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digtilling tho salient fenlures of Lthe strategien of successful exportera notably
the newly industrializing economies (NIE'a) in Asia) The easay examines tho
i:uportunc:; of export marketing and is nol a comprehensive analysis of the sel
of non-price factors. The approach is to outline some key patterns and .
ssquonces of export markeling derived from a delailed analysis of Lhe East
Asgian économies which have been the most ﬂuccéssful developing countrics
()¢’s) in this area. In éddil.ion, it looks al Lthe mosl effective, least coat forms
of institutional support to export marketing for small manufacturing firms in

the Caribbonn.?
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KEY PATTERNS AND SEQUENCES IN EXPORT MARKETING

In exporting to a major industrial market economy the expor;,er facey n
variety of informalionsal barriers to entry with respect 1o design, packaging,
distribution etc. So that in an economy with limited export experience Lhe
manufaciurer is forced to rely on a “buyer w.ho knows what the market
requires and will supply the deslgn and take the risks and costa of holding
inventory and distributing the prodt.tct.......".3

Keesging (1988) argues thal the availnble evidence clearly shows that an
exporter to an industrial market economy must supply exports to satiufy
design and maleriuls requirements and labels nnd pachaging so thal Lthey can
go gitraight to the retail store or the warehouse. There is little margin for

error and poor performance first time around creales reputation problems for

roquirements Lthat muat be met by inexperienced exporters Lthey tend to rely
on foreign buyers for a wide range of assistance.

Typically the first buyers’ tend to be importers-wholesalers specializing
in launching "new low-cost sources of supply in particular producta".‘*
Generelly, these buyers search the globe for countries with relalively low
labour costa that have gome installed productive capacity. The evidence from
Lthe N1E’a suggest that they are ready to leach exporters whai must be done
and how they can do it in return for very low-priced exports., So, that to be
attraclive Lo thia Ltype of buyer il requires relatively 'cheap labour? resulling
in low unit costa. Thia ia so for a variety of labour-intenalve consumer goods

e.g. clothing, toys, footwear, textiles, printed matter. But for ihe more skill-

intengive manufacturing exports e.g., computers, consumer electronics,

e

the firm and the country of the Firms origifi. One fiid& that gived the gtrict =
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pharmncouticnla ele. lirma Lond to do their own markeling., Tho exporionce
has been that as a country’s industrialization effort’ becomes more
sophisticaled and it diversifies into more skill-intensive induatries; its major
firms have acquired a varisty of information and skills that allow them to
underinke their own markeling efforts with some inatitutional support.

Now, these first buyers tend to place orderé for products with slowly
changing designs, go that long lags in delivery which are to be expected
initially do not lead to substantial losses. The firsi buyera tend to teach the
exporters how to adapt their production management techniques at each stage
of the process to meet the specific requirements of each market, After
meeling a succession of orders the munufanclurers beconm.familiur with the
strict quality atandards, packaging, packing and shipping arrangements and
overall marmgemen{: tasks that are involved in supplying the goods al least
cost, in the least possible time and at the desired quality. The importance of
the jearning process ig thal the informalion and gkills acquired can be applied
to other activitiea f.e. there are some posgitive externalities to be derived.
Konaing & Lgll (1988) sugest ithat in 1979 managers thal were inlerviewed at
one of Korea’s largest coglomerates stated "that they learned quality control
from Sears Roebuck in making shirts for Lthem in Lhe 1970'a, then applied the
lesson to other product.e:".5

The learning process for manufacturing is nol simply related to quality
control and other things, but also on how Lo market .your own firm.
Manufacturers via their inleractiona with buyers must learn how to market
t;lleir' firms experience, know-how and production capacity and overnll
cfliciency. This helps Lo eatablish the firm's reputlation and quickly putils the

firm in the mind of a wider range of buyera. Furihermore, after the initial
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ordorsg, buyars only conlinue Lo maintain relationships with a firm if Lhey nre
gnliafied wilh Lho overall performance of tho Tin‘.n. The poor performance of
a firm mdvergely affects Lhe prospects of fulure manufacturers‘from that
country. Conversely, a good performance enhances ithe countiry’s reputation
and provides further atimulation for manufacturing orders, The observed
scquence is thal other calegories of buyers comé in and offer higher prices
Lo the experienced manufacturers and these flrms expand via new inveastments.
The other firms and the new firma will imitate the successful manufacturers.
Tha industry gradually expands and firmg as they grow get increasingly
involved in design and markeling that is related to Lheir product and market.

