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Why?Why?
Because services are ‘different’Because services are ‘different’

Being ‘competitive’ is not enoughBeing ‘competitive’ is not enough

Intangibility & higher perceived buyer’s riskIntangibility & higher perceived buyer’s risk

Lack of quantitative dataLack of quantitative data

Heterogeneous multitude of servicesHeterogeneous multitude of services

Fragmentation of many service sectorsFragmentation of many service sectors

Disaggregated private sector leadershipDisaggregated private sector leadership

Inherent ‘product’ bias in national strategy Inherent ‘product’ bias in national strategy 

Different modes of delivery for same serviceDifferent modes of delivery for same service



4 Different Modes of Delivery4 Different Modes of Delivery
GATS Modes GATS Modes –– useful for analysis but private useful for analysis but private 
sector thinks in terms of Margins not Modessector thinks in terms of Margins not Modes

GATS Mode 1 or Cross BorderGATS Mode 1 or Cross Border

GATS Mode 2 or Consumption AbroadGATS Mode 2 or Consumption Abroad

GATS Mode 3 or Commercial PresenceGATS Mode 3 or Commercial Presence

GATS Mode 4 or Temporary MovementGATS Mode 4 or Temporary Movement

Combinations are frequentCombinations are frequent



The Template The Template -- What is it?What is it?

An analytical and decision making tool for An analytical and decision making tool for 
sectorsector level export strategy level export strategy 

May be thought of as an ‘Operating Manual’ for May be thought of as an ‘Operating Manual’ for 
export strategistsexport strategists

GuidesGuides the design, implementation and the design, implementation and 
management of export strategy for service management of export strategy for service 
sectorssectors



What does it actually do?What does it actually do?
‘Untangles’ the complicated and inter‘Untangles’ the complicated and inter--twined twined 
issues that go into the strategy formulation and issues that go into the strategy formulation and 
implementationimplementation

Identifies upfront the Identifies upfront the critical variablescritical variables that need to that need to 
be reviewed in strategy formulation and be reviewed in strategy formulation and 
implementationimplementation

Introduces a Introduces a systematicsystematic and ordered approach to and ordered approach to 
the sector strategy making processthe sector strategy making process

Facilitates the movement from ‘planning’ to Facilitates the movement from ‘planning’ to 
concrete and tangible concrete and tangible actionsactions



What it isn’tWhat it isn’t

It’s internally consistent but it’s not perfect, no It’s internally consistent but it’s not perfect, no 
strategy tool ever isstrategy tool ever is

It’s not fixed but should ‘evolve’ with use It’s not fixed but should ‘evolve’ with use 
according to the strategist’s needs according to the strategist’s needs 

It’s not the only way to approach sector It’s not the only way to approach sector 
strategy formulationstrategy formulation

It’s not set in stone but can and should be It’s not set in stone but can and should be 
customizedcustomized



High Level ProcessHigh Level Process
Template Template --Tool KitTool Kit

Strategy TeamStrategy Team

Export Strategy DocumentExport Strategy Document

Action & ImplementationAction & Implementation



The Strategy Team (ST)The Strategy Team (ST)

PrivatePrivate--Public Sector PartnershipPublic Sector Partnership

Ideally led by the private sector and supported Ideally led by the private sector and supported 
by the public sectorby the public sector

ST members should bring with them a mix of ST members should bring with them a mix of 
business acumen, technical proficiency and business acumen, technical proficiency and 
political cloutpolitical clout

Choice of ST leader is crucial Choice of ST leader is crucial 



The Logic behind the TemplateThe Logic behind the Template

Vision Vision (where do we want to be in 3(where do we want to be in 3--5 years time)5 years time)

PerspectivesPerspectives (takes into account the viewpoints of the various stakeholders)(takes into account the viewpoints of the various stakeholders)

Strategic ObjectivesStrategic Objectives (what do we intend to achieve for each perspective)(what do we intend to achieve for each perspective)

