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This paper offers two conceptual models for export promotion 
strategy at the national and enterprise levels, respectively. These 
models seek to identify the elements of export promotion strategy and 
indicate their major relationships. 

Strategy involves the determination of objectives, the design and 
mobilization of resources to attain them, and the excercise of control 
to insure that actual operations conform to objectives. Strategy, therefore, 
is a plan for action. 

The two conceptual models presented in this paper are planning 
models; their fundamental purpose is to guide the development and operation 
of programmes for the-promotion,of-manufactured exports.at national and 
enterprise levels. 

Aside from their planning function, these models may suggest 
subjects for research and may also help in the design of training courses 
in export promotion. 

This paper emphasizes the structure of the conceptual models rather 
than their individual elements. In some instances, the elements are 
simply identified and placed in relationship to other elements. Although 
this presentation may strike some readers as abstract and empty of real 
content, any effort to order the complex phenomena that relate to export 
promotion in Latin America or in other developing countries is necessarily 
an effort at abstraction. It is looking at the forest, not the individual 
trees. But if this effort is successful, one can then know better which 
trees to look at and how to look at them. 

Basically, then this paper puts forth two perspectives/on export 
promotion, one at the- macro or governmental level, the other at the micro 
or enterprise level. The latter may be regarded as an element of the 
former. Alternatively, the dominant function of a national export 
strategy may be viewed as the stimulation and support of enterprise 
export marketing strategies. 

/The strategy 
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The s t r a t e g y models are normative and l o g i c a l r a t h e r than behavioural . -

They i n d i c a t e what should be done r a t h e r than how i t should be done. 

They ignore p o l i t i c a l and c u l t u r a l f a c t o r s as w e l l as the c o n f l i c t s , 

l o y a l t i e s and i n e r t i a t h a t are found in a l l human organizat ions . I n e v i t a b l y , 

a nat ional export promotion s t r a t e g y w i l l be a f f e c t e d by the p o l i t i c a l , 

s o c i a l and behavioural f ea tures o f the nation and i t s people. Frequently, 

the "economic l o g i c " o f a n a t i o n a l export s t r a t e g y w i l l have t o be 

accomodated t o these f o r c e s , with a r e s u l t i n g compromise of i t s o b j e c t i v e s 

andor programmes. At worse, t h e s t r a t e g y may be so badly cr ippled by 

h o s t i l e or negative f o r c e s t h a t i t l o s e s any t r u e e f f e c t i v e n e s s . 

The n a t i o n a l s t r a t e g y model, then, i s a map t h a t indica tes the route 

from point A t o point B but i t would be academic to presume that every 

developing country w i l l want t o use t h a t map or t o use i t without 

a l t e r a t i o n s t h a t conform t o i t s own s i t u a t i o n . In any event, what happens 

a t the e n t e r p r i s e l e v e l w i l l s p e l l the success or f a i l u r e o f a n a t i o n a l 

export s t r a t e g y . 

The model f o r na t iona l . expor t s t r a t e g y assumes t h a t a nat ion g ives 

exports the top p r i o r i t y in i t s na t iona l development planning. The reason 

for t h i s assumption i s t o make the model as comprehensive as p o s s i b l e . 

I t i s not suggested however, tha t every developing country should mount 

an export dr ive a t t h i s p r i o r i t y l e v e l . S i m i l a r l y , the export marketing 

s t ra tegy model assumes t h a t e n t e r p r i s e management wants to push exports 

a g g r e s s i v e l y . I f nat ions or enterpr i ses are not in teres ted in the a c t i v e 

c rea t ion of exports , t h e r e i s obviously no need f o r export promotion 

models o f any kind. 

/ I , STRUCTURE AND 
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I. STRUCTURE AND ELEMENTS OP A NATIONAL EXPORT 
PROMOTION STRATEGY 

The structure and elements of a national export promotion strategy-
are set forth in figure 1. 

A national export promotion strategy (NEPS) is a comprehensive plan 
conceived and initiated at the highest levels to attain specific export 
targets over a period of 5 to 10 years. NEPS has four functional aspects: 
(l) objectives, (2) design and mobilization of resources (policy), 
(3) programmé (operations), and (4) control. 
Setting objectivés 

The export target objectives of NEPS should be expressed in 
quantitative terms, and they should represent goals that are reasonably 
attainable by industries and firms in the manufacturing sector of the 
economy. Objectives should be future-oriented; they should not merely 
reflect the current manufacturing and export situation. The primary 
function of objectives in NEPS is to establish goals that will inspire 
the commitment, of resources to export development at both the national 
and enterprise levels. 

