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This report presents findings and recommendations from guild, product development and 
market development research intended to support a 3 to 5 year plan for Zardozi.  Key 
objectives over this timeframe are to establish a national support network (Guild) for female 
hand-workers, expand and diversify the buyer base and drive new design and product 
development. This report includes all deliverables for all components of this consultancy, 
namely: 
• a Guild Organisational and Implementation Plan  
• a Guild Capacity Building Plan 
• a review of current marketing strategies, and, 
• a 3 to 5 year Trade and Marketing Plan including a trader development strategy.  
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EXECUTIVE SUMMARY 

 
Purpose of Consultancy 
Zardozi believes that the sector at large, and women workers within it, would benefit 
from a member-based organization or network that would provide services, support and 
solidarity on a commercial basis. The vision for this organization, the Women’s 
Handwork Guild (Anjuman Sanayee Disti Khanumha) is to strengthen the individual 
competitiveness of its members and the handcraft industry in Afghanistan. This 
consultancy explored key models for structuring, managing and financing the Guild, 
including the scope of services to be provided. In cooperation with other consultants, 
this consultancy also developed recommendations on production and marketing 
strategies to support the greater competitiveness and growth of sale agents and the 
handcraft value chains they are and can be involved in serving. 
 
Status Report on Guild Development 
Over the period of this consultancy – from October 2010 to February 2011 - Zardozi 
worked with project-affiliated sale agents in Dashte Barchi, Kabul to both elect and 
appoint1 a Guild Advisory Committee (GAC), who would work with Zardozi to develop 
both a short term and long term vision. Over this inception period, the Guild Advisory 
Committee demonstrated a growing consciousness about the purpose of organization 
and their responsibility to take ownership of the process. The GAC proposed a 
membership-based system with fees of 50 AFN per month, and decided that initial 
membership should only be opened to sale agents affiliated with Zardozi. At the time of 
writing, the Guild had 51 members. 
 
Guild Implementation Plan 
A five-year Guild Implementation Plan (see section 5.4) was developed by the 
consultant through an inclusive planning process with Zardozi’s senior management 
team. The Plan is evidence-based, drawing on a capacity assessment of sale agents 
and successful implementation strategies used by other peer organizations (see 
section 5.3). The Plan is based on the consultant’s recommendation that Zardozi 
establish a guild based on the model of an industry association, that is an organization 
based on democratic principles that enhances the individual competitiveness of 
members and the competitiveness of the whole industry (see Annex 3). The Plan will 
support the institutional development of the organization, thus setting out key 
milestones in the Guild’s structural independence from Zardozi and a diverse revenue 
base to operate on its own.  See Section 5.6 for a list of Guild organizational 
development recommendations. 
 
Guild Capacity Building Plan 
A companion plan, the Guild Capacity Building Plan (see section 5.7) is a 
complementary plan that will support the professional development of the Guild 
executive committee and potential and future leaders.  The Plan is accompanied by a 
set of principles in section 5.8. 
 

                                                        
1 Zardozi held an initial election, which resulted in a committee of new sale agents. To balance the 
committee, Zardozi also invited to the GAC several experienced sale agents who have been associated 
with the project since inception in 2006.  
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Market Development Strategy Overview 
Zardozi has adopted a market development approach to its work with female home-
based handworkers and tailors, encouraging them to become independent, 
commercially integrated and profitable micro-entrepreneurs.  Zardozi is demonstrating 
a clear strategy and strength in implementation in every aspect of the market 
development approach. It is recommended that Zardozi build on its program by 
focusing on the following areas over the next three years: 

• Strive to develop a better understanding of the specific needs of specific consumer 
segments and steer professional and local designers to design new products and 
styles accordingly (the Garment Market Survey is expected to meet this need)  
• Strengthen the impact of marketing events by launching new designs and products 
appropriate to the season and coaching sale agents on better follow-up with 
shopkeepers to determine how well samples purchased have sold in their shops  
• Coordinate higher volume production among sale agents willing to work together to fill 
orders. Relationships with larger buyers (traders, wholesalers and 
exporters/importers) will require greater levels of professionalism and the ability to 
produce higher quality in larger volumes (and thus coordination in production) 
• Identify female entrepreneurs who are ready to start a formal micro-enterprise in 
garment retail and/or wholesale and provide technical support to the startup process 
• Facilitate Guild member access to value chain finance to encourage sale agents to 
save working capital and have access to credit in future 

This consultancy delivered a five-year trade and marketing plan based on an evaluation 
of Zardozi’s current program (see section 6.3), with specific recommendations for how 
the program could evolve to better organize production to serve market demand (see 
section 6.6). 
 
