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WHAT ASPECTS IN
ORGANIZING EXPORT SALES

What companies, agents or
distributors have purchased

similar products?

Direct OR Indirect?

With the direct method, you
will expand your business
plan to add exporting as a
new activity, and acquire

expertise and sta� to
implement the plan. This

would include:

• Locating foreign buyers

• Getting the product and
labeling ready

• Making shipping
arrangements

• Invoicing

Direct exporting can be
achieved with the help of:

Agent
An agent is employed by you
to represent your company
in the local market. They are
generally paid through sales

commissions.

Distributor

A distributor buys product
from you and on-sells it to
their customers, adding a

margin or setting their own
price. They will import and
hold stock of your product,
and may provide after-sales

service for customers
Retailer

Direct End-User

Indirect Export

Indirect Exporting is simpler
than direct exporting

because it entails neither
special expertise nor large

cash expenses. Surrounded
by the exporters accessible

are:

(1) Manufacturers’ export
agents, who sell for the

manufacturer;

(2) Export commission
agents, who buy for their in a
foreign country customers;

(3) Export merchants, who
purchase and sell for their

own account;

Indirect exports, however,
pay a price for such service:

(1) They will pay a commission to
middle-men exporters;

(2) Overseas business can be
lost if exporters decide to
change their sources of

supply; and

(3) Companies gain little
experience from these

transactions. This is why
much organization that
initiates in this manner

normally shifting to direct
exporting.

SELECTING AND QUALIFYING
CHANNEL PARTNERS

How do I work out the best
match?

In order to make a decision
about who to partner with in

your chosen market, you
need to have �rm criteria in

place to assess their
suitability

• This will ultimately help you
to make an objective and

rational decision that is right
for your business.

• Take the time to think
about the type of partner

that you need and what you
require them to do.

THINK ABOUT:
Their market reputation

Sales

How do I compare all the
candidates?

Once you have your criteria,
you will need to apply a
weighting to each one,

ranging from 3 (crucial), 2
(important), and 1

(favorable).

You will need to be able to
asses a potential partner

against these criteria, so it’s
important to determine what
questions you need to ask of
your partner so you can do

this.

As you interview each
potential partner, use an

evaluation spreadsheet like
our Partner Evaluation Tool
to rank how well they meet

your criteria.

The �nal result will show an
overall score for each

company that you have
assessed – see the example

here:

HOW DO I CONDUCT
APPRAISAL?

Basic information

• What is their turnover?

• How many employees do
they have?

• What products do they
handle?

• Do they sell or represent
any competing products?

• Are they a public company?
Can you see their �nancial

accounts?

• What is their credit record –
do they pay their bills?

Detailed information

What do their suppliers or
bankers have to say?

What is their English language
capability?

How skilled are their sales
sta�?

What is their logistics
capability?

What are their normal
payment terms?

APPOINTING A CHANNEL
PARTNER

When you appoint a channel
partner you are generally

entering into a legally binding
agreement. It is imperative at

this stage that you have
developed a strong

relationship with the owner
and/or CEO, and key decision
makers. You also need to set
clear expectations about how
you want the relationship to

work, including:

• A transparent relationship

• Active management

• Agreed sales and marketing
support

• Clear performance
expectations (KPIs)

• Clear exclusivity and market
segmentation

• A de�ned territory that the
agreement will cover

• Ownership and protection
of IP

• A clear arrangement for
stock and sample holding

• Payment terms

• The duration of the
agreement – when it starts

and ends

• Clear arrangements for
setting and controlling the

sales price

• Commission and margins

Reporting – including sales,
warranty claims, losses and

wastage, product expiry
dates, forecasts, consumer

trends and insights, etc.

• Dispute resolution –
including processes for

arbitration

Termination processes –
including reasons for

termination, arrangements
for repurchase of stock,

settlement of outstanding
payments, notice of

termination and each party’s
responsibilities.

DOCUMENT YOUR
AGREEMENT IN WRITING

If your product requires
registration in the market

place, understand:

• whether registration is tied
to you or the distributor

• whether it is transferable

• whether more than one
entity can hold the

registration at the same time.

EXCLUSIVITY

Distributors may often ask
for sole and exclusive rights

for a large territory. If
possible, roll out territory
gradually, based on your

distributor’s ability to prove
their sales power in smaller

areas.

Give distributors a chance to
earn exclusivity over time

based on their performance,
measured against certain

criteria to determine success.

For example, if the
distributor’s purchases reach

a certain level by a certain
time, they can have then

exclusivity

• Remember that it’s much
easier to give exclusivity than

to take it away.

Once your �rm begins to
receive sales inquiries, what

happens next?

Many exporters begin
receiving international orders
by proposal, but process and

ship the orders by default.
The person processing the

transaction is given the order
and instructed to “please

handle this best you can” or
“here’s a previous �le, just
follow that”. The following
pro�le of an export order

identi�es the steps that are
important to smooth, error
free delivery of the product

to your customer.

• An order for international
customer is more complex

because both buyer and
seller operate under

di�erent culture, time zones,
and legal structure

It is necessary to consider
your country’s export

regulations as well as the
regulations of the importing

country when preparing
documentation for shipment

and then collecting your
payment.

The following schematic
identi�es some of the major

steps in the exporting
process from quote to
shipment along with

deadlines that are imposed
by the external forces of
regulations and delivery

dates to your transportation
partners

THE EXPORT ORDER
PROCESS

1. The Export order process
begins with a request for a

quote:

2. Customer Credit
Worthiness *

Credit applications are well
worth developing for

international customers and
vendors. The application can
provide information critical
to the smooth delivery of
goods and exchange of

funds.

