. to 
include research and development (R&D), 
production, marketing, distribution, sales, and 
customer support. Corporate services act as 
support mechanisms for these core processes.  

The below illustration describes a typical 
agriculture value chain which is designed to 
increase competitive advantage through 
collaboration in a venture that links producers, 
processors, marketers, food service companies, 
retailers and supporting groups such as shippers, 
research groups and suppliers. This is type of value 
chain is common among agribusinesses in 
Afghanistan. 

Global Value Chains
The activities in a value chain can be contained 
within a single firm and location or divided among 
different locations and firms. When those activities 
are scattered internationally, a global value chain 

exists. The next graphic shows how, in a global 
value chain, the previously internal business 
processes become fragmented and separable, 
dividing the production and support processes 
among many locations and international firms, 
leveraging each hub’s core competencies.

As an example, let’s look at Company X, a rug 
company, which is headquartered in Afghanistan. 
The designers operate from Europe and USA, who 
conceive and make designs, wool is produced in 
Afghanistan, goes to Pakistan for spinning and 
dying by chemical providers, comes back to 
Afghanistan for weaving, goes back to Pakistan for 
finishing (cutting and washing), and then is 
exported from Pakistan to international 
wholesalers. The firm in each geographic area 
specializes in one task, performing at a higher level 
than if one firm were to complete all activities. This 
is the nature of a true global value chain. 

How to Become Integrated in Global Value 
Chains
Becoming integrated into global value chains 
requires that you have a workable business strategy 
for an international business environment. As a 
leader of your business, it is crucial to be certain 
that you have the operational requirements 
necessary. Let us evaluate if you have the three key 
success factors to join a global value chain.

1. Does your firm have a strong common 
vision or business strategy?

2. Do you have competitive core competencies 
which your business can leverage?Diagram detailing the stages 

of a typical agricultural value chain
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3. Is your firm able to build compatible, well-
functioning business relationships?

Evaluating Your Business Strategy
You may be thinking how to improve your 
business strategy. There are a few strategic 
questions that you need to ask yourself before you 
find the right direction.

1. Where would you like to see your business 5 
or 10 years from now?

2. How do you envisage getting there?

3. What do you need to focus on in order to 
achieve this goal?

4. What are your firm’s strengths, which 
currently attract you towards your goals?

5. Who do you need to work with to achieve 
your goals? What is the best way to engage 
this party?

Evaluating Your Core Competencies
In the context of global value chains, core 
competencies make up the foundation of each link 
in the chain. Firms work together as a network, 
each contributing what they do best (their core 
competency) in order to offer the most innovative 
and cost-effective product or service. To be part of 
a global value chain, therefore, it is essential that 
your firm has distinctive and value adding core 
competencies which can contribute to the 

efficiency of the larger global value chain. To 
ensure that your firm has these core competencies 
your current business processes must be evaluated 
for effectiveness, efficiency and their innovative 
quality.

When evaluating current processes, firms must 
address the following questions:

1. What should I do and what should I not do?

2. What should I resource and what should I 
not?

3. Who should I collaborate with to fill in the 
gaps?

4. Where should I do it?

Evaluating Your Compatibility with Global 
Partners
In partnerships, compatibility means your ability 
to engage in well-functioning business 
relationships. Essential to effective coordination 
and partnership, strong business relationships are 
crucial to the success of global value chains. Firms 
should collaboratively work for mutual benefit in a 
win-win situation. 

Diagram detailing the role of the 
Afghan carpet industry within a 

global carpet value chain
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In order to build strong and effective relationships, 
firms must be willing to embrace their prospective 
partners, respecting them as valuable and integral 
members of the team. The questions below are 
designed to help you evaluate your firm’s 
willingness to build relationships.

1. Are business partnerships valued as part of 
your organization’s high-level strategy?

2. Does your firm have confidence in its 
existing partners?

3. Has your firm dedicated sufficient resources 
(financial, human, information, time etc.) for 
the building and maintenance of strategic 
business partnerships?

4. Is your firm comfortable sharing valuable 
market information or best practices with 
business partners?

If you answered ‘No’ to any of the above questions, 
your firm may not be equipped to enter into 
meaningful business partnerships. 

Case Study:  Export Potential 
Readiness 
Mohammad Akram is the owner of Hindukush 
Agriculture Products (HAP). He established his 
business in 2013 with operations initially limited 
to Samangan province. Since 2013, he has gained 
an excellent reputation for supplying nuts across 
Afghanistan. He has a pool of farmers around the 
country who grow, process, and package based on 
the Global Good Agriculture Practices (Global 
GAP). Despite stiff competition in the domestic 
market, HAP has proved to supply the best quality 
nuts with affordable prices. In the last five years, its 
business has steadily grown. 

Because of HAP’s success, Akram decided to move 
his main office to Kabul while expanding the 
number of regional offices across Afghanistan. In 
2017, he had an opportunity to exhibit his 
products at an agriculture fair in India. Impressed 
by the quality, standard processing, and reasonable 
price of his products, Indian companies were 
interested to sign business deals with HAP.

However, Wahab was hesitant to export to India in 
bulk, as he had never done so in the past. 
Thankfully, he met Hajji Abdul Wahab who has 
years of exporting experience to many countries, 
including India. Akram was curious to know how 
to start exporting his products overseas, especially 
to India. While appreciating Akram’s courage, 
Wahab asked him a very straightforward question, 
“Is your product export ready?” 
Since Akram was new to exporting, he asked 
Wahab for more guidance on exporting to 
international markets. The following is what 
Wahab had to assess to determine HAP’s export 
readiness: 
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1. What does your company want to gain from 
exporting?

2. Is exporting consistent with other goals of 
your company?

3. What demands will exporting place in the 
company’s key resources, management and 
personnel, production capacity, and finance; 
and how will these demands be met?

4. Are the expected benefits worth the costs 
and efforts, or would your company 
resources be better used for developing new 
domestic business?

Wahab emphasized that finding answers to these 
general questions about exporting would enhance 
HAP’s short, medium and long-term goals and 
help determine the company’s readiness to export.
Akram thanked Hajji Abdul Wahab for his expert 
opinion, and he said he would go back to his office 
and meet his team to evaluate his company’s 
export readiness before jumping into to next 
phases of export. Wahab admired his commitment 
and assured him that they would have further 
discussions about market research, developing an 
export plan, and strategies to enter any target 
market. 

A carpet is stretched out in the  
sun at a processing facility in Kabul
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C H A P T E R  2 : 
C O N D U C T I N G  M A R K E T 
R E S E A R C H
Before you enter any foreign market, it is important to identify the 
opportunities and constraints in those markets as well as understand who 
the prospective buyers and sellers are. Market research encompasses all 
methods that your company may use to determine which foreign markets 
have the best potential for your products.

If you are exporting pine nuts, for example, you may study the market 
trends and outlook for a similar product in that particular country. 
Similarly, if you are exporting to countries in the Indian subcontinent or 
Europe you need to study those countries with all their relevant trade 
policies and specific market information. Afghan traders may have limited 
access to price information on dried fruit, nuts, and medicinal plants at 
large wholesale markets in regional countries (for example, the large 
wholesale markets in Delhi, Dubai, and Istanbul). With up-to date, accurate 
price information, Afghan traders and farmers could better identify the 
time and the place to export to maximize profit.