Initiatives + TargetsInitiatives + Targets (what needs to be done to achieve the strategic objectives)(what needs to be done to achieve the strategic objectives)

Responsible Stakeholders Responsible Stakeholders (who will be responsible for implementing initiatives)(who will be responsible for implementing initiatives)

Resource AllocationResource Allocation (identifies and allocates needed resources to implement plan)(identifies and allocates needed resources to implement plan)

Plan of Action & Implementation SchedulePlan of Action & Implementation Schedule



Components of the Strategy TemplateComponents of the Strategy Template
5 Modules5 Modules

Module 1 Module 1 -- Getting StartedGetting Started
(main features and approach to strategy making)(main features and approach to strategy making)

Module 2 Module 2 -- Conceptual Framework Conceptual Framework 
(introduces 12 Best Practice criteria to strategy design, implem(introduces 12 Best Practice criteria to strategy design, implementation and mgt)entation and mgt)

Module 3 Module 3 -- Gathering of Baseline DataGathering of Baseline Data
(qualitative & quantitative assessment of where we are now)(qualitative & quantitative assessment of where we are now)

Module 4 Module 4 -- Identifying Strategic OptionsIdentifying Strategic Options
(using value chain principles to improve sector’s prospects)(using value chain principles to improve sector’s prospects)

Module 5Module 5 -- Finalizing the StrategyFinalizing the Strategy
(leading to decisions re redirection of strategy, priorities and(leading to decisions re redirection of strategy, priorities and plan of action with timeframes + targets)plan of action with timeframes + targets)



Module 1Module 1
Getting StartedGetting Started

Introduces concept of Strategy TeamIntroduces concept of Strategy Team

Introduces the Template’s approachIntroduces the Template’s approach

Recognizes need for effective PPP in Recognizes need for effective PPP in 
strategy development & implementationstrategy development & implementation

Identifies sector stakeholders that should Identifies sector stakeholders that should 
be represented on Strategy Teambe represented on Strategy Team



Module 2Module 2
The Conceptual FrameworkThe Conceptual Framework
Module 2 is a preview or summary of what lies Module 2 is a preview or summary of what lies 
ahead based on 12 Recommendations or Best ahead based on 12 Recommendations or Best 
Practice CriteriaPractice Criteria

12 Best Practice Criteria for Strategy Design & 12 Best Practice Criteria for Strategy Design & 
Management covering 4 main areas:Management covering 4 main areas:--

Process DefinitionProcess Definition

SectoralSectoral AnalysisAnalysis

Focus & PrioritiesFocus & Priorities

Formulation & ImplementationFormulation & Implementation



Process DefinitionProcess Definition
(Best Practice Criteria)(Best Practice Criteria)

1. Ensure private sector leadership and 1. Ensure private sector leadership and 
public sector supportpublic sector support

2. Ensure comprehensive scope by 2. Ensure comprehensive scope by 
focusing on Borderfocusing on Border--In, Border, BorderIn, Border, Border--
Out, Credibility & Development IssuesOut, Credibility & Development Issues

3. Ensure adequate response to needs of 3. Ensure adequate response to needs of 
Current Exporters, Aspiring Exporters & Current Exporters, Aspiring Exporters & 
Potential Exporters (by GATS Modes)Potential Exporters (by GATS Modes)



SectoralSectoral AnalysisAnalysis
(Best Practice Criteria)(Best Practice Criteria)

4. Thorough 4. Thorough understandingunderstanding of sector of sector 
(identify natural and likely competitors, review of main markets(identify natural and likely competitors, review of main markets, current approach to export development), current approach to export development)

5. Apply & 5. Apply & adaptadapt value chain analysis value chain analysis 
(principles of value retention, value addition, improving effici(principles of value retention, value addition, improving efficiency,  entering new value chains etc)ency,  entering new value chains etc)

