Chapter 6.
Roya Grows Her Business
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This is what you will know by
the end of this chapter:
– Why it is important to set business goals
– How to set goals for your business
– How to make an action plan to achieve your goals
– How to improve sales to shopkeepers and
customers
– How to find and sell to new customers
– How to track progress toward your goals
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1. Introduction
Roya enjoys making clothing, managing producers and fulfilling
orders for shopkeepers. She is pleased to contribute to her
family’s income every month.
But the money she makes is not enough. Roya’s son, Farhad,
starts school this year, and Roya is worried about paying for his
tuition, uniform and books.
“Amina jan, when we talked about sales tracking, you mentioned
setting goals. I have not set goals for my business before, but I
have a goal now. I want to expand my business. I want to make
more money to pay for Farhad’s schooling,” says Roya.
“Roya jan, that is a good goal. Expanding your business means
increasing your sales. That is one way to make more profit. But
remember, you can also make more profit by reducing costs. We
have discussed reducing costs already, so let’s focus on increasing
your sales,” says Amina.

Roya Wonders How to Expand Her Business
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2. Planning for Growth
Amina explains that expanding, or growing, a business is like
going on a trip. You need to know where you are, where you want
to go and how to get there. You also need to track your progress
to make sure you are on the right track.
When Shafiq visits his cousin in Jalalabad, he makes a plan to
get there. He plans what time to leave, what bus to take and how
much money he needs. If he doesn’t know where he is going or
how to get there, he might be lucky and catch the right bus, or he
might end up in Herat without enough money to get home.

Step 1: Starting Point

Kabul
2 hr 9 min

Step 2: Destination

Jalalabad
Step 3: Route

Planning for Growth Is Like Planning a Trip
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Planning for growth is like planning a trip:
– Step 1. Starting point
How is your business doing today?
– Step 2. Destination
What is your goal for next year?
– Step 3. Route
How will you meet your goal?
– Step 4. Tracking Progress
Are you on track to meet your goal? Change your
route if you hit a detour or bump in the road.

Planning for growth is the same. Once you know where you are,
or how your business is doing, you can decide where you want to
go. You can set an achievable goal and define actions to meet that
goal. You then need to check your progress to see if you are on
track to meet your goal, or if you need to change your actions.
If you don’t plan for growth, you may be lucky and increase your
sales, but you may also lose money. Planning helps you get what
you want with the least amount of time and money.
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Step 1: Starting Point –
How Is Your Business Doing Today?
Amina explains that the first step in planning for growth is
knowing where you are starting from. Understanding how your
business is doing today allows you to set a realistic sales goal and
define actions to achieve that goal. If you don’t know where you
are, how can you decide where to go and how to get there?
Amina tells Roya that to grow her business, she must have good
business practices in place. If she has poor quality, high costs or
a bad reputation, it will be difficult to increase her sales. Amina
asks Roya if her business is ready for growth.

Are you ready for growth?
Do you have good business practices in place?
– Production planning (see Chapter 2)
– Quality checks (see Chapter 2)
– Cost reduction (see Chapter 3)
– Promotion (see Chapter 4)
– Sales tracking (see Chapter 5)

“Thanks to your help, Amina jan, I have good practices in place. I
am ready to grow my business,” says Roya.
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Roya’s Business Today

Amina then tells Roya to review her sales tracking information
(see Chapter 5) to better understand her current sales and to
identify opportunities for growth.

What are your sales today?
Are there opportunities for growth?
– What are your sales today? What were your sales
last year? Are sales increasing or decreasing?
– What are your most and least successful sales
channels? Can you sell more through those
channels or find new sales channels to try?
– What are your most and least popular products?
Can you sell more of your popular products
or make new, similar ones? Are there different
products you can make?
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Step 2: Destination –
What Is Your Goal for Next Year?
The next step in planning for growth is deciding where you want
to go. Set your goal, or target, for growth.
Amina explains that a goal must be achievable. If your goal is
too high, the actions you define to meet your goal will not be
practical, and your sales may not increase.
A goal must also be specific and have a deadline, so you can
measure your progress toward it.
“If my goal is to increase sales by a lot, I won’t know when
I’ve met my goal. But if my goal is to increase sales by 20,000
AFN next year, I can use sales tracking information to measure
progress and see if I’ve achieved my goal.”