To penetrate international markets, you need to know what the right market 
is for you where you can have a competitive advantage over others based on 
the quality of your product, its cost, and socio-cultural forces. Also, find out 
the regulatory barriers and study them well before you enter the market. An 
excellent source for primary information can be the various Afghan 
commercial attachés and commercial counselors located in sixteen 
countries, as well as the Afghan Chamber of Commerce & Investment 
(ACCI), the Export Promotion Directorate at the Ministry of Industry & 
Commerce (MoIC), and the International Chamber of Commerce (ICC). 
You may also do online research to find more about your desired markets.

Sometimes you may get an unsolicited order without any research or 
outreach from your end. For example, after attending trade fair in a foreign 
country, you may get orders. Although this type of selling is valuable, the 
company may discover even more promising markets by conducting a 
systematic search directly (through your own staff) or indirectly (through 
export agents). 

In this chapter, you will go through a step-by-step approach that will help 
you identify the most desirable markets based on certain criteria, estimate 
your profitability, assess the competition barriers, and understand the 
regulatory barriers of the markets. Before you commit yourself and your 
company to the complexities and costs inherent in exporting, it is absolutely 
essential that you undertake some degree of research to better understand 
the foreign markets that you will be competing in and the consumers to 
whom you will be selling. This chapter will help you understand all these 
dynamics. 
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Understanding Criteria to Select 
the Right Market
In market research your first objective should be to 
select the right market for exporting your 
products. How do you know whether a market is a 
good option for you? This requires market 
research.  If you are starting new or you are 
relatively new to exporting, you might identify 
three to five potential markets to explore. For 
example, as an exporter you may want to evaluate 
the export potential for your products in Central 
Asia, the Indian subcontinent, the Arabian Gulf, 
Europe, and North America. Therefore, you need 
to do your market research to identify the products 
with potential in these foreign markets by 
analyzing the export trends, Also, you need to 
evaluate whether you can produce your product 
based on their preferences and requirements.

Market research encompasses all methods that a 
company can use to determine which foreign 
markets have the best potential for its products. 
The results of this research informs the company 
about, 1.) the largest markets for its product, 2.) 
the fastest growing markets, 3.) market trends and 
outlook, 4.) market conditions and 5.) competitive 
firms and products. You may research a market by 
using either primary or secondary data resources.

By establishing a set of guidelines and performing 
a thorough market research, you will reduce the 

risks of losing money and opportunities in the 
future. However, you have to be prepared for 
additional expenses for market research, product 
launches and person visits to your target market. 

It cannot be emphasized enough that quality 
research is the foundation of successful export 
marketing and, if carried out professionally, will 
always be cost effective in the long-term. In fact, its 
return will always be greater both in terms of profit 
and avoidance of mistakes. 
Let’s learn more about market research and how to 
do it. 

Trends in Exports 
Demand for different products rises and falls 
depending on shifting preferences of consumers 
and the state of the economy. Identifying patterns 
in demand, or trends, will allow you to make 
educated guesses about the success of your product 
in a given market. You can get information on 
export trends from export magazines from foreign 
embassies in Afghanistan. You can also try 
contacting the Afghan Chamber of Commerce & 
Investment (ACCI), the Export Promotion 
Directorate at the Ministry of Industry & 
Commerce (MoIC), and the International 
Chamber of Commerce (ICC), as well as other 
relevant institutions that support Afghan 

Locally-produced necklace ornamented with 
Afghan stone sold at the handicrafts 

bazaar at Babur Garden, Kabul
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exporters. As you can imagine, there are a number 
of online resources that provide economic 
overviews and market trends for each country. 
This includes the Export Potential Map produced 
by the International Trade Centre (ITC), which 
can be accessed at this link: https://exportpotential.
intracen.org.

Product Adaptability
Some products have excellent export potential for 
one market but are not a good fit for another. The 
reasons for this can vary considerably, but may 
include cultural factors, consumer tastes, and 
levels of economic development. 

Demand in the Potential Market
One of the first things to do when assessing entry 
into a new market is to check if there is demand 
for your product. If you see that there is growing 
demand for your product, only then should you 
enter the potential market. You need to consider 
the impact of the following factors on the demand 
for your product: 

Demographic, Geographic, and Environmental 
Considerations
You also need to do research on the demographic 
and physical environment to make sure that you 
have sufficient buyers and the transportation and 
communication infrastructure is in place. If you 
are agricultural product exporter, you must pay 
special attention to the climate and weather 
conditions as this may shelf-life of your products. 
For your budgetary purposes, you also need to 
study the available shipping options an obtain 
quotations from shipping companies for the cost of 
transport.

Economic, Social, Cultural, and Political 
Considerations
You need to study the economic environment of 
the potential market. First, if the target country has 
a stable gross national product and balance of 
payment, and the country’s import to export ratio 
looks good, then you may consider exporting to 

that country. Second, you also need to look at the 
social and cultural environment of the target 
country, as this can affect demand patterns. Ask 
yourself, is this country similar to Afghanistan in 
terms of its social and cultural characteristics? If 
not, are you producing products that meet the 
demand of their market? In other words, is your 
product compatible? You also need to study the 
political environment to assess whether the 
government is welcoming to foreign imports or 
sees these imports as a threat to domestic 
industries. 

Is There Space for an Additional Competitor?
For any product in any country in the world, the 
market can become so saturated with competitors 
that it becomes difficult for any business in that 
sector to be profitable. With that in mind, it is 
important to ask, what is the state of market 
competition? What other players are already 
exporting to those markets? What are your 
advantages over potential competitors? You need 
to do thorough market research to identify all of 
the various players in your sector who could act as 
either partners or competitors in that target 
market. 

Trade Restrictions
Trade restrictions refers to bans or limits on the 
import/export of products put in place by the 
Afghan Government on exports and by the 
destination country government on imports. 
Countries may impose restrictions on imports in 
the form of regulations aimed at protecting the 
environment, fighting child labor, protecting 
public health, and so on. Countries may 
additionally add high tariffs to certain products in 
order to protect their domestic industries. The 
Afghan Government, in turn, has placed complete 
bans on the export of certain products, to include 
unprocessed marble & granite, as well as 
unprocessed gemstones. 

Working closely with your market research team 
you must identify trade restrictions that could 
prevent a consignment from successfully clearing 
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customs at the destination port. These may include 
duties, taxes, quotas, labeling requirements, health 
standards, and red tape. If these restrictions are too 
much, your goods may be restricted or become too 
expensive for the buyer. 

Tariff Exemptions
There are a number of countries that give Afghan 
products special status, in the form of exemption 
of certain products from tariffs. India, for example, 
does not apply any tariffs on Afghan imports. 
Although gaining access to the US market is 
difficult – largely as a result of the high cost of 
transportation – the US Generalized System of 
Preferences (GSP) program provides duty-free 
tariff treatment to certain products imported from 
Afghanistan and other developing countries. 
When planning for any export, it is critical for 
your market research team to confirm if the 
destination country has provided tariff-free status 
to Afghan products in general, and your product 
in particular.