Market Research to Support Product Development 
Based on market research, the consultant recommends that Zardozi steer new product 
development into areas where there is unsatisfied market demand and low competition 
from competitively priced and attractive imports (see section 6.4): (a) Gand-Afghani 
party wear for women and girls; (b) Suits for Young Women and Middle-aged Women; 
and (c) traditional casual wear for women and girls.  Of these, the consultant 
recommends beginning with (c), especially in the threesdar style.  Specifically, new 
product development should consider the large and fast-growing youth population who 
are more fashion-conscious, buy more clothes, have more appetite for innovation and 
embellishment, and are more open to new places and methods of purchasing.  
 
Trade and Market Development Plan 
On the basis of the review of marketing practices, a five-year Trade and Market 
Development Plan was developed by the consultant through an inclusive planning 
process with Zardozi senior management. See Section 6.6 for a list of Guild 
organizational development recommendations. 
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1.0 PURPOSE OF CONSULTANCY 

Zardozi Markets for Afghan Artisans has focused intensively on facilitating market 
access among networks of women producers since 2008.  Much has been achieved in 
improving production competitiveness among women producers and sale agents, and 
female sale agents associated with Zardozi have become independent, commercially 
integrated and profitable micro-entrepreneurs.  To date, Zardozi has supported this 
growth with an in-house staff team that provides a number of key services: analysis of 
changing fashions and trends, product design and development support, input supply 
trade issues, product pricing and quality analysis.  
 
Zardozi believes that the sector at large, and women workers within it, would benefit 
from a member-based organization or network that would provide services, support and 
solidarity on a commercial basis. The vision for this organization, the Women’s 
Handwork Guild (Anjuman Sanayee Disti Khanumha), is to enable women to develop 
markets for their products within Afghanistan’s handcraft sector.  The Guild will take on 
an advocacy role for the sector and for home workers, and create a space for women to 
participate in civil society.  Over time, Zardozi plans to transfer its expertise and 
services to the Guild. This consultancy will explore key models, successfully 
implemented in similar contexts, for structuring, managing and financing the Guild, 
including the scope of services to be provided. 
 
Zardozi has found that two key services are critical to the competitiveness of women 
workers and the handwork industry in Afghanistan: design and product development, 
and diversification of buyers.  In cooperation with other consultants, this consultancy 
will develop a wider range of marketing strategies for target products and customers 
tailored to the various situations existing in Afghanistan, based on evaluation of 
opportunities and constraints.  This report includes all deliverables for all components 
of this consultancy, namely: 
• a Guild Organizational and Implementation Plan  
• a Guild Capacity Building Plan 
• a review of current marketing strategies, and, 
• a 3 to 5 year Trade and Marketing Plan including a trader development strategy.  
 
 
2.0 BACKGROUND ON ZARDOZI 

Zardozi Markets for Afghan Artisans has provided marketing support services to 
homebound Afghan women embroiderers since 1984. In 2008, Zardozi shifted from a 
direct service delivery model to one of market facilitation.  The objective is to raise 
incomes for women working from home through a commercially sustainable system 
that links female producers to local markets through female commission agents (sale 
agents).  Over the past two years, Zardozi has focused on recruiting and developing 
the capacity of sale agents, encouraging women to trade in finished products, 
facilitating product development and leveraging informal sale networks such as the 
‘neighbour market’2. Zardozi’s sustainability strategy hinges on establishing a home 
workers’ and sale agents’ Guild that will continue to not only support sale agents, home 
workers but also engage in subsector growth and development.  