Setting goals
– Goals keep you focused, so you spend time and
money on the actions that will grow your
business.
– Set achievable, measurable goals with clear
deadlines.
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“I set a sales goal for my business every year,” says Amina. “What
is your sales goal for next year, Roya jan?”
“Last year, I had sales of 168,000 AFN. My goal is to increase
sales by 30,000 AFN next year. My business has grown quickly
already. I think this goal is achievable, and if I meet it, I will have
enough money to pay for Farhad’s schooling,” replies Roya.
“Just remember, Roya jan, that increasing your sales by 30,000
AFN does not mean your profit will increase by the same
amount. The amount your profit increases depends on the prices
and costs of the additional products you sell.”

Roya Sets Her Sales Goal for Next Year

Sales Last Year: 168,000 AFN

Sales Goal: +30,000 AFN
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Sales Next Year: 198,000 AFN
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Step 3: Route –
How Will You Meet Your Goal?
The third step in planning for growth is deciding how to get
there. What actions do you need to take to achieve your goal?
Are those actions practical given the time and money you have?

Roya Defines Actions to Meet Her Goal

A

B

C
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Amina explains that there are three main ways to increase sales:
A. Improve your sales practices.
B. Find new shopkeepers and customers.
C. Make new products that customers like.
“Let’s look at each one to see how you can increase your sales,
Roya jan. Just remember that doing other things to strengthen
your business, like improving quality (see Chapter 2), reducing
costs (see Chapter 3) and promoting your business (see Chapter
4), can also help increase your sales.”

A. Improve Your Sales Practices
Amina tells Roya that by improving her sales practices, she can
sell more products. Amina explains that this is usually the fastest
and least costly way of increasing sales.
Amina outlines some ways Roya can improve her sales practices:
Good Customer Service
Customer service is how you interact with shopkeepers and
customers. Good customer service starts with reliability. This
means keeping your promise of agreed design, quality, quantity,
price and delivery date.
If you are reliable, friendly and polite, you build trust, so
shopkeepers and customers buy from you again. If you are
unreliable and unfriendly, you lose shopkeepers and customers.
Good customer service can make you stand out from your
competitors.
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Practice good customer service:
– Keep your promises.
– Notify shopkeepers and customers of changes to
their orders or delivery times as soon as possible.
– Be polite, friendly and respectful.
– Listen carefully. Make sure people are finished
speaking before you reply.
– Remember shopkeepers’ and customers’ names
and the products they buy.
– Respond to questions and complaints quickly with
correct information.
– Ask shopkeepers and customers for feedback.
Use the feedback.
– Commit to fix, replace or take back flawed
products.

Roya Practices Good Customer Service by Being Reliable,
Friendly and a Good Listener
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Roya is already reliable. She decides to work on listening
carefully. She will also ask shopkeepers and customers for more
feedback.

Sales
If you have extra products on hand, reduce the price of your
products for a period of time, so they sell quickly. Sales help you
sell old products, so you have money to make new, more popular
ones. Sales also encourage people to buy more.

1400
1200

If Roya Makes Ready-Made Products One Day,
She Will Put Old Products on Sale each Season

186

Roya Grows Her Business

“Abreshom puts their wool coats on sale at the end of winter,”
says Amina. “They make less money per coat, but they make
money right away. They use the money to produce new jackets
for summer. If they wait until the following winter to sell the
coats, the coats may get ruined in storage or be out of fashion.”
Roya fulfills orders, so she does not have old products to sell, but
if she makes ready-made products to sell at the women’s market
one day, she will put her old products on sale each season.

Sales Promotions
Give shopkeepers and customers a discount or gift if they buy
several products at once or spend a certain amount of money.
Amina gives a 10% discount to personal customers who buy over
five items a year. Roya decides to do the same. She will also give
a lightly embroidered cotton bag as a gift to her best personal
customers.

Roya Will Give a Gift to Her Best Personal Customers
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B. Find New Shopkeepers and Customers
Another way to increase sales is by finding new shopkeepers and
customers to buy your products, but it often takes time to find
them.
Amina tells Roya she can find new shopkeepers and customers
in her current sales channels. For example, she can find another
peron tumban specialty shop.
Roya can also try new sales channels, like a women’s market.