Assessing Profitability Measures of 
Markets
Because of growing competition in the 
international market, it is sometimes difficult to 
make good profit.  So you need to do assess 
profitability measures of those markets where you 
want to export your products. While finding a 
niche market for your products may seem simple, 
determining the potential profitability of that 
market is more complex. Market profitability refers 
to the financial factors that affect a company’s 
ability to make money after subtracting overhead 
costs like employee salaries, rent and equipment. 
Whether you’re starting a new business or just 
introducing a different product in your market, it’s 
important that you determine whether the market 
can support you and your goals. 
          
Exporters need to have experience finance 
managers who understand how to model the 
profitability ratios which measure the ability of a 
company to turn sales into profits and to earn 
profits on assets committed to the company.

There are many factors that determine your 
profitability, such as pricing your product properly, 
giving complete and accurate quotations, choosing 
the terms of sales, and selecting the payment 
method.

Let’s learn more about each item and how to utilize 
them to make profits in your exporting.

How to Gather Information on a New 
Market
There are many ways to conduct a market research, 
but the more detailed and impartial your research, 
the better it is for your company. There are two 
main types of market research, primary and 
secondary.

Primary Research
Primary research is done by collecting market 
information through direct contact with potential 
customers/local traders or other sources. Primary 
research almost always demands direct, personal 
involvement through interviews and consultations. 
State your company’s objectives at the outset and 
present your questions clearly. 

Secondary Research
Secondary research is done by examining the 
research and reporting of others. You can do this 
in Afghanistan, using data from market reports, 
surveys and statistical analyses done by the 
Ministry of Industry & Commerce and the ACCI. 
Or you can do it yourself by going online and 
checking the websites of the chambers of 
commerce in the target market, as well as that 
country’s industry and trade associations. News 
websites that cover economic and businesses topics 
may also be a useful source of information.

Negotiating Price 
One of the secrets of your business success will be 
pricing your products properly. You need to do 
market research to determine the optimum price 
your product can sell for in the target market. If 
your company’s price is too high, the product will 
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not sell. If the price is too low, the sale may not be 
sufficiently profitable or may actually create a net 
loss.

How to Price Your Product Properly
Strategic pricing is one of the most important 
factors in achieving financial success. Part of 
setting a realistic export price, and therefore an 
appropriate profit margin, is to examine 
production, delivery and distribution costs, 
competition, and market demand. You should also 
understand the variables of your target market and 
other export-related expenses such as:

• Currency exchange rates and fluctuations

• Market research and credit checks

• Receivables/risk insurance

• Business travel

• International postage, cable and telephone 
rates

• Translation from other languages to Dari/
Pashto (and vice versa)

• Service fees or commissions payed to 
foreign representatives

• Cost of consultants and freight forwarders

• Product or service modification and 
special packaging

Strategies for Calculating Price
How will each market affect your pricing? Include 
product modifications, shipping and insurance in 
your calculations. Remember your market 
objectives when setting your price. For example, 
are you trying to penetrate a new market? Looking 
for long-term market growth? Or looking for a 
market to sell your surplus production? You may 
have to tailor your marketing and pricing 
objectives to certain markets (e.g. developing 
nations). There are several pricing strategies 
available, which include:

• Static pricing: Charging the same price to 
all customers

• Flexible pricing: Adjusting prices for 
different types of customers (if you are 
exporting for retail markets, or various 
wholesalers)

• Full cost-based pricing: Covering both 
fixed and variable costs of the export sale

• Marginal cost: covering only the variable 
costs of production and exporting, while 
you pay overhead and other fixed costs 
out of domestic sales

• Penetration pricing: Keeping your price 
low to attract more customers, discourage 
competitors and gain quick market share

• Market skimming: Pricing the product 
high to make optimum profit among 
high-end consumers when there is little 
competition

You as an exporter should consider all factors in 
the pricing model before you export your products 
and services to international markets. For example, 
it is very important to take into account additional 
costs that are typically borne by the importer. 
These include tariffs, customs fees, currency 
fluctuation, transaction costs (including shipping), 
and value-added taxes (VATs). These costs can add 
substantially to the final price. 

Preparing Detailed and Accurate 
Quotations
A quotation describes the product, states a price 
for it, sets the time of shipment, and specifies the 
terms of sale and terms of payment. Because the 
foreign buyer may not be familiar with the 
product, the description of the product in an 
overseas quotation usually must include more 
detail than is required in a domestic market.

The description should include: 

• Seller’s and buyer’s names and addresses

• Buyer’s reference number and date of 
inquiry

• Listing of requested products and a brief 
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description

• Price of each item (it is advisable to 
indicate whether items are new or used 
and to quote the price in US dollars to 
reduce foreign exchange risk) 

• Appropriate total cubic volume and 
dimensions packed for export (in metric 
units where appropriate)  

• Appropriate gross and net shipping weight 
(in metric units where appropriate) 

* Trade discount (if applicable)
* Delivery point 
* Terms of sale
* Terms of payment
* Insurance and shipping costs
* Validity period for quotation
* Total charges to be paid by customer 
* Estimated shipping date from an 

Afghan port or airport
* Currency of sale

Assessing the Competition
When you are exporting products to a new market, 
you are likely to find that most markets have a 
combination of existing domestic and international 
competitors already in place. For this reason, it is 
essential for you to understand who your 
competitors are and how you can differentiate your 
product from theirs.

A competitor is a business that targets the same 
market segments as you with a similar product. 
Generally, competitors are divided into three types:

• Direct competition: Those businesses 
offering the same products and services to 
the same clients within the same territory 
as your business.

• Secondary or indirect competition: 
Businesses that offer slightly different 
products and services or target a different 
clientele within the same territory.

• Substitute competition: Businesses that 
offer different products and services to the 
same clients in the same territory.

Study your various competitors, their products, 
prices, distribution methods, consumers, and level 
of after-sale service. If intense competition exists, 
consider smaller markets that may be unattractive 
for big multinational corporations, but large 
enough for you. It is a good idea to study your 
competitors’ activities. The best thing you can do is 
to regularly visit their website, especially their 
news and events announcements, and make sure 
to download a copy of their product catalogue if it 
is available. 

In recent years, the Afghan Government and 
donor agencies have facilitated the participation of 
Afghan exporters in major international trade fairs 
that can help them study their competitors. At 
these trade shows, look at the products the 
competition is showcasing, along with the quality 
of their branding and packaging. 

Understanding Regulatory Barriers 
to Markets
When you export products from Afghanistan to 
international markets, you will face different sets of 
laws and regulations, customs procedures, 
requirements for licenses in certain cases, as well 
as mandatory standards and certifications. In this 
section, we will explore the importance of 
understanding regulatory barriers to trade before 
exporting products and services to your target 
market.  When you do market research, these are 
some of the most important items to understand 
and include in your export plan.

Tariff Barriers
The most common barrier to trade is a tariff, 
which is a tax on an import. Tariffs raise the price 
of imported goods relative to domestically 
produced goods. These tariffs are very common 
during peak season of fruit and vegetable products. 
A part of your market research should be studying 
the previous experiences of tariffs imposed, 
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especially on fresh fruit exports. You also need to 
study well ahead of time what seasonal tariff could 
be imposed on your products. 

