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This is what you will know by
the end of this chapter:
– How to develop new products
– How to research the kinds of products to make
– How to design new products
– How to test new products
– How to market and sell new products
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1. Introduction
Roya is following her action plan to increase sales. As part of the
plan, she decides to develop a new product, but she does not
know where to start. She asks Amina jan for advice.
Amina says that making new products is an important way
of keeping shopkeepers and customers interested in your
business, especially when you make your own products to sell.
Shopkeepers and customers like new products that reflect the
season or the latest fashion trends.
Amina makes new products every year. Shopkeepers and
customers know she always has something new and fashionable
to sell, so they keep buying from her.
Amina explains that there are two main ways of developing new
products:
1. Update current products—Update the details on a product,
while keeping the overall shape and style the same. This could
mean changing the colour, material or size of a product. Roya,
for example, could make embroidered traditional dress sets in
new colour combinations for her party dresses.
2. Develop entirely new products—Make a product with a
design or style that you have not sold before. Roya could make
traditional children’s clothing.

210

Roya Makes a New Product

There are two ways to develop new products:
1. Update current products.
– Change colour
– Change material
– Change size
2. Develop entirely new products.

1. Update current products—
Roya could make embroidered traditional dress sets
in a new colour for her party dresses.

2. Develop entirely new products—
Roya could make embroidered traditional
children’s clothing.

Two Ways to Develop New Products
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2. Making New Products
Amina tells Roya that making new products involves four main
steps:
– Step 1: Research
Gather information to help you decide what kinds of products
to make.
– Step 2: Design
Look for inspiration and make different designs.
– Step 3: Testing and Production
Test the best designs and produce the most successful ones.
– Step 4: Promotion and Sales
Promote and sell your new products.
Following these steps helps ensure your new products are
successful.
Amina reminds Roya that new products must reflect her brand
promise. If she makes lower-quality products, for example, it will
damage her reputation as a high-quality producer.
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Step 1: Research
“Before you develop a new product, Roya jan, you must do
research to discover what products people will buy,” says Amina.
“Let’s review and add to the research you have already done.”
She asks Roya some questions.
1. Which of your products are most successful? Review your
sales tracking information (see Chapter 5 on sales tracking).
Can you update the colour, size, material or detail to make a
new product? Are there other similar products you can make?

Roya’s Sales Tracking by Product
Product

Sales (AFN)

Peron tumban front panel
Fastest growing sales

Embroidered traditional dress set

120,600
39,200

Party dress with embroidered
traditional dress set

7,000

Blooze

1,200
Total Sales

168,000

Roya knows from her sales tracking information that her
traditional products are most popular and that sales of her
embroidered traditional dress sets are growing fastest.
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Traditional products
most popular
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2. Who are your target customers for your most popular
products? Your target customers are the people who like your
brand promise and the types of products you make. They
are the people who buy and use your product. If you sell to a
shopkeeper, your target customers are the kinds of customers
that shopkeeper has.

Who are your target customers?
– Are they female or male?
– Are they young, middle-aged or old?
– Do they have low, medium or high incomes?
– Where are they from?
– What are they looking for when they shop?
– Where do they shop?

Roya’s target customers for her fastest growing product, her
embroidered traditional dress sets, are women from Kabul with
medium incomes who are 18 to 30 years old. They look for
handmade traditional clothing with high-quality embroidery and
finishing. They shop in women’s traditional clothing specialty
shops.
Women with lower incomes buy Roya’s party dresses with
embroidered traditional dress sets, but Roya’s sales to these
customers are much lower than her sales to the women who shop
at women’s traditional clothing specialty shops.
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Roya’s Target Customer for Embroidered Traditional Dress Sets
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3. What products like yours are popular in the market? Which
ones are popular with your target customers? How are these
products different from yours? Do they have a different colour,
material or price? Is their quality, size or shape different? Do
they give you ideas for updating your products?
In the market, Roya sees some embroidered traditional dress
sets with gold in the patterns. She has never thought of using
gold thread for Tar Shomar embroidery, but it looks beautiful.
She can use gold thread to embroider the dress sets for the party
dresses she makes. She can also recommend gold patterns to the
shopkeeper at the women’s traditional clothing specialty shop.
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Roya Sees Embroidered Traditional Dress Sets with
Gold Embroidery in the Market
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4. Are there new products in the market that you have the skills
to make? Are these products popular with your target
customers, or will you have to find new customers?
Roya knows that children’s clothing is sold at women’s traditional
clothing specialty shops. The embroidery on the children’s
clothing is not as complicated as the embroidery on the dress
sets. She could work with a tailor to make ready-made traditional
children’s clothing.