Existing Customer – Credit
Check

1. Status of line of Credit

2. Previous Payment Status

3. Country Risk

4. Currency Risk

Potential Customer –
Conduct an Analysis

1. Country Risk

2. Currency Risk

3. Completed Credit
Application

4. Company Policy for order
size, destination, etc.

5. Obtain Credit Report

o Your Banker

o Dun & Bradstreet

o Commercial
Representation

o Trade Association

NACM

3. Risk Assessment
Based on the credit

application, reports, country
risk assessment, then the

seller and buyer will proceed
to the next step

4. Country Control Seller’s
and Buyer’s Country

Exporters Check

Table of Denied Persons

Specially Designated
Nationals

Entity List

Disquali�ed Parties

Unveri�ed List

Export Licensing

Reject Language Restrictions

Importers Check

Import Licenses

Visas or Permits

Documents & Statements

Government Required
Inspections

Certi�cations

Packaging & Fumigation

5. Seller Prepares Quotes,
Itemizing:

a. Seller’s Address and
Buyer's Address

b. Shipment: Origin and
Destination

Harmonized Tari� Schedule
(HTS) Number to 6 digits, as

needed

d. Product Description

e. Unit Price

f. Number of Units

g. Payment method and
Currency of Transaction

h. INCOTERMS Trade Terms

i. Estimated weight cube in
metric and standards

j. Country of Origin of the
Goods

The cost to itemized in the
�nal quote might include:

Export Packing fee

Terminal Fees

Banking Fees

Forwarder's Fees

Delivery Charges

Inspection Fees

Marine Insurance

Consultant Fees

Freight Charges

6. Shipping and Handling
Expenses Decide who pays
these costs Seller or Buyer,

Decision-Making Factors
Include:

• Standard in the market

• Customer Services to the
buyer

• Competitive Advantage

• Mode of Transportation

• Incoterm Selected

7. Quote & Order Process

a. Seller Send Cover Letter,
Quote, Literature Sent to

Buyer

b. Buyer Submits Purchase
Order (PO)

c. Seller Receive PO or Letter
of Credit (L/C)

d. Seller Veri�es PO or L/C
Matches Quote

e. Seller inputs the order,
Con�rm Receipt of PO or L/C

f. Seller Manufactures, then
Export Packs Product (s)

g. Seller Ships Based on
Terms of Agreements, L/C or

PO Documents

8. Seller Prepares Documents
prior to shipment from their

facility including:

• Commercial Invoice

• Certi�cate of Origin

• Packing List

• Domestic Bill of Lading

• Delivery Instructions

• Shipper’s Letter of
Instruction (SLI)

9. Either the Export or the
Freight Forwarder will

prepare the Paper Shipper’s
Export Declaration or

Electronically in Census’
Automated Export System

It must be �led prior to
departure from the country’s
port, whether by truck, rail,

plan or vessel

10. Freight Forwarder will
usually prepare:

Dock Receipt submitted to
the ocean carrier or prior to

delivery of ocean-going
cargo. Insurance Certi�cate
prepared prior to departure

of cargo from exporter’s
facility generally when the
trade term is CIF or CIP. Air

Waybill or Ocean Bill of
Lading

11. Seller or Freight
Forwarder Delivers

Documents

n typical transactions, the
following steps are followed.

The seller and the
international forwarder will

decide who to send
documents to by reviewing
the payment method used.

A. If Payment is CASH IN
ADVANCE OR OPEN

ACCOUNT SELLER SENDS
DOCUMENTS TO THE BUYER

OR THEIR DESIGNATED
AGENT DIRECTLY

B. IF PAYMENT IS UNDER A
DOCUMENTARY COLLECTION

OR A LETTER OF CREDIT
DOCUMENTS ARE SENT TO

THE BUYER THROUGH
BANKS; THE BANK RELEASES

DOCUMENTS UPON
SETTLEMENT OF FUNDS

OWED WITH PAYMENT “AT
SIGHT” OR PROMISE OF

PAYMENT UNDER A “TIME
DRAFT”

Steps to Minimize the Most
Common Mistakes that might

occur to Exporters

Establish clearly de�ned
goals and objectives.

Network with experienced
exporters through

associations, work with
export assistance centers,

attend educational programs
and use written resources to

develop a comprehensive
international marketing plan.

If exporting is to be taken
seriously by your �rm’s

employees, there should be
commitment from top

management to support the
development of

comprehensive education
and marketing plan and

implementation program for
exporting.

Do y our homework on your
international trading

partners: who are they, what
are their plans, including
your freight forwarder,

banker and distributor, and
do they �t with yours?

Use a targeted market
approach instead of the

shotgun approach.
Understand your market,

concentrate on that market
and develop it for your

products and services. There
are di�erences between our

regulation and rules and
those in the buyer’s country.
The customer may request
modi�cations to meet the
country’s requirements.

Balance supplying your
domestic and your

international customers. The
international operation
manager or customer

services person should not
have to go out to the

warehouse or manufacturing
�oor to “steal product to �ll
an international order. This
happens to the largest as

well as well as to the smallest
companies. The international
customer is often forgotten

when the local market is
booming.

Continuing the theme of
being forgotten, do not

forget your international
customer when it comes to
your marketing campaigns.
Not everything that works

here will work in the
international market, but

consider using some of those
ideas in other markets with

advice from your trading
partners

Use the language of the
buyer in labels, instructions,

and warranty or service
information since not

everyone will understand
English that uses the

product.

Examine options when
establishing a presence in a
new market. Take a look at

some of the options
including joint venture,
foreign distributors and

export management
companies.