Identify new shopkeepers and customers
or new sales channels:
– Review the information in your Sales Tracking by
Sales Channel Chart.
– Ask your network of friends, family, shopkeepers
and customers.
– Visit different shops and markets to see where
similar products are sold.
– Ask NGOs, associations or government agencies
that support craft businesses.
– Look for larger companies with international
orders that need producers.
– Look for opportunities outside of Afghanistan,
especially in neighbouring countries.
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First, Roya must decide what types of shopkeepers and
customers to target. Then, she must decide how best to reach
them. Amina reminds her that information from her Sales
Tracking by Sales Channel Chart can help her do this (see
Chapter 5).
Roya’s sales to shopkeepers are much higher than her sales to
customers. Her highest sales in the past two months are to the
women’s traditional clothing specialty shop. Roya decides to look
for another women’s traditional clothing specialty shop to buy
her products. She will ask her family and friends, as well as the
shopkeepers at the peron tumban specialty shops she works with,
to help her find one.

Roya Looks for Another Women’s Traditional Clothing
Specialty Shop to Buy Her Products
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Roya also wants to try selling at a women’s market. But Amina
says that selling in the market can take a lot of time. Fulfilling
orders from shopkeepers and customers is less risky than making
products she doesn’t know people will buy, especially for a small
business.
Roya says she still wants to try selling at a women’s market one
day. She thinks her party dresses with embroidered traditional
dress sets will be popular there. She has seen party dresses in
the market like hers, but hers are better quality. Her cousin Farah
could sell the dresses for her. If sales went well, she could sell the
party dresses in other women’s markets. She could even sell them
in the women’s market near Shafiq’s cousin’s house in Tajikistan.
She has heard it is a popular one.
Amina laughs. “Roya jan, it’s good to have big dreams, but doing
too many new things at once can prevent you from keeping
your current business running well. The women’s market might
be a good sales channel to try next year when your business is
stronger. If you want to try a new sales channel this year, you
could find another kind of traditional clothing specialty shop,
like one for children, or be a producer for a larger business, like
Abreshom.”
Roya decides to find another kind of traditional clothing specialty
shop instead of trying a different sales channel.
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Personal Recommendations

Women’s Markets

Neighbourhood Groups

Exhibitions

Sales Channels: Sales to Customers

Shops

Producers with Large Businesses

NGOs Working in Craft

Sales Channels: Sales to Shopkeepers and Other People Who Resell Your Products

After Considering Different Sales Channels,
Roya Decides to Find More Shopkeepers to Buy Her Products
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C. Make New Products
The last way to increase your sales is to develop new products.
This process takes time and money, but it is worth it if your new
products are popular.
“You know from your sales tracking information that your
traditional products with Kandahari and Tar Shomar embroidery
are your most successful products, Roya jan. Kandahari and
Tar Shomar embroidery is also what you do best. What other
traditional products can you make using those skills?” asks
Amina.
“I know! I can make traditional children’s clothing, as you
suggested, Amina jan. I can sell the clothing to the women’s
traditional clothing specialty shop I work with now. Or I can find
a children’s traditional clothing specialty shop.”
“Good idea, Roya jan. We’ll have to talk more about how to
develop new products sometime,” says Amina.
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Roya Decides to Make Traditional Children’s Clothing
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D. Make an Action Plan
“We have discussed some practical ways to increase your sales,
Roya jan. Let’s write them down in your notebook. We will make
an action plan, so you don’t forget what you need to do, and so
you can track your progress.”
Amina draws a chart in Roya’s notebook. She makes columns for
Goal, Action, Deadline and On Track. She records Roya’s overall
sales goal in the chart. Then, she and Roya fill in the actions they
discussed. They divide the actions into three groups:
A. Improve sales practices.
B. Find new shopkeepers and customers.
C. Make new products.
They add a deadline for each action.

Goal

Action

Deadline

On Track

Overall Goal

Increase sales by 30,000 AFN to 198,000 AFN for the year.

End 2015

To be completed

Customer Service Improve customer service by listening carefully, and asking
shopkeepers and customers for more feedback.

Throughout
the year

To be completed

Sales Promotions 10% discount to personal customers who buy over five items
a year. Give a lightly embroidered cotton bag as a gift to best
personal customers.

Begin Jan
2015

To be completed

B. Find New Shopkeepers
and Customers

Find another women’s traditional clothing specialty shop to buy
products. Ask family, friends, customers or shopkeepers to help.

April 2015

To be completed

C. Make New Products

Make children’s clothing. Sell it in women’s traditional clothing
specialty shops and possibly in children’s traditional clothing
specialty shops.