Roya Sees Embroidered Traditional Children’s Clothing in
Women’s Traditional Clothing Specialty Shops
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5. What are the current trends in the market? Does the style of
products like yours change with the season? Are specific
colours or designs popular right now?
Roya notices a new Tar Shomar embroidery pattern being used
on many different products, not only dress sets. The pattern has
two large diamonds with overlapping diamonds inside them. The
large diamonds are connected by three small diamonds. She can
try this pattern for her new children’s clothing.

New Tar Shomar Embroidery Trend

“That was useful research, Amina jan. I am now certain that I
want to work with a tailor to make traditional children’s clothing
with high-quality hand-embroidery. I will start with girls’ dresses
and try the new Tar Shomar embroidery pattern I have seen in
the market.
“I think the women that shop at the women’s traditional clothing
specialty shop I work with would like my new dresses for their
daughters. I could also find a children’s traditional clothing
specialty shop to buy my new dresses,” says Roya.
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Conduct research on the following before
making new products:
1. Your most successful products
2. Your target customers
3. Products like yours that are popular
4. Other popular products made using the skills
you have
5. Market trends
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Step 2: Design
Amina tells Roya to look all around her for inspiration for her new
girls’ dresses.
“Inspiration is what gives you the idea for your new design, Roya
jan. It may be a colour, a conversation or a dress.
“Inspiration helps you turn existing products into new and
different ones. If you make the same product as everybody else,
nobody will want to buy it,” says Amina.

Find inspiration
– Look at all the people and things around you.
– Look in markets, shops, your community and
nature.
– Look at books, magazines and the Internet.
– Look at other products like the ones you want to
make.
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Roya creates a space at the back of her notebook for inspiration.
She takes her notebook with her everywhere she goes, so she can
record ideas and draw pictures of things that inspire her. She also
collects things that inspire her, like pieces of material, and puts
them in her notebook.

Roya Records Ideas in Her Notebook

“Once you have some ideas, Roya jan, you can start drawing
designs in your notebook. By doing this, you can see which ones
you like before using material to make them,” says Amina.

Designing new products
Draw all the design ideas you have. Sometimes the
best designs come from ideas you think are silly or
don’t make sense at first.
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Amina tells Roya there are several things to think about when
designing a new product:

1. Target customers—Who will use
the product?

2. Function or use—How and when
will customers use it?

3. Style—Will it be traditional or
modern?

4. Materials—What materials will you
use?
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5. Colour—What colour or
combination of colours will you use?

6. Finishing—What final details, like
buttons or special stitching, will it
have?

Low Quality

7. Shape and size—What shape and
size will it be? Are there standard
sizes in the market?

High Quality

8. Quality—Will the quality be low or
high?
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9. Price—What is a competitive price
for the product? Is the cost of making
the product less than that price? See
Chapter 3 on costs and prices.

10. Collection—What inspired you to
make the product? Are there other
products you can make using the
same inspiration, so you can sell them
as a set, or collection?

Highest-Quality Tar Shomar
Hand-Embroidery

11. Brand promise—Does the product
reflect your brand promise?
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Roya draws several different designs. She thinks three of them
can work, especially in the three colour combinations she chose.
Design 1

Design 2

Design 3

Colour Combination 1

Colour Combination 2

Colour Combination 3

Roya’s Dress Designs in Three Colour Combinations
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Choosing colours
– There are many colours to choose from. See them
in the colour wheels below.
– Find out what colours and colour combinations
customers and shopkeepers like.
– Use similar colours together or use ones that are
opposite each other on the colour wheel.
– Use darker or lighter versions of the same colour.