6. Review of 6. Review of essentialessential business support business support 
services services ((egeg. market . market intelintel, banking, QA, competency development, network development etc), banking, QA, competency development, network development etc)

7. Assess 7. Assess available available resources resources (i.e. finance, (i.e. finance, insitutionsinsitutions, programs & , programs & 

people etc)people etc)



FocusFocus
(Best Practice Criteria)(Best Practice Criteria)

8. Create a vision8. Create a vision

9. Specify priorities9. Specify priorities

The above are probably the most The above are probably the most sensitivesensitive issues in issues in 
the sector strategy process and the most risky in terms the sector strategy process and the most risky in terms 
of possible internal dissent due to of possible internal dissent due to lack of alignmentlack of alignment of of 

Strategy Team MembersStrategy Team Members



Formulation & ImplementationFormulation & Implementation
(Best Practice Criteria)(Best Practice Criteria)

10. Formulate a plan of action 10. Formulate a plan of action 
(i.e. state strategic objectives, describe initiativ(i.e. state strategic objectives, describe initiatives, allocate resources, devise implementation schedule etc)es, allocate resources, devise implementation schedule etc)

11. Establish framework for managing 11. Establish framework for managing 
and monitoring strategy and monitoring strategy 
(i.e. define targets, apply monitoring & impact measu(i.e. define targets, apply monitoring & impact measures)res)

12. Formalize the PPP for strategy 12. Formalize the PPP for strategy 
implementationimplementation



Module 3Module 3
AnalysingAnalysing Baseline DataBaseline Data

Identifies ‘Natural’ & ‘Likely’ CompetitorsIdentifies ‘Natural’ & ‘Likely’ Competitors

Benchmarks national business environment for Benchmarks national business environment for 
the various GATS Modes of supplythe various GATS Modes of supply

Evaluates the main markets and sector’s Evaluates the main markets and sector’s 
current performancecurrent performance

Assesses the service sector’s current export Assesses the service sector’s current export 
strategy (if one exists)strategy (if one exists)



Module 4Module 4
Confirming Strategic OptionsConfirming Strategic Options
Builds on analysis of sector performance in Builds on analysis of sector performance in 
Module 3Module 3

Identifies options that could be pursued under Identifies options that could be pursued under 
the sector level strategythe sector level strategy

Completes analysis of service sector or subCompletes analysis of service sector or sub--
sector value chainsector value chain

Prepares a SWOT analysis for service sector/sPrepares a SWOT analysis for service sector/s

Prepares work plan to assess the quality of Prepares work plan to assess the quality of 
business support services available to pursue business support services available to pursue 
identified optionsidentified options



Module 5Module 5
Finalizing the Strategy Finalizing the Strategy -- II

Build on value chain and SWOT analysis Build on value chain and SWOT analysis 
of Module 4of Module 4

Evaluates the ability (and resources) of Evaluates the ability (and resources) of 
key organizations within the business key organizations within the business 
support network to implement the strategysupport network to implement the strategy

Completion of review and decisions to Completion of review and decisions to 
finalize the Strategy Document taken finalize the Strategy Document taken e.g. setting of e.g. setting of 

strategic objectives, allocation of resources, management of impstrategic objectives, allocation of resources, management of implementation etc.lementation etc.



Module 5Module 5
Finalizing the Strategy Finalizing the Strategy -- IIII

Strategy Team meets, sets the priorities and Strategy Team meets, sets the priorities and 
prepares a Plan of Actionprepares a Plan of Action

Use of a Facilitator during the consultation Use of a Facilitator during the consultation 
process is recommendedprocess is recommended

One person from Strategy Team designated One person from Strategy Team designated 
to draft the Export Strategy Document to draft the Export Strategy Document 

Framework for managing and monitoring Framework for managing and monitoring 
implementation of the strategy is set upimplementation of the strategy is set up



The End Result of Modules 1The End Result of Modules 1--55
More than paper …More than paper …