June 2015

To be completed

A. Improve Sales
Practices
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Roya’s Action Plan

Overall Goal: Increase Sales Next Year by 30,000 AFN

Improve Sales Practices: Customer Service

Improve Sales Practices: Sales Promotions

New Shopkeepers: Women’s Traditional
Clothing Specialty Shop

New Product: Traditional Children’s Clothing
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“Now your job is to make sure you have the right resources to
follow your action plan, Roya jan. Do you need to hire people
to help you? Do you have money to make a new product? Once
you have the right resources, you can follow your action plan to
increase your sales,” says Amina.
Roya knows she will have to hire and train new producers when
she finds new shopkeepers to buy her products and gets orders
for her children’s clothing, so she starts looking for them right
away. She also starts saving money every month to cover the cost
of making a new product.
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Identify the resources you need to follow
your action plan:
– Time
– People (suppliers and producers)
– Equipment
– Money
Do you need money to follow your action plan?
– Save money each month.
– Ask for a loan from your family, friends or a
shopkeeper who trusts you. Show them your work
and tell them about your action plan. Agree on the
amount of the loan and a date for repayment.
Record the agreement.
– Apply for a loan from a microfinance institution.
Use your action plan, sales tracking charts and
samples to apply. Get a letter of support from a
shopkeeper you work with. Agree on the amount
and conditions of the loan and a repayment date.
Record the agreement.
– Always repay your loans on time. If you don’t, you
will lose trust and not get another loan.
If you can’t find the resources you need to follow
your action plan, change the actions in it.
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Step 4: Tracking Progress –
Are You On Track to Meet Your Goal?
Three months after Roya implements her action plan, Amina asks
her if she is making progress. Roya does not know. Amina tells
her to review the actions in the action plan every month to see if
she is on track to meet the deadline. If she puts a Yes or a No in
the “On Track” column next to each action, she can see where
she is falling behind and determine how to catch up.

Goal

Action

Deadline

Overall Goal

Increase sales by 30,000 AFN to 198,000 AFN for the
year.

End 2015

Customer Service Improve customer service by listening carefully, and
asking shopkeepers and customers for more feedback.

Throughout the year

Yes

Sales Promotions 10% discount to personal customers who buy over five
items a year. Give a lightly embroidered cotton bag as
a gift to best personal customers.

Begin Jan 2015

Yes

B. Find New Shopkeepers
and Customers

Find another women’s traditional clothing specialty
shop to buy products. Ask family, friends, customers
or shopkeepers to help.

April 2015

Yes

C. Make New Products

Make children’s clothing. Sell it in women’s traditional
clothing specialty shops and possibly in children’s
traditional clothing specialty shops.

June 2015

Yes

A. Improve Sales
Practices

198

On Track

Roya Grows Her Business

Amina also tells Roya to check her total sales every month to see
if she is making progress toward her goal.
“What do you want your total sales to be at the end of the year,
Roya jan?” asks Amina.
“That’s easy,” replies Roya. “My sales last year were 168,000
AFN, and I want to increase them by 30,000 AFN, so my goal is
to have total sales of 198,000 AFN this year.”
Total Sales Goal = Last Year’s Sales + Sales Growth Goal
= 168,000 AFN + 30,000 AFN
= 198,000 AFN
Amina tells Roya to divide her total sales goal of 198,000 AFN by
12, the number of months in the year, to get her monthly sales
target.
Roya calculates her monthly sales target.
Monthly Sales Target = Total Sales Goal ÷
Number of Months in the Year
= 198,000 AFN ÷ 12
= 16,500 AFN
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“This is your monthly sales target, Roya jan. Compare it to your
actual sales each month to see if you are on track,” says Amina.

Roya Compares Actual Sales with Her Monthly Sales Target
Jan

Feb

March

Actual Sales (AFN)

16,000

16, 000

17,000

Sales Target (AFN)

16,500

16,500

16,500

Roya’s sales this month are 17,000 AFN. This is more than her
sales target of 16,500 AFN, so Roya is pleased.
Amina points out that Roya’s sales are above target this month,
but they were below target the last two months. She says this
makes sense because, in the first two months, Roya was just
starting to follow her action plan.
Amina explains that the monthly target is only a guide. Roya’s
sales will be higher than the target some months and lower
other months because her sales change throughout the year.
For example, Roya’s sales are higher before Eid. What is most
important is that when Roya adds her monthly sales for the entire
year, she meets her goal.
Roya has been following her plan for three months. Amina
suggests she check her progress to date toward her goal. This
means comparing her actual sales over the three-month period to
her sales target for the three-month period. Amina makes a chart
in Roya’s notebook to help her do this.
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Roya’s Sales Growth Tracking Chart:
Roya Compares Her Actual Sales to Date with Her Sales Targets
Jan