Colour Wheels
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Step 3: Testing and Production
“The next step, Roya jan, is testing your designs. You don’t
want to make new products that customers don’t like,” says
Amina.

Test your best designs:
– Test your designs with people you trust—family,
friends, shopkeepers or customers. Try to find
people who buy or use similar products, like
shopkeepers and customers.
– Show them drawings of your designs or make
samples—using drawings costs less.
– Describe your target customers.
– Ask for feedback.
– Record the feedback, so you can consider and
compare it later.
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Roya follows Amina’s advice. She meets with the shopkeeper
from the women’s traditional clothing specialty shop, her two
personal customers and Amina. She shows them drawings of
her three best girls’ dress designs in the colour combinations she
chose. She describes her target customers and asks her test group
for feedback on
– What they like best
– Materials
– Colour
– Finishing
– Shape and size
– Who will buy the product
– Price
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Roya Tests Her Designs with the Shopkeeper at the
Women’s Traditional Clothing Specialty Shop

Roya records the feedback on Product Testing Sheets, so she can
refer to it later.

230

Roya Makes a New Product

Roya’s Embroidery – Product Testing Sheet

Name: Naseem Adel
Product: Embroidered traditional girl’s dress
Target Customer: Women 18–30 years old with medium incomes living in Kabul. They
like traditional clothing with high-quality hand-embroidery and shop in traditional clothing
specialty shops.

1. Which design and colour combination do you like best?
Design 1
Colour combination 1
Design 2
Colour combination 2
Design 3
Colour combination 3

Answer the following questions for the design and colour combination you like best.
2. What do you like best about the design?
Embroidery pattern, shape of dress and quality of material

3. What changes, if any, would you make to the design?
A. Material: None
B. Colour: Offer in more colour combinations. Different customers like different colours.
C. Embroidery pattern: None
D. Shape: None
E. Size: None
F. Other: None

4. Will my target customer buy the product? If not, who will?
Yes

5. What price will customers pay for it? What price will shopkeepers pay for it?
Customers: 700 AFN
Shopkeepers: 450 AFN

6. Additional comments
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She compares everyone’s feedback and chooses the design and
colour combination that are most popular.
Roya decides to make a sample dress to show shopkeepers.
She uses the money she saved over the last few months to buy
materials and pay the tailor. Amina reminds her that she may not
be able to sell the sample, especially if her girls’ dresses are not
popular, so she should not spend more than she saved.
Amina tells Roya to calculate the exact cost of making one dress
while she is making the sample (see Chapter 3 on calculating
costs).
Roya asks Amina to help her choose a price for the dress (see
Chapter 3 on setting a price). Most of the hand-embroidered
traditional girls’ dresses in the market are priced between 500
AFN and 800 AFN. Roya’s embroidery is higher quality than
the embroidery on many other dresses, so she thinks customers
will pay 700 AFN for her dress. This price is at the higher end
of the price range of similar products but is lower than the most
expensive dresses.
Amina reminds Roya that shopkeepers will expect a lower price
because they need to sell her dresses at a competitive price
and cover their costs. Roya knows she must choose a price that
covers her costs. She decides to sell her dress to shopkeepers
for 450 AFN. During product testing, this is the price people
estimated shopkeepers would pay for the dress.
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Amina advises Roya to define quality standards—or what good
quality means—for her embroidered traditional girls’ dresses and
to record the standards in a Quality Check Chart. This will help
Roya make sure her dresses are produced at the same level of
quality every time (see Chapter 2 on checking quality).

Prepare for production of your new product:
– Make a sample product.
– Calculate the cost of making one product.
– Set a price based on the prices of similar products
in the market. Make sure your price covers your
costs.
– Define quality standards.