The Export Strategy DocumentThe Export Strategy Document

Document drafted (Module 5)Document drafted (Module 5)

Set up ‘Stakeholders Meeting/s’ for Set up ‘Stakeholders Meeting/s’ for consultationconsultation
purposespurposes

Endorsement by stakeholders & Endorsement by stakeholders & formalization formalization 
of the PPPof the PPP

Start of implementation phase led by Strategy Start of implementation phase led by Strategy 
Team with Team with coco--ownershipownership by the main by the main 
StakeholdersStakeholders



Customizing the Template  Customizing the Template  
Factoring in Credibility in the Strategy Factoring in Credibility in the Strategy 

GearsGears
A ‘gear within a gear’ is added to take into A ‘gear within a gear’ is added to take into 
account the issue of ‘account the issue of ‘credibilitycredibility’’

Competitiveness in services exports is often Competitiveness in services exports is often notnot
a function of pricea function of price--quality but credibilityquality but credibility

Credibility is a function of Credibility is a function of trusttrust, track record & , track record & 
the attainment of internationally accepted the attainment of internationally accepted 
standards, adoption of recognized QA standards, adoption of recognized QA 
mechanisms, SQAM mechanisms, SQAM ((ieie. Standardization, Quality, Accreditation, Metrology). Standardization, Quality, Accreditation, Metrology)



Customizing the Template Customizing the Template 
for Services for Services -- ExamplesExamples

‘Credibility’ ‘Credibility’ -- development of initiatives aimed at development of initiatives aimed at 
boosting credibility at enterprise and boosting credibility at enterprise and sectoralsectoral
levelslevels
((egeg. certification, accreditation, objective verification, . certification, accreditation, objective verification, sectoralsectoral credibility Vs enterprise credibility etc)credibility Vs enterprise credibility etc)

Inclusion of ‘Inclusion of ‘Capacity Concentration’Capacity Concentration’ as a as a 
‘Border‘Border--In’ issue that needs to be addressed by In’ issue that needs to be addressed by 
the strategythe strategy
(i.e. capacity concentration in addition to capacity development(i.e. capacity concentration in addition to capacity development, capacity diversification, competency development etc), capacity diversification, competency development etc)

Coping with Coping with inadequate datainadequate data and information and information 
data via use of proxies and data via use of proxies and sectoralsectoral surveyssurveys
ModifyingModifying the ‘Value Chain’ concept for the ‘Value Chain’ concept for 
services services 



Customizing the Value Chain Customizing the Value Chain 
Concept for Services Concept for Services -- II

Guiding Guiding principlesprinciples are same as for product are same as for product 
based sectors based sectors i.e. to increase competitiveness by moving enterprises up the vai.e. to increase competitiveness by moving enterprises up the value chain through value lue chain through value 
retention, value addition etc.retention, value addition etc.

‘Added Value’ is often ‘Added Value’ is often not measurablenot measurable and and 
does not always have a clear ‘price tag’does not always have a clear ‘price tag’

Contrary to product based value chains, Contrary to product based value chains, 
much of the value within service value much of the value within service value 
chains is generated ‘internally’ by the chains is generated ‘internally’ by the 
enterprise enterprise –– ‘‘internal’ value additioninternal’ value addition



Customizing the Value Chain Customizing the Value Chain 
Concept for Services Concept for Services -- IIII

Contrary to product based value chains:Contrary to product based value chains:--

Service suppliers often have a Service suppliers often have a greater saygreater say in in 
determining the value (i.e. final price) of the determining the value (i.e. final price) of the 
serviceservice

Service firms have a Service firms have a greater capacity to greater capacity to 
customizecustomize the offering and in doing so add the offering and in doing so add 
further value within the value chain further value within the value chain 

Often much of the value within service value Often much of the value within service value 
chains is generated chains is generated beforebefore the service is the service is 
actually completed or providedactually completed or provided