It is important that the NEPS objectives be reasonably attainable; 
objectives that are set too high cannot serve as performance standards and 
they are likely to create frustrations that undermine the entire export 
drive. 

Since the micro-elements of NEPS objectives are the export objectives 
of many manufacturers, it is highly desirable to have those manufacturers 
participate in the determination of export objectives for their particular 
industries. This also has an important psychological advantage: 
manufacturers are much more likely to believe in the attainability of 
objectives they have helped to establish. This credibility factor is 
highly significant because the success of NEPS is ultimately dependent on 
enterprise performance. 

/At the 
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At the same time, it is not to be expected that manufacturers will 
have the motivation, knowledge or capacity to establish national export 
objectives. This can be done only through the concerted efforts of all 
those government agencies that will play an important role in national 
export strategy; Development, Planning, Commerce and Industry, Finance, 
Agriculture, Transportation, Foreign Affairs, and so on. For most countries, 
it will be necessary to establish a high-level Export Development Committee 
to obtain an intimate degree of co-operation among the many interested 
government agencies. The Committee will define the government's 
commitment to export development in terms of both policies and programs. 
These definitions, will in turn, guide manufacturers and their organizations 
in determining industry and enterprise objectives. Through a process of 
communication within government and between government and enterprise 
groups, a set of export objectives can be established that will have the 
support of all those who will actually participate in the export drive. 

What is suggested, therefore, is a form of indicative planning in 
which the government first sets the parameters and scope of the export 
drive, and then invites the participation of private industry representatives 
in working out specific export objectives within the overall national 
framework. 
D e s i g n and M o b i l i z a t i o n o f Resources ( P o l i c i e s ) 

National export promotion policies close the gap between objectives 
and actual performance by directing the design and mobilization of 
resources that are necessary to achieve objectives. 

The first step is an evaluation of resource limitations at the 
enterprise level that will constrain the attainment of specific export 
objectives. Several kinds of limitations will become evident upon 
investigation; limitations of time, information, management, production, 
marketing organization, capital, and so on. 

Although these limitations will vary in their relative importance 
by industry and individual enterprise, some will be more critical than 
others to export performance. 

/The second 
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The second step is to ask: what can government agencies do to 
remove or moderate these limitations? Putting the question somewhat 
differently, what support requirements can government agencies offer 
private manufacturers to enable them to reach their export targets? The . 
answer to this question will serve as the basis for the design and scope 
of national export promotion programmes. This approach to the design of 
official export promotion programmes differs significantly from an autonomous 
determination of export promotion programmes by government agencies. The 
support-requirements approach utilizes the wisdom of the marketing concept 
which states: Find out what your customers want, and then give it to them. 
The "customers" of official export promotion programmes are the individual 
exporting firms. Hence these programmes should be designed to solve 
problems for exporting manufacturers (both in the short and long run) 
through the efforts of public, officials. 

The mobilization of resources involves the actual commitment of 
manpower, funds and leadership to official export promotion programmes 
and agencies. This commitment should extend over the entire national 
planning period, subject to periodic reviews. 
Export Promotion Programmes (Operations) 

National export objectives and policies guide the creation and 
performance of national export promotion programmes that will provide 
support to manufacturers for the achievement of specific export targets. 
Official export promotion programmes transform national export strategy 
into sets of activities that are essential to its implementation. Within 
the guiding lines laid down by export promotion policies, it must be 
decided how each activity should be performed, who should perform it, and 
how it relates in function and in time, to other export promotion activities. 

The programme aspect of NEPS requires, therefore, that the government 
organize for national export promotion. Since new export promotion 
programmes are almost certain to cut across existing agency jurisdictions, 
their organization must overcome bureaucratic traditions and rivalries. 
Only determined effort supported by the highest government leadership 
can achieve an organization of export promotion activities that best 
actually responds to the needs of manufacturers as determined by intimate 

/co-operation between 
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co-operation between them arid public officials. The staffing of export 
promotion programmes with competent technical and administrative personnel 
is also of signal importance. Export promotion programmes should be 
headed by people who command respect both in government and in industry. 
Control 

Control is an essential function of a national export promotion 
strategy, but it is easy to neglect because the world abounds with people 
who, immersed in a daily round of activities, never ask what these activities 
are intended to accomplish and whether they are in fact doing so. 

