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B. EU Target market(s)
Selection & in-depth analysis countries (max 3)
and pmc's

EXTERNAL ANALYSIS (-OT)

Outcome/results

Market attractiveness

Market & buyer requirements

Critical Success Factors (2 competative power)

C. SwoT
Export which products
To which markets (countries & market segments)
With which sales proposition (USPs)
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EMP Introduction.

Dear Participants in Expro Metalworking

During your participation in the Export Capacity Building module (Expro) of the Export Coaching Program we will work       

on a document that will help you focus on :

· your ideal client,

· where to find him

· how to reach him

· what to sell him

· how to make a profit

In short, we will work on an Export Marketing Plan for your own company.  Focussing on Your favourite market, Your favourite Clients and Your favourite products all to help design a sustainable export to the EU.
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The time is relatively limited and that is why we have chosen to use the Interview/Q&A model to quickly establish your ideas and have you put them on paper. You will work on a number of questions in each relevant step of this EMP. Luckily there are only 4 steps in this approach.

Each step has an explanation as introduction. The questions are relevant to that specific step and help you to formulate what you think of your company, what your ideas are and what chances you see.

The Steps

1. Internal focus, YOUR company

2. Looking out, the external view, Opportunities in the Export Market

3. Product / Market Combinations & Market Entry Strategies

4. Project Plans, what are my export related costs, export turnover and profit 
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In fact during the earlier contact with CBI you have had a look at the structure of the EMP as it is going to be used later on in the Online EMP builder tool.

The structure looks like this and shows more detail of the 4 steps.
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STEP  3

Product / Market Combin.

& Market Entry Strategies

What are you selling where , to 

whom and how?

STEP 4

Action plans

Export related cost, export 

turnover, margins, profits


Step 1:

Internal view, focussing on your company

In the internal view we are looking into the company, literally from the outside. You tell us what your company is about from the time it was founded till today:

1.1 Tell us about your company history and background:

1. What is the history of your company, eg how long have you been in business? Who founded the company, how many people work(ed) there?

2. What was the reason the company was founded? 

a. Demand from the market? 

b. Specific expertise/know how from the founder?

c. Innovation / Brilliant idea / gap in the market??

3. What made you successful in the years of your existence so far? 

4. Are you selling in your home market only or have you developed export markets already? If so please specify which exports you have developed

5. What sort of existing clients do you have in your home market/export markets at the moment? Are they end-users? Or importers / distributors? 

6. What do you want to have achieved with your company in 5 years’ time?

1.2 What are you doing today in your home market?

1. What are your companies activities in your home market?

a. What products do you sell today?

b. What are the most important products of your competitors?

c. How do you cover your markets? Do you sell through agents, export companies or through a distributor or?

d. How do you price your products in your home market? Do you use cost plus margin? Low end of market pricing? Medium segment? High segment? What are your commercial reasons to do so?

e. How do you promote the sales of your products in the home market?? 

1.3 How do you see your own organisation?

1. When you are brutally honest with yourself, what do you think can be improved or needs to be introduced in your organisation? What skills need to be developed for successful exports? What are your very strong points (those that your competitor does not have)

Think of these strong points or improvement points in terms of

f. Men, your workforce: age, education, skills, loyalty, time in company

g. The Means, money that you have available to finance expansion and exports, access to materials that is different from your competitor

h. Machines, the equipment that you need for your production, new, old, needs to be replaced, state-of-the-art giving you advantage

i. Methods, the way you are designing & producing, flow through your organisation, planning.

j. Measurability, how do you objectively guide the company on the basis of what figures?? Client satisfaction rates? Rejection rates? Profit per product group?
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Step 2:
Looking at the export market and its opportunities and challenges. What are the major products and markets that are likely to be able to provide the kind of business opportunities suitable for your organisation? There is no market without competitors, therefore you will need to look at your competition as well in terms of strength and weaknesses. For all these answers you need to perform Market Research to find answers you can base your entrepreneurial decisions on. Luckily this can often be done in the form of Desk Research, finding reports that were compiled for others (or other companies in the CBI coaching programs). Although many decisions in SME  companies are made on intuition and “feeling”, the basis for investment decisions in export planning should really be hard fact: the informed decision.
2.1 Market and industry trends
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Although listed as a two bullet question list only (below), the desk research work behind a well-drafted plan is considerable. Use as many good sources as you can find, relevant for your business and export target market. The CBI website is a wonderful source of info. 
· Where do  you see your key markets (customer groups or geographical) and 
· what do you consider to be the key trends in these market(segments) relevant for you , based on market research 
2.2 Market audit

Look at the targeted market(s) and determine the opportunities and threats you see in this market. Use the following STEEP model, to avoid that you focus on the Economic Factors only.
We strongly advise to draw up a two column list again, headed Opportunity and Threat and list in these columns the events and circumstances that you find for each of the following STEEP views.

Sociological factors, 
· what are the developments re the people in the market you are looking at, eg. (but not limited to)

· ageing, 
· decreasing population, or the contrary? 
· Education, 
· Changing consumer tastes, lifestyles

· increasing or decreasing attention for “exotic” products. 
· Are tastes geographically the same or is customising very necessary.
· Family size

· Buying power

Technological: 

· what technology are you using in your manufacturing and is that technology 

· up to date, 

· outdated, 

· acceptable at the moment for your clients? 

· In 5 year’s time? 

· What are the expectations of your clients with respect to YOUR development of technology/manufacturing methods. 

· Do you do Research and Development to keep production methods up to date or 

· is the strength of your method the craftsmanship and the tried and proven methods already in use for many years.

Economic factors: 
· what is the size of the market, in units (volume) and money (value). ( the exporters helpdesk is a good source for value and volume if you know the HS code for your type of products or product groups)
· Is the market increasing / decreasing? 
· Number of competitors? 
· Is it possible to identify niche markets in the larger market? 

Environmental: 
· what are the (green) trends, 
· what are the trends in Corporate Social Responsibility, 
· how does your company fit in these developments, eg how do you comply to these legal and non-legal requirements of your clients/buyers

Political:
Many developments are taking place at country level the moment that could influence your carefully researched export plan, keep yourself informed on political and economic developments in the target countries. Changes in government could mean that your targets could become just that bit harder to reach. Severe depressions in some EU member states have led to changes in buying behaviour.  Where there are changes, there are threats as well as opportunities by the way.
It is a good idea to have subscriptions to a number of (online) info sources that are aimed at the EU business men , it is obvious you can benefit from these sources as well. International daily papers are good sources as well. A lot of them can be read online. The EU itself is also publishing many reports on developments in the EU and is a valid source of info in this field.

· Make a short management summary of the (geographical) markets you have identified as to the political stability over the last 12 months and the outlook for the immediate future. Note: the world fact book is a good resource for these overviews. (https://www.cia.gov/library/publications/the-world-factbook/ )
2.3 Competitor analysis: 
Summarise the findings of the audit regarding your major competitors. You need also to try to predict their likely strategies, customers and markets. So: 
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Who are your competitors in your identified market(segments), make a name list.

· What are their strengths and weaknesses?
· What is their sales strategy, their product strategy, 

· Who are their trade partners in the market

· What will their reaction be to you entering the market