“Now you are ready to produce your girls’ dresses, Roya jan! All
you need is an order,” says Amina.
450

Roya’s New Product: Girl’s Embroidered Traditional Dress
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Step 4: Promotion and Sales
“Let’s review what you must do to promote and sell your
beautiful new product,” says Amina.
1. Brand Your Product—Put your brand identity on your product.
“Roya jan, if people know you made the dress, they will know
it is high-quality. They will also be able to recommend your
products to friends,” says Amina.
Roya puts an embroidered ‘R’ just below the neckline on the
inside of each dress.

Roya Embroiders Her Logo on the Inside of Each Dress
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2. Develop and Update Sales Tools
– Sample products—Make sample products to show to
shopkeepers and customers.
– Product list—Add your new product to your product list.
– Packaging—Choose packaging that keeps your product clean
and protected. Add your brand identity to the packaging by
attaching your business card or putting a stamp on the
package.
– Other sales tools—Update any other sales tools you have with
your new product.
Roya already has a sample product. She updates her product list
and business card. She packages her new dresses in the same
way she packages her other products. She uses Cellophane
because it keeps the products clean, while showing off their
quality and her label. Roya attaches a business card to the
packaging to make it easy for shopkeepers and customers to buy
from her again.

Roya Develops and Updates Her Sales Tools
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3. Promote Your Product — Identify the shopkeepers and
customers you want to target and the actions you must take
to target them (see Chapter 4 on promoting your business and
Chapter 5 on sales channels). Use your network of family,
friends, shopkeepers and customers to help you.
Roya targets the shopkeeper at the women’s traditional clothing
specialty shop who already buys her products. He sells children’s
clothing in his shop, and he liked Roya’s designs during product
testing.

Roya Shows Her Dress to the Shopkeeper at the Women’s
Traditional Clothing Specialty Shop

She also wants to target a children’s traditional clothing specialty
shop. She notices one on her way home from delivering peron
tumban panels. Her friend knows a salesperson there who offers
to introduce Roya to the shopkeeper.
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“Roya jan, you have some great ideas for promoting and selling
your new dresses. Let’s make a list, so you don’t forget them.
We’ll call it your promotional plan. You can use the promotional
plan to track your progress,” says Amina.
Roya’s Promotional Plan
1. Brand Your Product
How will you brand your product?
– Embroider inside collar of girl’s dress with ‘R’

2. Develop and Update Sales Tools
What sales tools will you develop? Which sales tools will you update?
– Create product samples
– Update product list and business card with new products
– Package product with Cellophane and brand by attaching business card

3. Promote Your Product
How will you promote your product?
– Sales call to shopkeeper at women’s traditional clothing specialty shop
– Sales call to shopkeeper at children’s traditional clothing specialty shop

Promote and sell your new product:
– Brand your product.
– Develop and update sales tools.
– Promote your business to your target shopkeepers
and customers.
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A few days later, Roya returns home from meeting with a
shopkeeper. She looks at Amina and smiles. “I have sold my
first order of girls’ dresses to the shopkeeper at the women’s
traditional clothing specialty shop. He liked my samples very
much. All the research, design and testing was worth it, Amina
jan!”
“Congratulations, Roya jan. You worked hard. You are becoming
a very good businesswoman. We are all so proud of you,” says
Amina.
“Amina jan, because of your guidance, I have been able to build
my business. One day, I will share my knowledge to help others
develop their businesses, just like you have,” says Roya.
Roya is very happy. She has a good reputation, and her business
has grown large enough that she can pay for Farhad’s education.
Her family is proud of her, especially Shafiq, and her work is wellknown in her community.
However, Roya is not ready to stop here. She will continue to
improve and grow her business, employing more people and
making more money for her family. Roya has a big dream.
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3. Trainer’s Notes: Exercises