Successful firms develop upon the Initial learning ‘from buyera by
acquiring more detailed knowledge about design, manufacturing technology,
relationghipas with i“oreign firms, overall management, employee training and
olher aspecls of business.. These insights.are usually.acquired by overseas.. _
travel, hiring experienced managera (foreign or local), getting expert advico
and any other asvailuble menns. Increased learning in these areams asaisis in
marketing the firm for the more the firm can convince buyers it knows about
the business the more likely buyers are to place orders with them.

As the firm gains greater knowledge and expertise in design the firm in

some induslries begins to develop ils own designs and dislribules its exporis

via its own agents and distributors in Lhe importing countries. This is an

cxpenaive venlure that can only be achieved after a certain firm size and
sales volume have been established. Generally, the manufacturera from
developing counlries usually develop Lheir own agents and distributors for
products whose design doesn’t change frequently, Therefore, they

concenlrale on developing the products that tend Lo be glandardized in a few
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deaignga over long produclion runa. Thia procludes small/moedium-aizod firms
anlering la‘_rgs marketa 80 they concentrate on developing their own
digtribulorsa in the smaller and in some cases less lucrative markets. - However,
in most labour~intensive consumer goods which developing counties usually
mdopt firstl manufaclurers alwaye produce to buyers orders and this ig the
relevant leassion for Caribbean manufacturers.

In summary, the bonefits that accrue from manufncluring exporis, come
not only from the forsign exchange and employment generated but from the
lenrning effecls that arise from staying internsationally compelilive in a wide
range of activities that are important to the development of these exports.
Nolwithslanding Lhese benefits mosl cage studiea in developir_lg countriea point

to the need for some form of assigtance to export marketing for manufacturing

N W

Tirs.

INSTITUTIONAL SUPPORT TO EXPORT MARKETING

Recent research at the World Bank has focused on trying to devise cost-
effective insliluLtional support in developing countries to export marketing
mainly for manufdctured goods. The focus is on developing countriea that
have limited industrial experience bul are irying to enhance the process of
development via industrializalion,

The experience of sexport promotion organizations (EPO0’s) in most
developing countries has not been encouraging and most observers tend to
view them aé a sheer wasle of money in terms of their resulis. The orily
known exceptions have been the EPO’s in the leading export-oriented
economies in East Asin i.e. Taniwan, Hong Kong, Korea and Singnapore and in

gome industrialised countries.



1

Kooaing (1988) arguos thal "officinl institutiona and ordinary offlcinlu in
developing countries rarely know enough aboutl the business side of exports
to do these tasks well." However, whon Lhese organizations are wel‘l foundad
they do provide some information thal is useful in export marketing.

Generally, the principal function of EPO’s in developing countrieas (DC’'s)
ie the provision of a variely of informalion servic.es. In the arem of support
to export warketing there lg ounly limited support e.g. arranging flrme’
exhibite in trade fairs, organizing periodic trade shows and trade migsions
and a range of other activities.

. A merious weakness of EPO’s in DC’s ig Lthat Lhe organizalion is involved
in a variety of other tasks that are not really compal,'ible with equrt
promolion e.g. Lryi\ng to represent exporters needs Lo government officials,
designing and implementing policies towardas exports and monitoring the
administralion of export-incentives {including special lines of credit). In -
counlries with limited export experience this is an unnecesaary rango of
regponagibililies Lo demand of EPO's whose sole responsibility should be
support to sxport marketing by firms Lhemselves.