Non-Tariff Barriers
Non-tariff barriers to trade are defined as 
government laws, regulations, policies or practices 
that either protect domestic industry or products 
from foreign competition or artificially stimulate 
export of particular domestic products. As a part 
of your market research, you need to identify any 
non-tariff barriers to trade before you finalize any 
sale with a foreign buyer. 

Technical Barriers to Trade 
Technical barriers to trade include technical 
regulations, product standards, environmental 
regulations, and voluntary procedures relating to 
human health and animal welfare. Examples 
include trademarks and patents, labeling and 
packaging requirements, certification and 
inspection procedures, product specifications, and 
marketing of biotechnology. 

Sanitary and Phytosanitary Barriers 
to Trade
Every government around the world imposes 
sanitary and phytosanitary (SPS) standards on 
imported goods in order to protect human, animal, 
and plant health in their country. Prior to any 
export of agricultural or animal products, the 
exporter must research the quarantine measures, 
processing requirements, certifications, inspection 
regime, and testing requirements of the destination 
country. 

Case Study:  Conducting Market 
Research
After evaluating his company’s export readiness, 
Mohammad Akram came back to meet Hajji 
Abdul Wahab to give him the good tidings of his 
company’s readiness to export to international 
markets.

Wahab was happy to hear that Akram’s company 
had the potential to export to international 
markets. But Wahab cautioned Akram that he still 

A lab technician at the Veterinary Directorate in 
Kabul  tests a sample of cashmere prior 

to issuing an Export Certificate
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should not export unless he knows his target 
market; meaning, he needs to identify the 
opportunities and constraints in those markets as 
well as to understand who the prospective buyers 
and sellers are. He meant that Akram needed to do 
market research which would help him to identify 
the most desirable markets, identify his 
profitability, assess the competition barriers in the 
markets and help him understand the various 
regulatory barriers existing in his target markets.  
Akram seemed a little bit discouraged hearing all 
these big words which he did not know anything 
about at all. Feeling a bit hesitant, he asked for 
more clarifications on these topics. Wahab, who 
was very patient and an experienced mentor, 
calmed Akram down and convinced him that 
without solid market research he would not be able 
to understand his clients’ needs and wants, be 
aware of his market needs, be familiar with his 
competitors and ultimately he might not make 
good profit out of his effort.

Hearing this, Akram felt more relaxed but still 
confused. He curiously inquired, “What are some 
of the steps to conduct market research?” Wahab 
was pleased to offer him more insights. However 
Wahab cautioned him to be prepared for 
additional expenses for market research, product 
launches, and personal visits to the target market 
so he wouldn’t miss potential opportunities.

Wahab advised Akram to do market research 
because he needed information that would provide 
a clear picture of the political, economic, and 
cultural factors affecting his operations in his 
target market. He emphasized that market research 
is the key to identifying new opportunities. Wahab 
further added, “Please adhere to the following 
three steps for your international market research”:

Step 1: Screen Potential Markets
Collect statistics related to your sector that show 
product exports to various countries. Identify at 
least five to seven large and fast-growing markets 
for your product. Look at them over the past three 
to five years. Ask yourself whether or not the 
market growth has been consistent year over year. 

Did import growth occur even during periods of 
economic recession? If not, did growth resume 
with economic recovery? Wahab said, “Listen my 
brother Akram! You are new to the exporting 
business so it would be best to select some smaller 
emerging markets that may not have as many 
competitors as an established market.”

Step 2: Assess Target Markets
Examine trends that could influence demand for 
your product. Calculate the overall consumption 
of products similar to yours and identify the 
amount imported. For marketing purposes, 
become familiar with channels of distribution, 
cultural differences, and business practices. 
Identify any foreign barriers (tariff or non-tariff) 
for the product being imported into the country, as 
well as any Afghan barriers (such as export 
controls) affecting exports to the country.

Step 3: Draw Conclusions
After analyzing the data, you may decide that you 
should restrict your marketing efforts to a few 
countries. In general, one or two countries are 
usually enough to start with. With these 
conclusions in hand, you can begin to develop 
your Export Plan and Market Strategy which we 
will discuss in detail in our next meeting.

Mohammad Akram enjoyed listening to Wahab’s 
educated advice. He was extremely pleased and at 
the same time relieved after hearing such clear 
guidance on how to manage market research. 
Before leaving, Mohammad Akram promised to 
conduct thorough market research on his target 
markets. He said he would inform and mobilize his 
team for the market research.

A sample of Afghan cashmere 
handspun into yarn
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C H A P T E R  3 : 
D E V E L O P I N G  A N 
E X P O R T  P L A N
When you are ready to sell your products in international markets 
after conducting your market research, it is time to develop an 
export plan. A well-thought-out export plan can be the crucial 
ingredient for generating international sales and achieving real 
business growth. Having an export plan will help you to anticipate 
future goals, assemble facts, identify key constraints, and create an 
action statement. It should set forth specific objectives, backed by a 
timetable and milestones. In some cases, an export plan may be 
required by lending institutions prior to approving any trade 
financing application.
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How to Develop an Export Plan
Developing an export plan involves performing a 
variety of tasks, including conducting market 
research, creating a marketing plan, deciding on 
market entry, planning day-to-day operations and 
potential expansion activities, addressing the issues 
of export financing and insurance, and setting 
targets and timelines.

The first time an export plan is developed, it 
should be kept simple. You may not have all the 
data you want, such as market data and country 
specific information. As you learn more about 
exporting and your company’s competitive 
position, you can later make the export plan more 
detailed and complete.

If you think that your business lacks expertise in 
key areas, you may wish to consider hiring a 
national or international consultant to help you 
develop an export plan. There are a number of 
consultants in Afghanistan who are able to help 
you develop your export plan. 

Information to Include in Your 
Export Plan
Completing an export plan helps you to anticipate 
future goals, assemble facts, identify constraints, 
and create an action statement based on your 
vision and mission statements. 

Introduction 
Explains the history and present situation of your 
firm, the vision and mission of your firm, the 
organizational goals and objectives of your firm 
and as well as providing an overview of your firm’s 
location and facilities. 

Organizational Structure
Mention who owns the business and who are the 
partners, if any. Also, explain the management, 
staffing, your expertise, and a brief bio of your 
staff. You can also explain the relationship between 
exporting and domestic operations. Explain any 
exporting experience your company has in 
exporting. No matter what your produce or 
manufacture, explain how many years of 
experience you have as a domestic producer and 
supplier. It is also important to mention your 
strategic alliances in domestic as well as in 
international markets, if any.

Products and Services
Describe the nature of your products, what 
distinguishes your product from that of others, 
especially from your competitors.  Also, outline 
your future products which are in the pipeline, if 
any.

A hand-knotted carpet is trimmed 
at a processing facility in Kabul 
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Market Overview 
Discuss the political and economic conditions of 
your target markets. Also, talk about the size of 
your target market and discuss the main 
competitors in the market. You can also explain 
the tariff and non-tariff barriers existing in the 
market. Also, make an informed projection of 
what the market conditions may look like in 
another five to ten years. Make sure you have a 
clear idea of the information you need to collect 
and sources where you might find that 
information.  