Section 1. Introduction
1.1. What are the two main ways of developing new products?
1.2. How can you update current products to make new products?
1.3. What entirely new product could you make?
Section 2. Making New Products
2.1. What are the steps to take to develop new products?
Step 1: Research
2.2. Which of your products are most successful? Can you update
them by changing the colour, material or size?
2.3. Who are your target customers?
2.4. Think about products like yours in the market. How are they
different? Do they give you ideas for ways to update your
products?
2.5. What other products are popular and are made using your
skills? Can you make those products?
2.6. Give two examples of market trends. Are there any market
trends that affect your products?
Step 2: Design
2.7. Choose a new product to make, and draw three different
designs.
2.8. What was your inspiration for the designs?
Refer to the Artisan Toolkit website (www.artisantoolkit.af/resources)
for more information on inspiration and design, or visit EPAA’s
Design Centre.
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Step 3: Testing and Production
2.9. Who will you test your designs with? Why?
2.10. What will you ask them?
Step 4: Promotion and Sales
2.11. How will you brand your new product?
2.12. What sales tools will you develop and update to promote your
new product?
2.13. Which shopkeepers and customers will you target?
2.14. How will you promote your product to them?
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Resources
Here are templates of the tables and charts Roya uses in Chapters 1 to
7 of the Toolkit. Try using these templates in your business. Copy the
templates into your notebook or photocopy them, so you can use them
regularly. You can also download the templates from the Artisan Toolkit
website (www.artisantoolkit.af/resources).
The templates are arranged in the order Roya uses them in the Toolkit.
See how Roya fills them out to help you use them in your business.
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Order Form
Date:
Your Name:
Shopkeeper or Customer Name:
Telephone:
Delivery Date:
Item Ordered

Design Details

Quantity

Price per Unit
(AFN)

Total

Drawing of Sample:

Total Price
(AFN)

Production Schedule
Instructions: List production activities and people responsible for each activity. Remember to include quality checks
in your production schedule. Number days across the top of the schedule. Put an X under every day needed to
complete each activity. Add rows if you need space for more steps. Add columns if you need space for more days.
Product(s):
Shopkeeper or Customer Name:
Activity

Person(s)
Responsible

Quantity:
Price:

Start Date:
Delivery Date:
Month(s):

Materials Purchasing Record
Quantity (1) x Price per Unit (2) = Total Cost (3)
Date

Supplier’s
Name

Item
Purchased

Quantity (1)

Price per
Unit (AFN)
(2)

Total Cost
(AFN) (3)

Remarks

Quality Check Chart
Product:
Shopkeeper or Customer Name:
Quantity:
Price:
Start Date:
What to Inspect?

Accept or Reject
Accept ( ) if product is same
as or very similar to sample or
drawing.
Reject (X) if product is different
from sample or drawing.

Delivery Date:
When to Inspect?

Who
Inspects?

Standards

Accept or Reject
(Accept = ,
Reject = X)
Product
1

1. Materials
2. Workmanship
3. Design
4. Finishing
5. Final Check

Completion of order

Total Accepted:

Final product and order is exactly as
requested

Total Rejected:

Product
2

Initial
When
Complete:

Costing and Profit Worksheet
I. Materials Cost
Cost per Product (1) x Number of Products (2) = Materials Cost (3)
Sum of all Materials Costs (3) = Total Materials Cost (4)
Materials Required

Cost per Product (AFN)
(1)

Number of Products (2)

Materials Cost (AFN)
(3)

Total Materials Cost (4)

II. Labour Cost
Payment per Piece (5) x Number of Pieces (6) = Labour Cost (7)
Sum of all Labour Costs (7) = Total Labour Cost (8)
Labour Required

Payment per Piece
(AFN) (5)

Number of Pieces (6)

Total Labour Cost (8)

III. Hidden Cost
Sum of all Hidden Costs (9) = Total Hidden Cost (10)
Hidden Cost Items

Total Hidden Cost (10)

Hidden Cost (AFN) (9)

Labour Cost (AFN) (7)

Costing and Profit Worksheet (continued)
IV. Total Cost
Total Materials Cost (4) + Total Labour Cost (8) + Total Hidden Cost (10) = Total Cost (11)
Total Materials Cost
(AFN) (4)

Total Labour Cost
(AFN) (8)

Total Hidden Cost
(AFN) (10)

V. Profit
Sales Price (12) - Total Cost (11) = Profit (13)
Sales Price (AFN) (12)

Total Cost (AFN) (11)

Profit (AFN) (13)

Total Cost (AFN) (11)

Competition and Your Brand Promise

What do customers care about?