In business management, control refers to a system that detects 
and measures "variances" between actual and planned operational results.— 
When variances occur (as they certainly will) it is the job of managers 
to find out why they are occurring and then to take remedial action. 
Variances may arise out of operational inadequacies (such as poor 
management or insufficient resources) or out of external changes in 
"environmental parameters" (including market demand and competition) that 
are among the assumptions of the strategic plan, or out of both. 

A control system, then, provides feedback information that tells 
managers whether they are indeed achieving planned objectives. Control 
variances can lead to changes in operations and/or changes in objectives 
and policies. Control provides, therefore, an indispensable link between 
objectives and policies, on the one hand, and operations (programmes), 
on the other. 

The output of a national export promotion strategy is the actual 
export performance of manufacturers. The control system, therefore, must 
start with feedback flows of information on enterprise performance (in 
production and marketing for export) to the appropriate programme agencies. 
Variances between planned and actual export performance should stimulate 
those agencies to investigate the cause or causes, and then to mount remedial 
action in so far as they are capable of doing so. Some cause of variances 
may be traceable to factors that are so endogenous to the individual 
manufacturer (such as poor management) that government agencies can do little 
to improve the situation. In other cases, however, official remedial support 
can be highly effective. 

1/ Variances may be positive or negative. The discussion here is concerned 
with negative variances primarily. /The control 
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The control system starts with information flows from manufacturers 
(and their'organizations) to the government agencies that directly serve 
them. From these agencies, in turn, control information flows to higher 
levels of government that are responsible for setting national export 
objectives and policies. Officials at these higher levels should identify 
the causes of performance variances and decide whether remedial action is 
demanded in objectives, policies or programmes. The key point to keep in 
mind is that the performance of national export programmes should be 
evaluated against the actual export performance of manufacturers. However 
well administered they may be, official promotion agencies that do not 
achieve their expected contribution to the attainment of established export 
targets are failing in their respective missions. 
National Export Promotion Strategy as Depicted in Figure 1 

Figure 1 depicts the major activities that constitute the elements of 
a national export strategy and the-gross relationships.among them. Figure 1 
is not an organization chart; it does not indicate which government agencies 
should perform these activities or any other administrative arrangements. 
Here we focus our attention only on activities at a high conceptual level, 
leaving others to work out the organizational implications of NEPS and to 
break down the activity categories into their specific constituents. 

NEPS starts with a public commitment to a national export drive by 
high government leadership. Why and how this leadership makes its export 
commitment is not our present concern, but it is the indispensable basis 
for a comprehensive national effort in export promotion. Government 
leaders must inspire the public, the business community, and government 
agencies to a pitch of enthusiasm that will sustain the export drive over 
the difficult years ahead. Mere lip service is not enough. Government 
leaders must understand what is required to mount a national export drive; 
they must fully support necessary adaptations in general macro policies 
as well as export promotion policies and programmes. Only a strong 
government can maintain its commitment to a national export drive in the 
face of conflicting political, economic and social forces. 

/Many macro-economic 
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Many macro-economic policies may hinder an export drive, notably 
inflationary fiscal/monetary policies and over-valued exchange rates. 
Unless macro policies are adjusted and adapted so as to provide support 
to export promotion programmes, the success of any export drive is doubtful, 
to say the least. For governments that have traditionally pursued inward 
oriented policies, any shift to export-oriented policies will be a painful 
though necessary experience. 

National development planning must also be oriented towards exports 
if a national export drive is to be successful, especially over the longer 
run. The developed,, industrial countries are able to concentrate official 
export promotion activities on the marketing or demand side. But the 
developing countries must do much more than that; their official export 
promotion activities should also direct and encourage the development of 
manufacturing export capacity or the supply side. Over the longer run, 
therefore, export promotion becomes^ key element of national economic 
development and development planning. 

The goals, priorities, and resource allocations of national 
development plans should, at the very least, be consistent with export 
promotion objectives and programmes. When a nation is fully committed to 
an export drive (the assumption of this paper), then long-run export 
objectives become the dominant objectives of»national development plans. 

As Figure 1 indicates, national export objectives and policies are 
determined within the constraints laid down by macro government policies 
and national development planning. Within those constraints, the choice 
of export objectives and policies will be largely determined by a 
comprehensive evaluation of national production capability, on the one hand, 
and an evaluation of foreign market opportunity, on the other. Conceptually, 
the task of export promotion at this stage is a matching of capability 
against market opportunity at different levels of aggregation (enterprise, 
industry, region, national) and over different planning periods (short-run, 
intermediate, long-run). 