Market Entry Strategy 
Review your target market or markets. Based on 
your market research, you can describe your 
competitors and show an analysis of your 
competitive position. Also, elaborate on your 
pricing strategy. Pricing will also address how you 
will manage pricing under different circumstances, 
such as foreign currency fluctuations or a 
competitor dropping its prices. For example, your 
export price list calculation should include costs, 
such as raw material costs, production costs, 
market entry costs, export tariffs, communications 
costs, etc. You can also describe your distribution 
strategy in the global value chain and discuss the 
role of your intermediaries and partners in the 
various value chains. This should not be something 
confidential but a road map to your success.

Regulatory and Logistical Issues 
Discuss the copyright or geographical indication of 
your products if any. Also explain what regulatory 
frameworks your business is abiding by. In the 
logistics part you can explain modes of 
transportation and cargo. Are you exporting by air 
or road? Make sure you explain your insurance 
and trade documents (licenses, inspection 
certificates, ISO certificates etc.).

Risk Factors 
Provide an analysis of market risks, credit and 
currency risks, and political risks associated with 
the destination markets. 

Implementation Plan 
Explain your key activities and how will you 
evaluate your activities.

Financial Plan 
Present a summary of your anticipated 
expenditures and revenue from exporting and how 
will you make profit. Also, explain how you will 
make sure to manage your budget in a competitive 
market with varying exchange rates. Conduct an 
internal audit of your company to determine how 
exporting will impact your operations. Consider 
the management issues for exporting, approaches 
to exporting, distribution channels and other 
important considerations that will impact your 
business from the financial plan perspective. 

Keeping Your Export Plan Updated
After you have developed your export plan, you 
should not think that the work is complete. In fact, 
developing an export plan is one thing, regularly 
updating is another thing. Based on market trends 
and your business situation, you may thoroughly 
update your plan as often as necessary to keep it 
relevant. You can start with an old plan and revise, 
but make sure you are taking a fresh look. 

Let’s look at the factors that may require you to 
update your business plan:

When you expand into new markets: If your 
current target market is India, Pakistan and the 
Gulf countries, and you think it is time to expand 
your market other countries, you need to update 
your export plan. 

Your competitors have changed: In your current 
target market, you may have a few competitors but 
the number of competitors in certain markets may 
increase. As a successful business, you need to stay 
aware of what others in your industry are doing 
and make sure that this information is added to 
your export plan.
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You change suppliers or technologies: You don’t 
have to stick with one supplier all the time. Making 
updates to your supply chain could help you cut 
costs and/or improve the quality of your product.

Your customer changes: As your customer 
changes, you also need to update your export plan.

Case Study:  Developing an Export 
Plan
Mohammad Akram spent a good amount of time 
on his market research. He screened all his 
potential markets, examined the market trends 
that could affect his products, identified all the 
tariff and non-tariff barriers. He also had several 
meetings with officials from the Afghanistan 
Chamber of Commerce & Investment, the Export 
Promotion Directorate at the Ministry of Industry 
& Commerce, and reached out to Afghan 
Commercials Attachés as far as India, the UAE, 
and Germany, where he is intending to export his 
products. After this extensive market research, he 
came to the conclusion that he is now ready to 
export. But he knew that he lacked focus and 
direction, which motivated him to meet Hajji 
Abdul Wahab again for guidance and advice. 

Wahab welcomed Akram and lauded his 
motivation for international trade. He said, “When 
I started, I was not as ambitious as you are! Your 
ambition, hard work, and interest in learning new 
things will take you to next level in the world of 
international trade.” Wahab explained that it would 
be a good idea for Akram to consolidate his vision, 
mission, and goals in one document, called an 
Export Plan. Wahab elaborated that an export plan 
is a guideline for the development of your 
international business. It consists of the 
identification of markets, goals, activities, 
objectives, required resources, and expected 
results. 

Akram replied, “Oh, you mean my business plan? I 
have a business plan which I developed long ago.” 
Wahab then set about to clarify the differences 
between a business plan and an export plan. 

Wahab illustrated that his business should outline 
his vision and mission. “An export plan, on the 
other hand, will form a part of your business plan 
and the export marketing plan will form part of 
your export plan. These components should 
complement each other and work together to 
achieve your export strategy,” Wahab explained.

Wahab continued, “Listen my brother Akram! You 
will learn a great deal about yourself and your 
target market while developing your export plan.” 
He explained further that developing an export 
plan involves performing a variety of tasks, 
including conducting market research, creating a 
marketing plan, deciding on market entry and 
service delivery methods, planning day-to-day 
operations and potential expansion activities, 
addressing the issues of export financing and 
insurance and setting targets and timelines. “Oh 
yes, but it is a bit complicated to understand,” 
replied Akram. 

Wahab nodded in understanding. “Yes, sometimes, 
it can be confusing, but don’t worry. I will try to 
explain each and every part of it step-by-step,” he 
said.

“To make it simple, your export plan identifies 
your target markets, export goals, necessary 
resources and anticipated results. It contains nine 
main elements. Let me explain them briefly here. 
In Part 1, the Introduction, you can talk about 
your business history and vision and mission 
statements etc. In Part 2, on Organization, you can 
discuss the firm management, staffing, your 
exporting experience and your experience as an 
exporting agency. In Part 3, Products and Services, 
you will need to talk about your products and how 
they are different from your competitors and what 
new products you have in mind for the future. In 
Part 4, Market Overview, you will discuss the size 
of your market and explain the tariff and non-tariff 
barriers existing in the market. If you can also talk 
about the market outlook in another five to ten 
years that will make it even better.”

Wahab assured Akram that while it may seem 
overwhelming, at the end he would feel proud of 
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his export plan. Wahab continued. “So in Part 5, 
Market Entry Strategy, you will use a lot of 
information you have gathered during your market 
research. For example, you will discuss your target 
market, your competitors, your pricing strategy 
and your distribution strategy. In Part 6, 
Regulatory and Logistical Issues, you will discuss 
the copyright or geographical indication of your 
product. You can discuss how you will transport 
your products to your target market. In the Risk 
Factors, Part 7, you will explain all the anticipated 
risks including market risks, currency and political 
risks. In Part 8, Implementation Plan, you will 
explain your key activities and how you will 
evaluate your activities. Finally, in Financial Plan, 
Part 9, you will talk about your expenditures and 
revenues and how will you make profit. In 
addition, you will explain how you will make sure 
to manage your budget in competitive market with 
varying exchange rates.

Wahab added, “I know it is a lot of work but you 
don’t have to do everything on your own. You can 

hire an outside expert who can help you in the 
process. You may also contact your industry 
association or the ACCI or MoIC who can provide 
you with practical advice. But remember, you 
ought to have an export plan before you go and 
start exporting. You also need to update it 
regularly as things evolve.”

Akram was pleased to learn a lot from Wahab. 
Although he had gathered most of the elements for 
an export plan during his market research, he had 
not known how to put it all together into a 
cohesive plan. He promised that he would work 
with his team to come up with a solid export plan. 
Akram also said that he would also use outside 
services, if need be. Akram quipped with a smile, 
“Exporting is not as easy as I thought it would be. 
Indeed, it requires perseverance and hard work!”