EPQ’'s are also restricted from selectively favoring more successful firms
at the expense of disfavoring less succesaful firms. So they are forced to
provide the same range of services to all firms. Consequently the information
they provide for foreign buyers containa little data on individual firms B?ld
as a result is not particularly useful,

In terms of the future of EPO's in DC's one of the issues that must beo
posed is whalther an esatablished public sector EPO, is ihe appropriate
organizational structure, for providing aselstance to firms in export marketing

in the eanrly slages of a country’s indusirialization effort. Given Lhe
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congigtently poor performance of public sector EPO’s in DC's one can argue
that DC’s should channel advice and promotional supporl to éxport markaling
vin privale or quual-privale organizalions. 1In conlrast to mos;. DC's the
successful East Asian economies had alot of experience and success in
mnnpulactured exp;)rt.s before thair EPO’a were slarted. In Lhe early slage of
their export development the strategy was to dep.end on institutlonal support
by private mnnufnclurers and/or exporlera associalions, individual Indualry
associations and other similar organizations. The impressive Chinese External
Trade Davelopment Council in Taiwan probably the moal outstanding of all Eart
Agian EPQ's was not started until 1970, Taiwan's official adoption of an export
promolion stralegy occured at lenst 10 yenra prior Lo tho foruml.ion of iLs EPO.
In Singapore the Trgade Development Board was not started until 1983,

LESSONS FROM EAST ASIAN EPO’s

In gelling exporis well started a developing couniry must .ask itself what
are the most lmportant things an EPO can do to promolte export expansion.
Iinal Asian EPO’s have tended to focua inilially almost exclusively on providing
basic advice -and -help on the supply side. Of course, this is in contrast to
moat EPQO’'s in DC’s that focus on trade information. One can argue that an
important form of assistance to inexperienced exporters is to tell them whal
Ly o of product package is required and how they can achieve it. As a result
of this EPlO’B may assist firms in solving problems related to production
technology and the management and organizalion of exports, design and
quality control. Thus enabling the exporters to meet the specific
requirementa of buyera from the "harder” and more demanding markets in the
industrialized countries. If this can be achieved then EPO’'s can acceleralo

exporters learning experience and mahe Lhem more aitiractive to buyers.
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Keesing (1988) nrgues that this has boon successfully achieved in Eangt Asia
and has provided further encouragement .to an already expanding export
auctor.

The experience of East Asian EPO’s poinis to the importance of assisting
inexporienced expté;rting firma in deviaing flexible marketing strategiea. This
would initially probably involve a narrow range (‘Jf iasks: Firsl, showing firms
how to market their production capacity effectively to viasiting buyers or In
trade fairs. If local expertise does not exist to prov:;tde this service then
suitably choosgen international conaultants are an obvious alternative. Second,
asgigting firms in how to locate and approach foreign buyers. Third,
asgiatance in formulating small advertisements in a sgpecislized promotional
publication.

.

The provision of information services by EPO0O’s is nol enlirely a waste of

/

I
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resources. Case studies done at the World Bank (See- Jaramillo (1981)) - -

suggesls thul what buyers seem most interested in is "delailed information on
each individual firm's size, production capacily and capabilities, its business
hislory including precisely what it has been manufacturing and for what
markets, its Btreﬁg‘ths and problems, its financial situation, the gualifications
and ambitions of the people who run il, and delaila of its export experience,
performance, reliability and existing know-how". The supply of most of this
information by a well organized EPO can save s buyer alol of time, effort,
frustration-and -bad experiences that can tarnish the reputalion of a count.x;y
in = major market. Once again one ig forced to make the poinl thel reputation
building by a country’s major manufacturing firme is an integral part of a

country’s export promotion effort.
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Auv n counlry gning wnnufocluring experience and firma expand their
production capacity and develop reputations one finds.that firma begin to
actlvely senrch for Ltheir own buyers In existing or "new" murkat.al In most
cases EPO'a tend to simply provide a list of firms as potential buyers. The
more gucceasful EPO'a reaspond more appropriately by providing more detailed
information based on a aurvey {or olther forma of e-nquiry) of firma' needs e.g.
buyers Lype of business, products bought, average size of orders of.the firm,
the range of product designs it provides and the quality and price range it
deals with. Much of this is often considered market research by EPO's but
only the successful ones pursue it in such a detailed fashion. Experionce
sugugeala Lhot iL is only such a comprehensive Lrentmoent L}m‘L is of any use to
firms.