Programme activities fall naturally into two major categories; 
industrial export promotion services on the production and supply side, and 
commercial export promotion services on the market or demand side. However, 

/these two 
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these two sets of activities are not mutually exclusive; on the contrary, 
they are highly interdependent at the enterprise level. Over the longer 
run, production capacity should be created in response to market forces; 
R and D, production and marketing need to work hand in hand to achieve 
that result. It follows, therefore, that any government agency responsible 
for industrial export promotion should co-operate intimately with those 
responsible for commercial export promotion, and conversely. 

NEPS ends with the manufacturer and his export markets. In the 
aggregate, his performance will determine the effectiveness of all the 
government policies and programmes in the field of export promotion» 
Short-run, Intermediate and Long-run Strategies 

A national export promotion strategy employs different planning 
periods that generate sub-strategies with their own objectives and resource 
mixes. 

Short-run strategy (running up to one year) focuses on the export 
marketing of manufactured products that are suitable for sale abroad 
with no, or only modest, adjustments on the supply side. Programme 
activities to carry out short-run strategy fall mainly in the category 
of commercial export promotion services. The over-riding objective of 
short-run strategy is immediate export sales. 

Intermediate strategy (running up to two years or so) is principally 
concerned with the mobilization of existing manufacturing facilities for 
product adaptation (volume design, size, material, package, etc.) to the 
requirements of foreign markets. The emphasis in intermediate strategy 
is on the adaptation of existing products rather than on the creation of 
new products. Although some product adaptations may require considerable 
assistance by government agencies on the supply side, commercial export 
promotion services' continue to have a major role in intermediate strategy 
programmes. 

Long-run export promotion strategy is directed towards the creation 
of new export products that ordinarily require investment in new manufacturing 
plan or the expansion of existing plant. Investment in research and 
development activities may also be necessary when technology is not available 
from external sources. One result of this export promotion strategy may 
be the establishment of entirely new industries. 

/For its 
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For its implementation at the programme stage, long-run strategy 
depends mainly on industrial export promotion services. The determination 
of long-run export promotion objectives and policies is intimately related 
to national development planning and especially industrial planning and 
programming. 

All strategic planning - short-run, intermediate and long-run - should 
have a marketing orientation. That is to say, objectives, policies and 
programmes should always be directed towards the immediate or ultimate 
satisfaction of customers in export markets. This orientation is as 
necessary for industrial export promotion services as for commercial 
export promotion services. 
Interdependence of National Export Promotion Elements 

The solid and dashed lines in Figure 1 suggest, but understate, the 
interdependence among the elements of a national export promotion strategy. 
It should be kept in mind that Figure 1 is a logical flow model rather 
than a critical path or chronological model. Actually, a national export 
promotion strategy is an on-going, dynamic process that involves interactions 
among all its elements. For example, although the setting of national 
export objectives and policies is constrained by macro-government policies 
and national development planning, the former activity can certainly start 
before macro policies and development planning are fully adapted to the 
requirements of national export promotion. Indeed, there should be a 
continuing interaction among these three elements that fosters a harmonization 
of macro policies, development planning and export promotion objectives 
and policies. Similar remarks may be made about other elements of Figure 1. 

In brief, the creation of a national export strategy is an evolutionary 
process over time that ultimately involves all the elements depicted in 
Figure 1. The important thing is to get started, to begin a movement 
that will culminate in a national export drive. 
An illustrative case of a national export promotion strategy 
(The Korean Experience) 

Lest the foregoing discussion of national export promotion strategy 
appear to be a merely intellectual exercise, it is instructive to end this ^ 
part of the paper with a brief review of the Korean export drive in the 1960S.-

2/ This section draws heavily on Amicus Most, Expanding Exports. A case 
Study.of the Korean Experience (Washington, D.C,; United States Agency 
for International Development, June 196?). 

/The development 
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The development strategy adopted by the Korean Government emphasized 
export expansion starting in 1963. A stabilization programme was announced 
in May of that year and the currency was devalued in Hay 1964 (in February 
1965, the exchange rate was allowed to float up to 270 to the dollar as 
compared to a pre-1964 rate of 130 to the dollar). Import restrictions 
were also reduced. The adjustments in macro policies created an economic 
environment favourable to exports. 

In January 1965, front-page headlines in Korean newspapers announced 
President Park's export goal of $ 1 billion a year. The formulation of the 
first overall export programme began in early 1965. Although inadequate 
in some respects, this programme (or rather strategy) brought together 
all the many elements necessary to an export drive and also led to the 
establishment of a Joint Export Committee. 