Customizing the Value Chain Customizing the Value Chain 
Concept for Services Concept for Services -- IIIIII
The The more criticalmore critical the service to the client, the the service to the client, the 
higher the ascribedhigher the ascribed value and the greater the value and the greater the 
credibility requirementscredibility requirements
The more complex the service, the deeper the The more complex the service, the deeper the 
buyerbuyer--seller seller relationshiprelationship and the greater the and the greater the 
value within the chainvalue within the chain
The The greater the customizationgreater the customization, the higher the , the higher the 
value in the chain and the greater the internal value in the chain and the greater the internal 
value additionvalue addition



Value Chain Examples Value Chain Examples 
Used in TemplateUsed in Template

Examples derived from actual case studiesExamples derived from actual case studies

Business Services Business Services 
Customized SoftwareCustomized Software
Standard SoftwareStandard Software
Construction ServicesConstruction Services
Medical ServicesMedical Services
TurnkeyTurnkey--Type ServicesType Services
Book Publishing ServicesBook Publishing Services
Printing ServicesPrinting Services



Last WordsLast Words
Offers suggested guidelines for action Offers suggested guidelines for action ––
but how you use it is up to youbut how you use it is up to you
Provides a structure for analysis and Provides a structure for analysis and 
decision makingdecision making
Brings together people who can make it Brings together people who can make it 
happenhappen
It’s not a stand alone thing It’s not a stand alone thing –– works well works well 
with other ITC tools and serviceswith other ITC tools and services
You have to work at it to make it work!You have to work at it to make it work!



Strategy templates do not Strategy templates do not 
make make strategies make make strategies 
that work that work ––

People do!People do!



Thank YouThank You



Supplementary SlidesSupplementary Slides

Some Modified Value Chain Some Modified Value Chain 
Examples for ServicesExamples for Services



Value Chain Example Value Chain Example -- ConstructionConstruction

A Generic Value Chain for ‘Bundled’ Construction Services (Modes 1 to 4)

Specialized
Knowledge

Expertise &
Experience

Resources
-People
-Equipment
-Networks

Skills & Track
Record

Certification
Accreditation
SQAM

Consortium

Intl. Tender
for 

Hotel overseas
on a 

Design, Build 
& Manage 

basis

Consortium
Develops &

Submits
Proposal

Consortium is
awarded

Tender after
pre-qualification

Project Mgt. 
Team

Established
___

Formal 
Coordination 

Mechanism set up

Main
External Project

Inputs and
Suppliers

Identified &
Procured

Tender opportunity triggers in country 
Alliance (Consortium) between 

Construction Company, Architectural
Firm, Interior Design Firm and Hotel

Management company

Setting up of 
on-site

Mgt Consultancy
And Construction

Project Office

Multi Phased
Work on Actual
Project Starts

With 2 year timeline

Completion of
project

(Building) 
as per agreed

schedule
with Client

Commencement
of 

Interior design
& Furnishing stage

Interiors &
Furnishings 
Completed
via mix of

Subcontracting &
In-house services

Start of
Hotel Management

Agreement between 
Client & Consortium

Consortium consists
of small to medium
sized companies
by international

standards

Decision taken
re subcontracting 

of different
components

Project
Completed on time
and hotel ready for

business

Consortium
Continues to add 
Value by providing

post-project
services via 
Maintenance 
Agreement, 

Technical Services 
Agreement etc



Value Chain Example Value Chain Example -- MedicalMedical
A Generic Value Chain for Medical & Clinical Services

(GATS Mode 2 – Consumption Abroad)

Specialized
Knowledge

Expertise &
Experience

Resources
-Clinical Staff
-Network of
Doctors &
Specialists

Hospital &
Equipment

Accreditation of
Clinic or Hospital
Accreditation of
Professional Staff

Concept 
Origination

&
Medical 

Treatment
& Diagnosis for
Expatriates &

Overseas 
Visitors

Establishment
of the

‘Production’
Facility i.e.
Hospital,

Treatment 
Centre etc

Creation of
‘Supplier 
Network’

Of Medical
Consultants &

Experts-

‘Packaging’ the
Hospital or Clinic’s

Positive
Attributes

(Service Provided
By 3rd Parties)

‘Transporting’
The Message i.e.