Al a laler slage ‘-once exporters become experienced and have achieved
some export success a variety of of;her forms of assistance can be providad.
In the East Asian case it is after they achieved some success that EPQ’s were
established and they then tried to achieve objectives discussed previously.
Now, at even a later stage further support can be provided particularly in two
key areas: Firat, Lthe provision of information about major events in the
country’s leading market for manufacturing exports. The vital information in
this area are notable trends in faéhions and product designa and modifications
to the whole product package. Also, the trends in prices paid lo overseas
manufacturers for each product type, Lhe competilion in quality and in a
world of rapid technological change the increasing application of modern {cost
reducing) Ltechnology must be monilored.

Second, the EPO should devole funds Lo a sustained promolional effort

which is aimed at informing s wider range of buyers about the economy’s

- 10
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capabilitios and atrengths as a sourcoe of aupply In thelr indualriea. This
would require altendance at specialized trade fmirs which are known to be
allended by major buyera from the most lucralive markets. Ft,;rthermore,
organizing the manufacturers for specialized trade missgions to new markals
particularly for their "new'" producls. Now, promolional efforis have only '
bBgan Bhown to be benaflulal 6 the Woild Baudk qénﬁ dtiddian pftar the aduntry
has a Lrack record of export success. Perhaps more importantly, afler the
firms capabilities can be well marketed and their level of efficiency and/or
"compelitiveness" easily seen by polential buyers.

EPO’S IN THE CARIBBEAN

In Lhe lagt décadu the major Caribbean sconomies hav‘e all embraced Lhe
gstrategy of export promotion and the idea of providing institutional support
Lo exportera. In most cuses this has been provided via a public organization
that has a variety of responaibilitisa - marketing‘a_dvice, trade information,
tachnical assislance, oversens representation and market research.

Almost continuously the view is expressed that these EPQ’s are failuros
and not, Ileégssar-'ily because the management is incompetent. In our earlier
discussion we can recognize that these EP0O's were ill-conceived by their
arclilects and are nol really organized to provide effective support to
exporters,

Firat, the experience of successful exporiers demonsirales that pplitical
‘commitment to an export promotion strategy and creating the appropriate
policy environment that encourages exporte to grow must be established first

for an EPO to have any chance of success. In other words, the society must

begin to acquire an ‘export cullure’ particularly in the business community



Lo provido Lhe environment for an BP0 Lo oporale. Most obgervers would argue
that thie is presently absent in Caribbean societies.

Notwithalanding the need for an export-oriented cullure ona. carn argue.
that the EPQO’s have not been well conceived and are burdened with far too
mnuy respongibilities and inappropriately ataffed to assist in the business of |

exporting. ‘

in the area of ‘slaffing there are some obvious areas of def@cienciea in
developing countries. In many cases civil servants are given the
reapongibility of managing EPQ’s and they generally do not perform well :
because they simply do not understand the business of exporting. It is
preferable for an EPO to have its managemeant drawn from.the private soclor
or hire professional managers. An alternative is to let the msjor exporting
firms commit somé of their management staff on contract to the EPO.
Ultimately the private and public seclor must understand ithat the EPQO is for
the benefit of exporting firms and as such should be ma.nagéd in thoir
interest. The experience documented in the World Bank case studies is thatl
private sector individuals understand the problems of exporting firms far
belter than inexperienced public officials. Therefore, an EPO in the Caribbean
should be goverment-owned but managed by a board in which the prl«;fsxtu
suctor is heavily represented and ils senior management should be drj_awn‘from
the private sector or business community. '

‘Generally, one can argue thal in the conceplion of the responsibilities of
EPOQO'a in the Caribbean, far too many functions have been given to them. The
Barbados Export Promotion Corporalion (BEPC) was established by statute.in

October 1979 and was charged with the following re:spc:ns:ibilit.ievsl:6 Firat, to

advise, monitor and repori on all matiere relating to Barbados' export trade.

- 12



Second, Lo facililule, oncourage and implemenl monsures necoadnry Lo promole
Barbadian exports. Third, to provide research, training and consultant
nervices in export promotion. Finally, Lo compile informalion f_;nd isnue
publications to aid the export of specified productas.

In a similar fashion the Jamaica National Export Corporation (JNEC) was
established by an Act of Parliament in 1969 to de.viae and implement policics
and programmes to'expnnd and facilitnate Jamnican exporis. The services

provided by the JNEC include!