The Joint Export Committee was officially established in March 1965 
with the following memberships (l) Vice-Ministers of Commerce and Industry, 
Agriculture and Forestry, Economic Planning, Finance, Transportation, and 
Foreign Affairs; (2) the Directors of other governmental and quasi-government 
agencies such as Customs, Monopoly, Korean Export Promotion Corporation, 
Bureau of Standards, agricultural and industrial research centres; (3) the 
officials of the Bank of Korea and of private banks; and (4) the Presidents 
of the Korean Chamber of Commerce, Korean Businessmen Association, Korean 
Traders Association, Small and Medium Business Co-operatives Association, 
and other trade associations. 

Although the Joint Export Committee was not a government agency, it 
was successful in "mobilizing, uniting and activating" all areas of the 
private and public economic sectors that related to export. Each month 
the Committee reported personally to President Park. Within two years the 
Korean government was able to take over the entire job of export development, 
and the Committee passed out of existence. 

It is not possible to describe here the many programmes that carried 
forward export promotion in Korea. Backed by the public commitment and 
continuing support of President Park, the adaptation of macro policies, the 
establishment of export expansion as the top priority in development 
planning, and the creation of an organization to determine export targets 

/and policies, 
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and policies, it became a comparatively simple matter to set up programmes 
to provide both industrial and commercial export promotion services. A 
simple listing of these programme activities suggests their comprehensive 
scope: cost accounting, productivity centre, quality improvement and control, 
product design and packaging, elimination of red tape (export procedures 
and paperwork, passports and visas, samples), exporter-importer relations, 
mediation and arbitration of commercial disputes, reputation study, 
shipping information and rates, export insurance, trade missions, a broad 
range of export marketing services via the Korea Trade Promotion Corporation 
(KOTRA), industrial parks, technical assistance, incentives (credit, tax, 
free entry of raw materials used in export products, etc.), vocational 
training, and others. 

The Korean export drive involved short-run, intermediate and long-run 
planning. The major thrust, however was the creation of new export 
products in processed foods and particularly in manufactured goods. 

The Korean export drive recorded an outstanding success. Annual 
exports rose from less than $ 85 million in 1963 to almost $ 500 millon 
in 1968. (These figures do not include sales to the United States Armed 
Forces in Korea.) Manufactured goods as a percentage of total exports 
rose from 18.2 in I960 to 69 in 1967. The number of export markets 
increased from 20 countries in I960 to 76 only five years later. Most 
spectacularly, the number of export products jumped from 65 in I960 to 
621 in 1966. 

In concluding, we quote from Mast: "The Korean success was not an 
accident, but was the result of planned programmes and activities by the 
Korean Government .. 

Ibid., p. 1, 

/II. STRUCTURE 
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-II. STRUCTURE AND ELEMENTS OF ENTERPRISE EXPORT MARKETING STRATEGY " 

As stated in Section I, the dominant function of a national export 
promotion strategy is the stimulation and support of enterprise export 
marketing strategies. The present section now looks at the structure and 
elements of enterprise export strategy.^ 
The Export Marketing Strategy Model 

Figure 2 portrays the structure and elements of enterprise export 
marketing strategy. This model assumes that the top management of a business 
enterprise (in particular, a manufacturing enterprise) has decided to 
develop actively its export sales and to commit financial, managerial and 
other resources to that end. 

Although we shall speak of a simple export marketing strategy, it 
is actually the end result of several individual strategies. Basically 
export management should plan for each product in each export market. Then 
individual strategies can be brought together to form the overall export 
strategy. Each of these constituent strategies defines a course of action 
over the next three to five years to achieve explicit objectives in the 
export of a product to a foreign market whose sales potential and other 
characteristics have been measured by market research. 

Export marketing strategy may be viewed both as a sequence of activities 
and a series of decisions about objectives and the means to obtain them. 
As a sequence of activities, export marketing strategy breaks down into 
three phases that are shown in Figure 2. 

Export marketing strategy begins and ends with the export market 
because the continuing purpose of the enterprise is to create export 
markets for its products. Export marketing strategy emphasizes the importance 
of knowing the market and giving consumers the satisfactions they expect 
to get from the company ' s product, 

h/ For a more extensive treatment of this subject see: Franklin R. Root, 
Strategic Planning for Export Marketing (Scranton, Pennsylvania: 
International Textbook Company, 1966). 