Sales &
Marketing
Initiatives

Undertaken by
Hospital or 

Clinic

Sales/leads
Via Other
Clinics or 
Hospitals
Abroad

(Referral Fee)

Patients 
Received at 

Clinic or Hospital
-

Hotel 
Reception Type

Registration

Patients
Benefit from 1st

Preliminary
Consultation

With In-House
Medical

Specialist/s

Patients 
Undergo Tests, 
Blood Work etc

Provided by 
3rd Parties i.e.
Specialized
Laboratories

Sale/leads
Via

Overseas
Consultants

(Referral Fee)

Sales/Leads
Via

Third Parties
e.g. Insurance

Companies

Sales/leads
Via Referrals

From ex-Patients

Start of 
Second 
Value 

Chain i.e.
Post

Treatment
Review

Patients Settle
Professional, 

Operating Theatre
and

Hospital Fees 
Upon Discharge

Patients 
Undergo Surgery

Performed by
External Medical

Consultants

Prior to Discharge,
Patients

Convalesce
In Private Rooms 

At Clinic or 
Hospital

Blue Box : Internal Value Addition
Yellow Box : External Value Addition



Example Example -- Value Capture & Value Capture & 
Retention: Printing Service Retention: Printing Service -- II

Capturing & Retaining Greater Value
Example: Value Chain for Printing of Magazine for Overseas Distribution

Specialized
Knowledge

Expertise &
Experience

Resources
-People
-Equipment
-Networks

Skills & Track 
Record

SQAM
Certification 
Accreditation

Printing 
Service 
Provider

Magazine
Printing

Capability

Production 
Planning 
By Printer

but 
Design, 

Layout etc
Done by

Client

Printing &
In-House

Storage of
Magazine for

Foreign
Client

Printed 
Magazine

Freighted in 
Palletized
Form to
Client

Abroad

Printed Material
Delivered to

Client

End of Transaction

Yellow Boxes: External Value Addition
Blue Boxes: Internal Value Addition

Before



Example Example -- Value Capture & Value Capture & 
Retention: Printing Service Retention: Printing Service -- IIII

Capturing & Retaining Greater Value
Example: Value Chain for Printing of Magazine for Overseas Distribution

Specialized
Knowledge

Expertise &
Experience

Resources
-People
-Equipment
-Networks

Skills & Track 
Record

Certification &
Accreditation

Printing 
Service 
Provider

Concept
Origination

&
Magazine
Printing

Capability

Production of
Design,
Layout,

Artwork of
Magazine

Printing &
storage of

Magazine for
Foreign
Client

Printer prints
labels using
Subscription

Database
provided by

the client

Shrink wrapping
of Magazine

(by 3rd Parties)
in preparation
for dispatch

to subscribers
abroad

Printer adds value by 
convincing client to 

entrust  printing of labels 
and addresses using 

Client’s overseas
subscribers’ database 

Text, stories
Photos provided by
Client but design,

layout etc by
Printer

Printer arranges
the mailing to
subscribers 

abroad as part 
of the value 

addition process

Printer mails
Magazines to
subscribers 

Abroad using
3rd parties

Printer
handles

responses from
the mailings 

including 
acceptance of
payments by 

Subscribers on 
behalf of client

Printer updates 
Subscriber 
database 

on behalf of 
client and transmits 

the information
to the client 

based abroad

Long term 
relationship  

based on value 
addition which also

lowers cost  to
the client in terms 
of database mgt.,

response handling,
lower mailing, 

wrapping costs 
etc.

After

Blue Box: Internal Value Addition
Yellow Box: External Value Addition