Tea prepared using 
Afghan saffron in Kabul 
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C H A P T E R  4 : 
M A R K E T  E N T R Y 
S T R AT E G Y
When you, as an exporter, have made a decision to enter an 
international market, there are a number of options before you. 
These options have different characteristics. They vary with cost, 
risk, and the degree of control which can be exercised over them. 
The simplest form of market entry strategy for the purpose of 
exporting is using either a direct or indirect method. Most of our 
exports, whether agricultural or non-agricultural products of a raw 
or commodity nature, use agents, distributors or involve the Afghan 
Government. In contrast, processed materials rely more heavily on 
sophisticated forms of access. 

Now that you are ready to export, you still have to adopt the right 
strategy to enter your target market. You should decide whether you 
want to export directly or indirectly? Or you want to enter into a 
partnership or alliance? Should you work with one partner or more? 
As an exporter you need to know the distribution channels 
currently in place in Afghanistan and your target markets. Based on 
size and nature of your business, you may choose an appropriate 
transport and distribution channel to enter your target market.

For example, if you have fresh fruits and vegetable business and you 
want to distribute to India, you may either use the Air Corridor to 
transport your goods or you may transport by road through 
Pakistan. Whatever the mode of transport, you need to know how 
to manage these channels and understand the legal and contractual 
aspects of working with your partners in the distribution channel. 
In addition, you need to know the key players in all these channels 
of distribution and Afghanistan’s points of exit from which your 
products could be exported.
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Understanding Distribution 
Channels
An important part of your export plan is your 
distribution system, i.e. how you get the products 
into the hands of your customer or the end 
consumer. During this stage, you have to identify 
the distribution channel, especially those who 
meet the needs of your target market, but also 
provide you with a competitive advantage.  It is 
important to assess the usual local distribution 
practices with regards to similar products in the 
target market.

There are various market entry methods through 
which a company can enter a foreign market. 
However, no one market strategy works for all 
international markets. The traditional means of 
market entry fall into four broad categories: They 
include direct exports, indirect exports, 
partnerships, and acquisitions and investments. 
The following is a brief description of each 
category.

Direct Export
Through direct exporting, you negotiate, contract, 
and work with the foreign customer. Mostly, 
experienced exporters will use direct exporting 
methods and and sell directly from Afghanistan. 
Exporters will do it by themselves without the 
involvement of middlemen or intermediaries. 

Direct exporting requires dedicated personnel, a 
great deal of knowledge, and quite a bit of time and 
energy. Direct export is advised when you are well 
experienced in exporting in the target market, but 
this should not hinder you from using other 
market entry strategies. Sometimes your existing 
resources can be used to start exporting into 
oversee markets but if you think you cannot 
handle direct export you may always reverse your 
strategy. If you are a direct exporter, you can be 
more competitive by setting lower prices. You will 
also develop a better understanding of your target 
market. Finally, one good advantage of direct 
exporting is that your profit doesn’t have to be 
shared with partners or intermediaries. Again, you 
will have to have excellent pool of resources and 

the market knowledge before you go for direct 
exporting.

Indirect Export
Indirect exporting means selling to an 
intermediary, who in turn sells your products 
either directly to customers or to importing 
wholesalers. Most Afghan traders currently engage 
in indirect export. Through an indirect export 
process, Afghan exporters can focus more on their 
technical expertise at home and work through 
other companies that have strong marketing, 
cultural and language skills in the destination 
country. 

If you wish to enter a target market through an 
indirect strategy, you can work with a lead 
exporter in Afghanistan or a local-based agent or 
representative or even a foreign agent 
representative who has a strong base in the target 
market. If you are new exporter, you may contract 
with an intermediary who then negotiates and 
contracts on your behalf. You may approach the 
Afghanistan Chamber of Commerce & Investment, 
the Export Promotion Directorate of the Ministry 
of Industry & Commerce (MoIC) or the 
International Chamber of Commerce to help you 
identify some lead Afghan exporters who are 
already active in the market and might be 
strengthened by adding your expertise to their 
existing capabilities. Please also actively engage 
with your commercial attachés through the MoIC 
to identify agents, distributors, and representatives 
in your target market.

Export Partnership
You may also want to partner with a local company 
whose strategic position complements or enhances 
your own. A well-structured partnership can 
benefit both parties in a number of ways. First, if 
you partner with another business, you both can 
share the risk by pooling your ideas and resources. 
Second, you can approach several markets at the 
same time. Finally, your partners can complement 
your capabilities and provide local expertise, 
insights, and contacts.
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Acquisitions and Investments
Sometimes your analysis may indicate that you can 
do better business by acquisitions and investments. 
Acquiring a firm in your target market or making 
a substantial investment into one, can achieve the 
same results. Through acquisitions and 
investments, you immediately gain access to the 
local markets, as well as patents, intellectual 
property, and specialist expertise.

Distribution Channels
The most important consideration when 
developing distribution channels is understanding 
the key players involved in the channel. Whatever 
channels you use, you need to manage them 
properly. This means investing in in-house systems 
and staff, as well as building good working 
relationships with agents and distributors. Efficient 
logistics and effective communication are vital if 
you want to maximize your sales. Let us look more 
closely at distribution channels and find out what 
is the best distribution channel for your needs.

Choosing a Distribution Channel
Through proper distribution you will be able to get 
your product into the hands of the end user. But 
you need to identify the right distribution channel. 
You will have to use a distribution channel that 
meets the needs of your customers, but also 
provides you with a competitive advantage. You 
need to know the players in the distribution 
channel and how to work with them. Here is a list 
of players involved in the distribution channel.

• Agents: Marketing intermediaries who 
bring buyers and sellers together, but who 
do not take title to the goods. They 
normally have authority, perhaps even 
Power of Attorney, to make commitments 
on behalf of the firm he or she represents. 
It is important that any contract states 
whether the agent does or does not have 
the legal authority to obligate the firm.

• Distributors: Merchants who purchases 
goods from an exporter (often at a 
substantial discount) and resells it for a 

profit. The foreign distributor generally 
provides support and service for the 
product, thus relieving the exporting 
company of these responsibilities. 

• Wholesalers and retailers:  Marketing 
intermediaries who bring buyers and 
sellers together. An exporter may also sell 
directly to foreign retailers, although in 
such transactions, products are generally 
limited to consumer lines. This method 
relies mainly on traveling sales 
representatives who directly contact 
foreign retailers.

When it comes to distribution, you need to 
consider questions such as:

Should you sell direct or use middlemen? 
Will you using a direct channel of distribution, 
selling directly to the consumer or will you use 
wholesaler or retailers as part of the channel? In 
the business-to-business market, you have to 
determine whether you want to deal directly with 
the business user or engage the service of an 
industrial distributor.

What types of distribution channel components 
should you use? 
For example, will you sell your product in 
department stores or in wholesale markets?

Should you use multiple channels of distribution 
or just one? 
In some cases, you may want to deal directly with 
retailers. In other cases, you may want to use a 
middleman like a wholesaler who will sell to the 
retailer.