/The first 
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The first activity phase is identifying and measuring export market 
opportunity. This involves preliminary screening, estimating market and 
sales potentials, and segmenting the export market. That segment of the 
foreign market offering the highest sales potency becomes the target 
export market. Then management is ready to develop an export marketing 
strategy to exploit its sales potential in the target market. 

Formulating export strategy calls for determination of export 
objectives over the planning period and the design of a marketing mix 
(a blend of product pricing, channel of distribution and promotional .. 
policies) to achieve them. Strategic planning must observe the constraints 
imposed on export management by company-wide policies and the resources 
available to export marketing. 

The third phase is putting export strategy to work, that is, making 
it operational. The first year (or other period) of the strategic plan 
is transformed into a series of budgets and working policies which will 
direct export operations. This aotivity differs from the usual one-year 
budgetary planning because it is guided by an export strategy that extends 
much further into the future. 

The planning activities shown in Figure 2 are parts of a single 
planning process. Each phase is closely related to the others and is not 
finally completed until the completion of the entire process. This mutual 
interdependence is further heightened by the need to control operations in 
conformity with export strategy, and the need to review strategy in the 
light of changing conditions. To control operations export management 
must receive a feedback of information reporting on operations. In addition 
to its control function, this feedback information is bound to affect 
export strategy in one way or another. Strategy review may call for new 
market research, revision of export objectives, or adjustments in the 
marketing mix. Finally, export management must periodically extend the 
current planning period further into the future because of the passage 
of time. 

Planning itself requires decision-making of two kinds: decisions 
about objectives and decisions about the means to attain those objectives. 
The export manager gets at least the broad objectives of his strategic 

/plan from 
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plan from his management superiors; he is expected to translate them 
into more specific export objectives. Subject to this guidance from 
his management superiors, the export manager can and should make decisions 
on the export marketing mix. 

Undoubtedly, the most creative step in decision-making is recognizing 
alternative courses of actioh to reach desired goals. Planning export 
strategy offers management a chance to think up new and better ways of 
creating customers in export markets; it appeals to the imagination. 
Identifying and Measuring Export Market Opportunities 

The distance between an exporter and his customers is ordinarily 
much wider than at home» 

By distance we do not mean only - or even primarily - physical 
distance. More important is the marketing distance created by intermediaries 
standing between the exporter and the ultimate consumers of his products, 
and the cultural distance arising out of the fact that these consumers are 
members of another culture and society. 

All these distances conspire to produce an information gap that must 
be overcome if a company is to plan its export sales rationally. The way 
to close this gap is through a.systematic study of foreign markets directed 
towards identifying and measuring export market opportunities. 

Export market research can answer three basic questions that must 
be answered if export management is to plan effectively for the years 
ahead: (l) What is the market potential of a specific export market? 
(2) What is the company's sales potential in that market? (3) On what 
specific segment of the chosen market should export management concentrate 
its marketing effort? Answer to these questions lead to the selection of 
a target market for the strategic export plan. Further research is focused 
on this target market to learn more about buyer behaviour, marketing 
Structure, and competition. 

Briefly defined, market potential is the maximum total sales of a 
generic product by all sellers in a designated market over a specified 
future period. On the other hand, sales potential is the maximum sales 
that the exporter can reasonably plan for in the foreign market. It is 
usually derived from an estimate of the company's maximum share of the 

/market potential 



ST/ECLA/Corif .37/L.6 
Page 16 

market potential over the planning period, that is, its maximum penetration 
ratio. A simple equation explains this approach: SP a (PR) x (î P), where 
SP is sales potential, PR is penetration ratio, and MP is market potential. 

The export manager should also look inside the foreign national 
market to identify the group or groups of consumers which offer the highest 
sales potential to the exporting enterprise. We call this market segment 
analysis. Segment analysis is necessary because market demand for products 
is heterogeneous. Consumers differ (often markedly) in incomes, wealth, 
education, social class, age, sex, occupation, race and in innumerable 
other ways. Any one or set of these differences may have a decisive 
bearing on consumer's willingness and ability to buy an exporter's products. 

Segment analysis is also important to the marketing of industrial 
products. Often the manufacturer does not know which business firms can 
use his product or, if they use it, why they use it and how they use it. 
Planning the export Marketing Mix 

Once management has clearly defined strategic export goals, it must 
make decisions on the product, price, channel and promotion policies that 
will accomplish those goals. Collectively those policies, or instruments 
of marketing action, make up the company's export marketing mix. By 
striving to improve the marketing mix in the face of many uncertainties. 
Export planners can reasonably expect to develop a more effective set of 
export policies than a company whose policies are not grounded on factual 
analysis and conscious deliberation. And this advantage can be decisive 
in competing for export markets. 