1. Style — fashionable

2. Design — shape, size, colour,
pattern, uniqueness

3. Quality — materials,
workmanship, finishing

4. Service — friendly, respectful,
reliable

5. Price — good value

6. Other — what else?

What do I do best?

What does my competition do
best?

Sales Tracking by Sales Channel Chart
Instructions: List your sales channels for sales to shopkeepers and to customers. Record your sales by month.
Sales Channels

Total Sales to
Shopkeepers (AFN)

Total Sales to
Customers (AFN)
Total Sales (AFN)

Jan

Feb

Mar

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

Total
(AFN)

Sales Tracking by Product Chart
Instructions: List your products. Record your sales by month.
Products

Total Sales (AFN)

Jan

Feb

Mar

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

Total
(AFN)

Action Plan
Instructions: Record your sales goal, as well as the actions you need to take to meet your goal. Make sure your goal
and actions are achievable and measurable. Ensure you have the resources (time, people, equipment, money) to
follow your action plan.
Sales Goal or Overall Business Goal:
Goal
1. Improve Sales Practices
– Good customer service
– Sales
– Sales Promotions

2. Find New Shopkeepers
and Customers

3. Make New Products
– Update current products
– Make entirely new
products

Action

Deadline

On Track

Sales Growth Tracking Chart
Instructions: Record and total your actual sales (1) and your monthly sales targets (2) to date. Subtract monthly sales
targets from actual sales to find out if your actual sales are above or below your target ((1) – (2)).
Comparing Actual Sales (AFN) with Sales Targets (AFN)
Jan
Actual Sales (1)
Monthly Sales
Target (2)
Above or Below
Target (1)–(2)

Feb

Mar

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

Total
(AFN)

Product Testing Sheet
Name:
Product:
Target Customer:
1. Which design and colour combination do you like best?

Answer the following questions for the design and colour combination you like best.

2. What do you like best about the design?

3. What changes, if any, would you make to the design?
A. Material
B. Colour
C. Pattern and final details
D. Shape
E. Size
F. Other
4. Will my target customer buy the product? If not, who will?

5. What price will customers pay for it? What price will shopkeepers pay for it?
Customers:
Shopkeepers:
6. Additional comments:

Promotional Plan
1. Brand Your Product
How will you brand your product?

2. Develop and Update Sales Tools
What sales tools will you develop? Which sales tools will you update?
Create product samples

Update current sales tools

Choose packaging for product and label
packaging with brand (logo) and contact
information

3. Promote Your Product
How will you promote your product?

Conclusion
Now that you have the tools to help you build a strong business, it
is up to you to make your business a success.
Follow Roya’s example and use the tools and apply the practices
in the Toolkit to start, strengthen or expand your business.
Doing the exercises in the Toolkit is useful, but in order to build
your business, you need to apply the lessons on a regular basis.
Writing down one order, for example, will not improve your
business. But always recording your orders will. This is because
you will never forget the promises you made, and you will avoid
misunderstandings with customers and shopkeepers.
How can you use the tools and apply the practices in the
Toolkit? Look at the sales goal you set in Chapter 6 and focus
on the practices that are most important to achieve your goal.
Remember to refer to the Resources Section of the Toolkit or to
the Artisan Toolkit website (www.artisantoolkit.af/resources) for
templates you can use to improve your business practices.
Get support from your friends and family to help you use the
tools and apply the practices in the Toolkit. Find a mentor or an
experienced and trustworthy business person, like Amina, to
advise you.
Review the business promise with your suppliers, producers and
customers, as well as with the shopkeepers you work with.
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Share the Toolkit with your producers, so they too can benefit
from its lessons. Improvements in their businesses or their
understanding of the market will help your business.
If you’d like to grow your business further, use the Level 2 Toolkit
as a resource. Be sure to read every chapter, as each chapter
builds on the next.
Roya built a successful craft business. Now it’s your turn. We
believe in you!
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