The channel distribution that is right for you will 
depend on a number of factors These factors 
include:

• Number of customers: The fewer 
customers you have, the more likely you 
will deal direct. The more customers you 
have, the more likely you will be to 
lengthen the channel of distribution and 
use intermediaries
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• Geographical location of the customers: 
The more concentrated the customers are 
in a geographic area, the more likely you 
will be to choose a short channel of 
distribution and deal direct. On the other 
hand, if you are selling a high-value item, 
you may want to eliminate the middleman 
and deal direct.

• Product perishability: if the product has 
a short life, you will be more likely to deal 
direct. If the product has a long shell life, 
you may want to intermediaries and have 
a longer channel of distribution.

Other Methods of Distribution
It is important for you to understand that there are 
many different methods of distribution, all of 
which share the same objective; increase sales of 
your product in the target market. Here are three 
additional steps you can take to gain a foothold in 
a new market: 

• Hire an export sales manager: A small 
company can hire a single export sales 
manager with some administrative 
support. The export sales manager leads 
and directs all export sales activities. 

• Establish a separate export department: 
An export sales department is largely 
self-contained and typically operates 
independently of domestic operations. 

• Form a foreign sales branch (FSB): Instead 
of a foreign sales subsidiary, a firm can 
also form an FSB. An FSB is not a separate 
legal entity. An FSB handles sales, 
distribution and promotional offer 
throughout a specific overseas geographic 
area and sells to a firm’s target customers: 
agents, wholesalers, and distributors. 

Channel Management and 
Responsibilities
Although distribution can be handled entirely by 
the producer, often the goods are moved through 

middlemen, such as wholesalers, distributors, 
retailers, or agents. An understanding of the 
available distribution system in a particular county 
is extremely important in the development of a 
sound distribution strategy.

Let’s look at three different approaches to channel 
management.

Pull Approach
This refers to an approach in which a firm 
increases demand for its products and draws, or 
pulls, consumers to the product. This is how to get 
customers to want a particular product. Thus, the 
producer neither establishes his own set-up in the 
foreign market nor does he contact middlemen to 
sell his product. The channel members are thus 
forced to contact the producer. 

Attracting buyers through the pull approach can 
be done using the following methods:

• Through social media networks

• Media coverage

• Sales promotion and discounts

• Advertising 

• Email marketing

Push Approach
Under this approach of distribution, the exporter 
should establish his own channel of distribution 
and assume full control over it to use it as a 
promotional instrument. The exporter, therefore, 
should make effective planning, establish 
organization to implement it and have effective 
control over it. The exporter will function as the 
channel leader. 

Using the push approach may involve one or more 
of the following activities:

• Direct selling to customers in showrooms

• Point of Sale displays

• Trade show promotion
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• Packaging designed to encourage a 
purchase

Gravity Approach
In the gravity approach, the exporter is in touch 
with intermediaries and sells his products through 
these intermediary. It is the intermediaries who are 
responsible for the actual distribution work in 
foreign markets. In this case, the exporter is not 
expending time, effort, and money to engage in 
distribution work in the foreign markets. 

Legal and Contractual 
Relationships with Channel 
Members
Before you load your products for export, you 
need to make sure you sign a binding contract 
with the various channel members you are 
working with. The process of drafting a contract is 
an excellent way for you to ensure that both parties 
have a full understanding of what is required of 
them. A contract will help both parties work out 
any potential disagreements, and will assist in 
ensuring partial or full compensation in the event 
that something goes wrong during the distribution 
process.

Contract Characteristics
While you would prefer the contract to be signed 
under local law, the jurisdiction is not as important 
as the attitudes of the signing parties, and their 
ability to perform as specified. It will be important 
to have lawyers on both sides check that the 
contract is legal, however it is equally important 
for you and your client to retain control, so that 
the contract: 

• Will be realistic 

• Will ensure that you deliver the services 
required by your client 

• Will ensure that you are paid as agreed 

• Will emphasize that the work is to be 
carried out to the mutual benefit of you 
and your client 

Contract Framework
Service delivery contracts can range from a 
handshake to dozens of pages of legal and 
technical specifications. In every case it is essential 
for the two sides to have the same understanding 
of: 

• The services to be provided

• Any preconditions to the provision of the 
services, such as availability of client’s 
personnel, information, facilities, 
mobilization payments, weather 
conditions, etc.

• The personnel to provide the services 

• Personnel or facilities to be made available 
by the client 

• Date on which provision of service is to 
commence (and end) 

• Payments to be made 

• Benchmarks, or dates on which payments 
are to be made 

• Circumstances in which the contract may 
be terminated, and implications in terms 
of completion of work, handover of work 
to date, partial payments, penalties, etc. 

• How “completion” of tasks will be 
determined 

• Conditions for hold-back of payments 

• Conditions for return of bid or 
performance bonds 

• Procedure in case client is unable to make 
available personnel, information, facilities 
as agreed 

Drafting a Contract with your Agent or Distributor
Before entering into an agreement with an agent or 
distributor overseas, you need to do some research 
on the law in the territory where he or she is based. 
In some countries, for example, there are rules that 
require agency agreements to be registered with a 
government department, or stipulate that only 
nationals of the country can become an agent of a 
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foreign supplier. Please contact Afghan 
commercial attaches for legal information on the 
market you wish to enter.

Before signing anything, get some local legal 
advice early on to answer the following questions:

• Who is entitled to act as an agent (can it 
be an Afghan or must it be a local 
national)? 

• What are the basic legal rights of the agent 
and the principal (you, the exporter)?

• What are the rules concerning 
termination of the agency?

• Are there any registration procedures?

• Does the law distinguish between agents 
and distributors? 

The agent is acting in the place of the principal for 
specific or general purposes. The principal is the 
party who authorizes the other to act in his or her 
place, and the agent is the person who has the 
authority to act on behalf of the principal.

Templates for business agreements are widely 
available on the web and can be used to protect 
your interests whilst reducing your outlay 
significantly. You should always get local legal 
advice as well as the advice of your fellow Afghan 
traders and commercial attaches/commercial 
counselors. Templates can also help you 
understand the factors you need to consider before 
proceeding with a new partner or agent and are a 
useful way to educate yourself on legal and 
commercial matters for particular business 
relationships.

Case Study:  Market Entry Strategy
Mohammad Akram hired some consultants to 
help him develop a very exhaustive export plan 
targeting Canada, India, and Germany for 
exporting dry fruits. Through his research, he 
found that Afghanistan faces stiff regional and 
international competition in the export of nuts, 
dried fruits, and medicinal plants. Now, he is 
thinking about what kind market entry strategy he 
should adopt. He is thinking of meeting Hajji 
Abdul Wahab with two of his colleagues for 
guidance on the best approaches to enter these 
markets.

Wahab happily greeted Akram and his team 
members. Akram introduced his team members to 
Wahab, who was impressed by their dedication to 
adhering to good international business practices. 
Akram presented a copy of his export plan, which 
he had developed based on Wahab’s earlier inputs. 
Going through a few pages of the export plan, 
Hajji Abdul Wahab was quite impressed with the 
level of detail. “This is simply great! You are well 
on your way to becoming a successful exporter,” 
said Wahab. Akram responded that the credit goes 
to Wahab’s advice and the hard work of the two 
employees, who are business graduates. They 
closely worked with an outside consultant to 
develop the plan. 