Where should export management start in planning the strategic 
marketing mix? There is a strong argument for starting with an evaluation 
of the product or product line intended for the export market. If the 
product does not provide those satisfactions the market demands, all other 
marketing efforts will come to nought. Next, it is fruitful to consider 
price policy, especially the prices that will be paid by final consumers 
and users in the export market. A sound price policy extends all the way 
from the exporter to the final buyers of his products even though middlemen 
may actually service those final buyers. 

/A third 
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A third step involves decisions on the appropriate channel or channels 
of distribution to use in getting the exporter's product to his target 
market. Export planners may then turn to the last major element of the 
market mix: promotion. Here they must decide policies on personal selling, 
sales promotion and advertising. 

It is not possible in this paper to investigate the many aspects of 
product, price, channels and promotion that enter into the export marketing 
mix. Instead, some of the key questions that export managers should ask 
(and answer) about each policy area are identified in the following 
sub-sections, 

Product. Product planning tries to answer two questions: (l) What, if 
any, products should be added to the company's current export product line? 
(2) What, if any, products should be dropped from the company's product line? 
The essence of product planning is summed up by the simple statement: Find 
out what people want, then try to give it to them. Exporters should conceive 
their products in broad terms. A product may be viewed as having three 
aspects: (1) the physical product core, (2) the product package, including 
brand name and trademark, and (3) auxiliary or product services, such as 
performance guarantees, use instructions, installation assistance, spare 
parts availability, etc. Accordingly, product planning involves not only 
planning the physical product (product core), but also the ways in which it 
is identified and presented to the consumer (product package), and its 
consumption is facilitated and made effective (auxiliary services). 

Export pricing. A defensible starting point in planning export 
pricing strategy is the determination of the base or final-buyer price. 
Three questions are relevant to this determination: (l) What are the demand 
schedules of final buyers over the strategic planning period? (2) What are 
the incremental manufacturing and marketing costs to achieve various projected 
sales volumes? (3) Which price offers the highest profit contribution« 
that is, sales revenue net of incremental costs? Once determined, the final-
buyer price helps guide export management in planning the discount structure 
and the overall pricing strategy. 

/Export Channels 
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Export Channels of Distribution. An export channel of distribution 
is the chain of marketing agencies that link the producer to the final 
buyers of his product in the foreign target market. These agencies negotiate 
sales transactions and direct the physical movement and storage of the product 
so as to place it ultimately in the ownership and possession of final buyers 
where, when and in the quantities they want it. Marketing agencies are 
distinguished from banks, advertising agencies, transportation companies, 
public warehouses, forwarders and similar outside agencies. Such agencies 
are not members of the export channel of distribution; they may be termed 
facilitating agencies. In planning its export channels, management should 
first decide what it wants the export channel to accomplish (performance 
specifications). Several questions are pertinent to this decision: (l) What 
geographical coverage do we want? How intensive should it be? (2) What 
selling efforts do we want from channel members? (3) What promotional 
efforts do we want from channel members? (4) What should be the logistical 
performance of channel members: the volume and location of inventories, 
the delivery systems? (5) What auxiliary services should channel members 
offer final buyers? (6) How and in what ways should we support channel 
members? After deciding on performance specifications, export managers 
can then go on to select the most appropriate type of channel and the most 
suitable channel members. 

Export Promotion. Export promotion takes many forms: personal selling, 
advertising, sales promotion, and publicity. However different they may 
appear, each is an effort by the exporter to communicate with target 
consumers, channel members, or the general public. In planning export 
promotion, two fundamental questions confront management: Whom do we want 
to communicate with? What do we want our communication to accomplish? 
Decisions must also be made on the allocation of effort among personal 
selling, advertsing and sales promotion. The resulting "promotional mix" 
should offer a profit contribution over the planning period that is higher 
than the alternative mixes even though export planners can seldom know if 
it is the optimal mix. After management has made preliminary decisions on 
specific promotional efforts, it should draw them together to form a 
harmonious promotional strategy which, in turn needs to be brought together 
-wrifh product, price and channel strategies to make a comprehensive export 
marketing strategy. '. . /Organizing for 
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O r g a n i z i n g f o r E xpo r t Ma r ke t i n g S t r a t è g y 

Export planning gets started when the man in charge of a business 
enterprise sets the planning wheels in motion. The chief excentive's 
necessary contribution to export marketing strategy is his enthusiastic 
support. 