Feb

Mar

Apr–Dec

Actual Sales (AFN)

16,000

16,000

17,000

49,000

Monthly Sales Target (AFN)

16,500

16,500

16,500

49,500

Above or Below Target (AFN)

-500

-500

500

-500

Roya calculates her actual sales for the three-month period.
Actual Sales to Date = Sales in Month 1 + Sales in Month 2 +
Sales in Month 3
= 16,000 AFN + 16,000 AFN + 17,000 AFN
= 49,000 AFN
She then calculates her sales target for the three-month period.
Sales Target to Date = Monthly Sales Target × Number of Months
= 16,500 AFN × 3
= 49,500 AFN
Roya is upset that her actual sales to date, 49,000 AFN, are lower
than her sales target of 49,500 AFN. Amina tells her not to worry.
She is on track with her action plan, and her sales have increased
each month. If her sales are higher than her target in future
months, she will still meet her goal.
She advises Roya to check her progress to date every month.
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Tracking progress
– Use sales tracking information to measure
progress toward your sales goal every month.
– Check your action plan every month to make sure
you are on track.

“Roya jan, tracking progress is the final step in growing your
business. It is an important step because it tells you if you are on
track to meet your goal. If you fall behind or run into trouble, you
need to review your action plan. If your sales aren’t growing, but
your action plan is on track, you need to change your actions or
add new ones to meet your goal,” says Amina.
“Thank you, Amina jan. I understand how planning helps me
grow my business. Planning keeps me focused on the most
important activities to increase my sales. If I can stay on track
and achieve my goal, I can pay for Farhad’s schooling!”
“That’s right, Roya jan. You can use these steps to help meet any
of your business goals, from increasing sales to reducing costs to
getting the right systems in place for future growth,” says Amina.
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3. Trainer’s Notes: Exercises

Section 2. Planning for Growth
2.1. What do you need to do to plan for growth?
Step 1: Starting Point – How Is Your Business Doing Today?
2.2. Look at your sales over the past one to three years (see Chapter
5 on sales tracking). Are they increasing or decreasing? What was
your total sales last year?
2.3. Look at your sales by sales channel and by product. Do you
see opportunities for growth?

Step 2: Destination – What Is Your Goal for Next Year?
2.4. What is your sales goal for next year?
2.5. Why do you think this goal is achievable?
Step 3: Route – How Will You Meet Your Goal?
2.6. What are the three key ways to increase your sales?
2.7. What are three ways you can improve your sales practices?
2.8. What is your top sales channel? Name two new shopkeepers
or customers in that channel who could buy your products. How
can you find these shopkeepers or customers?
2.9. What new sales channel can you try? Why would it be
successful?
2.10. What is your most popular product? Name a similar product
you can make.
2.11. What new products can you make? Why would they be
successful?
2.12. Are all of these actions to increase sales practical given the
time and money you have?
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2.13. Make an action plan to achieve your sales goal. Use the
Action Plan template in the Resources Section of the Toolkit.
2.14. What resources do you need to follow your action plan? How
much time do you need? Do you need to hire more people or
find new suppliers? Do you need new equipment? How much
money do you need?
2.15. How can you get the money you need to follow your action
plan (refer to the Artisan Toolkit website for a list of financial
institutions in Afghanistan (www.artisantoolkit.af/resources))?
If you take a loan, what do you need to consider? What happens if
you don’t repay your loan on time?

Step 4: Tracking Progress –
Are You On Track to Meet Your Goal?
2.16. If your sales were 100,000 AFN last year, and your goal is to
increase sales by 20,000 AFN this year, what is your monthly
sales target? How can you tell if you are meeting that target? If
your actual sales in the first three months are 10,000 AFN, 11,000
AFN and 13,000 AFN, are you on track to meet your goal? Use
the Sales Growth Tracking Chart in the Resources Section of the
Toolkit to help you.
2.17. What can you do if you are not making progress toward your
goal?
2.18. What other kinds of goals can you set for your business?
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