Akram was excited to start exporting to his three 
target markets. He asked Wahab about the entry 
strategy for these markets. Wahab smiled and said, 
“You have asked the right questions at the right 
time of your exporting process. When you, as an 
exporter, have made a decision to enter an 
international market, there are a number of 
options before you. The simplest form of market 
entry strategy is exporting using either a direct or 
indirect method. Most of our exporters use agents, 
distributors, wholesalers or retailers. You have to 
remember that wholesale markets have less profit 
margin compared to penetrating at a premium 
retail level.”
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Akram replied, “To be honest, I am very new to 
exporting, as you know. I don’t know anyone in the 
countries of my target market.”

“Well,” Wahab said, “you don’t have to worry. You 
can partner with someone who’s familiar with the 
local business culture. Also, as we discussed earlier, 
the Ministry of Industry & Commerce has placed 
commercial attachés in most countries. Please 
contact them to connect you with the Export 
Management Office in those countries.” 

“Oh yes, that is a good idea!” said Akram. “I think 
we should contact our local exporters and also talk 
to our attachés through the MoIC,” he added. “But 
can you please talk a little bit more about market 
entry strategy you were mentioning earlier,” 
inquired Akram. 

“Sure, I am pleased to do so,” said Wahab. He 
explained that first you need to understand the 
distribution channels, through which you will be 
able to get your products into the hands of the end 
user or your intended clients. The most important 
players in the distribution channel include the 
agents, who are the intermediaries, the 
distributors, who purchases products from an 
exporter, and wholesalers and retailers, who bring 
buyers and sellers together. “After you go back to 
your office,” said Wahab, “you need to study these 
channels of distribution and decide for yourself 
what will best fit your requirements.” 

“Ah, I see!” replied Akram. “I think this shouldn’t 
be a very difficult job after we have developed our 
export plan,” he added.

“Yes, you are right,” said Wahab. “Also, you should 
decide whether you will be able to do it by yourself 
or you need the help of a middleman. You know 
that goods are mostly moved through middlemen, 
such as wholesalers, distributors, retailers or 
agents, as I said earlier. There are three different 
approaches to channel management which you can 
use. For example, the pull approach, the push 
approach, and the gravity approach.” 

Akram was confused.  “I’m sorry, but I think that 
those are business terms. Can you please explain in 
more simple language?” he asked. 

“Sure thing,” replied Wahab. “In the pull approach,” 
Wahab continued, “the firm attracts the customers, 
meaning you should try to attract customers 
through social media networks, advertising and 
sales and promotional discounts. In the push 
approach you should push your products to 
consumers by direct selling to customers in 
showrooms and trade fairs. In the gravity 
approach, you can use intermediaries who look 
after the actual distribution work in the foreign 
market.”

Wahab continued, “After you have identified the 
right approach and your distribution channels, you 
should be careful about the type of contract you 
are signing with the channel members who you 
will be working with. You have to study the various 
clauses of the contract when you are signing with 
any channel member – especially pay special 
attention to terms of payment! Most of our Afghan 
exporters are misguided by contracts, so you need 
to take it seriously.”

Akram was thrilled hearing all this. He humbly 
told Wahab, “I am blessed to have found you. 
Indeed, you are an experienced Afghan exporter. 
We should be proud of you.” Wahab replied, “It is 
all because of my experience and curiosity for 
learning. I am sure you will have a future in the 
Afghan export sector. If you find your channel 
members by our next meeting, we will discuss 
export marketing and sales. That is what you need 
to sustain your business in your target markets.”
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A N N E X  1 :  L I S T 
O F  A F G H A N 
C O M M E R C I A L 
AT TA C H E S

1. Arif Hairat 
Commercial Attaché, Uzbekistan 
arif.hairat@gmail.com 
+93799403060 (WhatsApp)

2. Ahmad Zia Saidkheli 
Commercial Attaché, Kazakhstan 
asawiz@gmail.com 
+77023337160 (WhatsApp)

3. Riaz Sadat 
Commercial Attaché, Saudi Arabia 
riazsadat@gmail.com 
+966532403261 (WhatsApp)

4. Khatera Noorzai 
D. Commercial Attaché, Russia 
khan_noorzai2005@yahoo.com 
+79857997562 (WhatsApp)

5. Sadaf Dashti 
Commercial Attaché, Belgium  
ssadafdashti@gmail.com 
+32493145273 (WhatsApp)

6. Shir Mohammad Farokh 
D. Commercial Attaché, Belgium  
shir.786@gmail.com 
+32466262228 (WhatsApp)

7. Samina Wadeer 
Commercial Attaché, Pakistan 
samina.hamza@yahoo.com 
+923331508245 (WhatsApp)

8. Baryalai Ghunchagul 
Commercial Attaché, Pakistan 
barry.g@bmg.af 
+93700486700 (WhatsApp)

9. Mohammad Fawad Arash 
Commercial Attaché, Pakistan 
fawad.arash@gmail.com 
+93784746896 (WhatsApp)

10. Nafi Sarwari 
Commercial Attaché, India 
nafi.sarwari@gmail.com 
+917715815270 (WhatsApp)

11. Mansoor Sahak 
Commercial Attaché, India 
mansoor.sahak2020@gmail.com 
+93794111112 (WhatsApp)

12. Rajab Ali Darwish 
D. Commercial Attaché, India
radh_89@hotmail.com 
+93778996900 (WhatsApp)

13. Qayoum Bassam 
Commercial Attaché, Turkey 
qbassam@gmail.com 
+93799840047 (WhatsApp)

14. Ghulam Rabbai Mansori 
D. Commercial Attaché, Turkey 
grmansoori@gmail.com 
+93798274500 (WhatsApp)

15. Radai Hotak 
Commercial Attaché, Turkmenistan 
hotakradai@gmail.com 
+99364159966 (WhatsApp)

16. Fayazuddin Ghiyasi 
Commercial Attaché, Tajikistan 
fghiasi2008@gmail.com 
+992915531111 (WhatsApp)
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17. Rohullah Rafiqi 
Commercial Attaché, Azerbaijan 
r.ruhullah@gmail.com 
+994514440302 (WhatsApp)

18. Hakim Naseri 
Commercial Attaché, Canada 
nasiry.1364@googlemail.com 
+18732884494 (WhatsApp)

19. Jawed Joya  
Commercial Attaché, USA 
joyaja07@gmail.com 
+93796004909 (WhatsApp)

20. Maiwand Mangal 
Commercial Attaché, UAE 
maiwand_mangal@hotmail.com 
+971521985293 (WhatsApp)

21. Hafizullah Baha 
Commercial Attaché, Iran 
hafizbaha@gmail.com 
+93798888105 (WhatsApp)

22. Mustafa Jamal 
Commercial Attaché, China 
jamal.af@gmail.com 
+8613260095045 (WhatsApp)

Workers unload fresh grapes destined 
for India at the Kabul Airport Export Warehouse 
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