Marketing, advisory and promotional services

Trade comulsaioner servlces In major overseas mgrketa
Trade related training

Certification of exports and security audits,

1L thus appears thal the BEPC and the JNEC offer too many forma of

assistance to exporters. The World Bank case studies indicate that in

countries wilh limiled industrial experience the most effective form of.

agsistance to exporters is to help them to ovecome supply problems and assist

them in improving their supply capabilities. This ig mainly in the form of

techincal assiatance by providing engineering or technical expertise but also
includes assistance in improving systems of organization and management.
Both forms of assistance improve overall efficlency of an exporting firn'l and
increage the firm’s atiracliveness to overseas buyers., In addition, an
overseas represgetitative, market research, trade missions and exhibitions,
export awards and assiglance Lo overseas buyers are not relly useful forms
of aasistance to exporters alt this stage of the industrial development of

Caribbean economies. The evidence suggesis that Lthese forms of assisiance

- 13
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nrg far moro offoclivo aflor oxport succoss has boon achloved nnd firmms are
moving into marketing more sophisticated product packages. ' Therefore, they
should be part of the long-run developmeni plans for a Caribbea;l EPO but
are not really useful now.

The market advisory service and the {rade information service should be
added to the technical aaasiatance function (wh.ich can also be called the
industrial extension service) to complele Lthe set of objeclives of s Caribbean
EPQO. By working in close collaboration with the Chamber of Commerce and
olher relevant privale seclor organizations e.g. industry associalions, the EPO
. can devise marketing strategies for penetration of extra-regional markets by
individual firms. Much of the actual promoticnal effort ir}volved in market
penetration can actually be done by the private sector organisations and/or
the firms with the EPO providing funding and any needed Lechnical advice.

The trade information service should concentrate on: First, market
informétion focussing on Lhe country’s major markela and existing trade
barriers, quality requirements, market trends distributorships and existing
competitors. Perhaps, most importantly developing detailed information on the
home country’s individual firms’ capabilities and overall strengths that
forcign buyers will find useful. Second, there should be a techﬁology
information service that tries to assess the impact on the home country's
major export industries of recent technological changes. This is a challenging
responsibility and requires some depth of technical skills - some combination
of scientific and engineering skills. A related objective of the technology
information service is to assist exporters in the search for "new" technology.
The EPO should keep up to date information on the cheaper and most reliablc

sources of technology for the home country's export industries.
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In conclugion, the experiance of public-geclor EPO's in developling
countiries has not been particularly encouraging and most ansalyste suggest
they have been a share waste of money (Keesing (1988)), A variei.y of case
sludies done at the World Bank attempted to document the patterns and
requirements in marketing manufactured gooda. Furthermore, Lo assesa the
besl forme of institutional support lo export m}slrketing by analysing the
experience of the aﬁccbssfui East Asian EPO’s, The important'l‘esson to bo
derived for CARICOM countries is that EPO’s should be private sector
organizations focussing on improving on individual firms' supply capabilitios
via technical asgsistance in a variety of areas together with complementary
asslstance In marketing and trade informatlon., One Bhou}_.d also note that
private EPO’s have been relatively more successful in countiries other than
those in East Asia. In Peru the majority of the support was effectively
provided by ADEX (Asociacion de Exportadoras)., In 1980 in Argeniina a large
amount of its foreign trade promotion activities was handled by delegating
them to the private sector Chamber of Indusiry (Comoros de Industrios) in

the various manufacturing industries and they usually spent public funds.



FOOTNOTES

B}

l.lare we are refoerring Lo Taiwan, Korea, Hong Kong and Singap

2.We specify small firms since most indigenous manufacturing fi:
in the Caribbean are of the small to medium—-size variety-(i.e. 1
than 100 workers).

3.8ece Keesing & Lall (1988) p.8.
4.See Keesing (1988) pp.l9. We should note that *'first buye:
could also be retailers or manufacturers who still design their .

product under their established brand names but subcontract all
part of the production.

5,5ee Keeaing & Lall pp.12.
6.This is excerpted from the BEPC's promotional brochure.
7.Excerpted from a JNEC promotional brochure. One should note t!}

in 1989 the JNEC and JAMPRO will be merged into one promotior
organization for Jamaica’s exports.
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