Export management should do its own planning for several reasons. 
First, export management should have confidence in the strategic plan, if 
it is to succeed. Second, export management can contribute much tò 
export planning. Third, export management can learn a great deal from 
participating • in export planning. Fourth, export management is in the 
best position to control operations to conform with export strategy. 

Although export management should do its own strategic planning, it 
needs the full co-operation and assistance of executives in other 
functional areas of the company, notably production and finance. Approval 
of the strategic export plan by top management will commit all executives 
of the enterprise, in one way or another. 

It takes a major effort to organize for the kind of export marketing 
effort so briefly described in this section. But rewards can be great. 
Given the full backing of company leadership, with the authority to plan, 
execute and control its marketing strategy, export management can enter 
international markets prepared to do its best. To repeat an earlier remark, 
the ultimate goal of national export promotion strategy is to encourage 
and support business enterprise in the development of aggressive marketing 
strategies that will build export markets for the future. In the final 
analysis, this is what export promotion is all about. 
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APPENDIX 

The Critical Path of Export-Import Processes 
This paper has said little about the actual operations of the 

exporter. To compensate partially for this neglect, Figure 3 traces the 
operational steps that are involved in obtaining and fulfilling an export 
order. 

A study of Figure 3 indicate many points where the government can 
support or facilitate the export-import process. 

Figure 3 assumes that the exporter can obtain products that meet 
buyer specifications either from suppliers or from his own enterprise. 
The offer should not be prepared until the product is available to the 
exporter at the appropriate quantity, quality, price, time, and place. 

Lying behind the export-import critical patch, therefore, is a 
production critical path. Both paths are interdependent. Export must 
have a production base, and the production base must be responsive to the 
demand requirements of export markets. 



ST/ECLA/Conf ,37/L. 8 
Page 25 

Internal processes 

Export company 

External processes 

Other agencies Foreign Market 

Preparation of shipment 

- Packing Instructions 

- Delivery permit < - — 

- Export declaration 

- Insurance policy — 

- Consular Invoice 

Commercial invoice 
i 
\¡y 

Delivery óf goods -

Bill of lading/took receipt 

Draft and documents 

Concluding letter 

Supplier 

Port or carrier 

Government 

Underwriter 

Consulate 

Carrier (port of export) 

Domestic bank 

Foreign" bank 

\,. 
Carrier (port of import) 

,4- Customs broker 

— C u s t o m s 

f Advioe 

-•̂ ' Compliance with terms 

-•> Documents 

Arrival notice 

Negotiable B/l, 

i -»Delivery. of goods 

, Customs clearance 

Possession of goods 

—»Concluding letter 

Disposition 

Source: Adapted from Kolde, International Business Enterprise. 





Figure 1 
SUSHIS OP & NATIONAL EXPORT PROMOTION STRATEGY 

i/ 

Mobilization of 
Publio Opinion 

Mobilization «f 
Business Community 

Commercial Agree®s 
Import Restrietio-
Regional Integrati 
Foreign Itwestmer 

Public Commitment 
to National Export 
Drive by Govern-
ment Leadership 

Adjustment 
and Adapta 
tion of 
Macro Gov-
er rmettt 
Policies 

là 

Fiscal / Monetary 
<£_. Foreign Exchange Rates 
4—Foreign Exchange 

Controls 

Evaluation of National 
Production Capability . 

Industrial Kxpwt 
Promotion Services 

•ai. 

w z m n z à ^ ^ 

Mobilization of 
Government Agencies 

Goals 

Prloritie 

0 

National 
Development] 
Planning 

Setting National 
Export Objectives] 
and Policies; 
Control 

Evaluation of 
Foreign Market 
Opportunity 

•rrrrnTTTTTimilzmmA 

j Commercial Expert 
! Promotion Servioes 

^ Export Sector 

^—Investment Poller 

H-
1 
<5 

M 

Direction and support 

-- Control 



Figure 2 

STRUCTURE AIO) EIJSfENTS OF ENTERPRISE EXPORT M&RKETING STRATEGY 
Adoption of strateglo 

I export plan 

I 
X I j. 

Target j 
Export I 
Market Ì 

>-d 03 PJ i-a OQ ffi W o 
N> 

O O 

\j0 —J N t"1 
OS 



ST/EGIA/Gonf.37/L.6 
Page 23 

Figure 3 

CRITICAL PATH OF EXPCRT-IMPCRT PROCESSES 
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