                                                        
2 Women order specific products from the women in their community who are acknowledged experts in 
producing particular products. 
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3.0 HOW TO READ THIS REPORT 

The main body of this report has been prepared for an executive audience and 
discusses the main findings, plans and recommendations.  For a brief overview, please 
read the Executive Summary.  Supporting material with further detail has been provided 
in the Annexes.  Annexed information is referenced in the main body of the report.  In 
addition to the report, the consultant produced a number of separate documents such 
as individual trip, site visit, and workshop reports. All documents obtained and prepared 
during the course of the consultancy have been provided to Zardozi and are available 
for review. 
 

4.0 METHODOLOGY 

The methodology selected for this assignment is a combination of participatory rapid 
appraisal and market development techniques. Given the broad scope of the 
assignment and the focused budget and timeline, a rapid appraisal is the fastest and 
lowest cost means of gathering and analysing the views and feedback of staff, 
beneficiaries and various market actors (World Bank, 2004). A participatory process 
prioritizes the involvement of the project managers and private sector partners in 
providing both facts and opinions about the project, as well as their involvement in 
shaping conclusions and recommendations.  The main goal was for Zardozi 
management and staff to feel ownership in the strategies and plans produced and able 
to analyze, adapt and action them effectively.   
 
The consultant based the strategy development on the market development approach, 
an approach to enterprise and entrepreneur promotion that focuses on developing 
private sector markets for goods and services to make them more beneficial to the 
poor. The market development approach draws on value chain analysis3 as a tool for 
understanding sector competitiveness and identifying entry points for new 
entrepreneurs and enterprises. To support all the research activities, the consultant 
developed and implemented a work plan (see Annex 2) based on the Consultancy 
Terms of Reference (Annex 1). 

                                                        
3 Analyzing market information on a particular network of firms that buy and sell to each other in order to 
supply a particular set of products or services to a particular group of final consumers.  Information is used 
to understand various aspects of the value chain including value chain players, value chain characteristics 
and the business environment. 
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5.1 Guild Development Strategy Overview 

Support networks for small businesses in Afghanistan exist in large numbers; they tend 
to fall into two categories. Firstly there are the organizations that were established in 
previous times, these have large membership of business owners and have good links 
to government. They are usually used however, only to provide protection on issues 
such as taxation and tariffs, forced relocations, new legislation etc. The second 
category has generally been more recently established to provide services to female 
micro entrepreneurs. Unfortunately these latter organizations (generally called 
associations) often limit their activities to finding orders amongst the local expatriate 
community, accessing donor funding for small projects and taking advantage of 
marketing events such as trade fairs offered through donor or government agencies. 
The result is that Zardozi has been unable to find effective model support networks 
from which to learn. There therefore remain many questions as to how to structure, 
manage and finance the support network, as well as issues regarding the scope of 
services to be provided. 
 
Zardozi seeks to establish a Guild, owned and managed by its members, which will 
enhance individual sale agent competitiveness and pursue the interests of both home 
workers and sale agents. The Guild will also support greater competitiveness of the 
handwork industry at large, upgrading products, strengthening market systems and the 
business environment, and building commercial learning systems for diverse value 
chain actors.  At present Zardozi is providing the support services which will in future be 
provided by the Guild; it is planned that Zardozi will phase the handover of these 
functions, services and financial and administrative responsibilities to the Guild over 
time.  Zardozi’s vision for the Guild includes providing regionally adjusted support 
services to women throughout Afghanistan within 10 years. At present Zardozi works 
(together with a Guild Advisory Committee) in Kabul, Jalalabad and Mazar. Over the 
coming five years, Zardozi plans to expand to two additional regions – Herat and 
another regional location.  
 
 
5.2 Status Report on Guild Development  

Over the period of this consultancy – from October 2010 to February 2011 - Zardozi 
worked with project-affiliated sale agents in Dashte Barchi, Kabul to both elect and 
appoint4 a Guild Advisory Committee (GAC), who would work with Zardozi to develop 
both a short term and long term vision. The evolving Guild Advisory Committee 
discussions5 and decisions were an important source upon which the Guild 
Implementation Plan was developed.   
 
Over this five-month inception period, the Guild Advisory Committee demonstrated a 
growing consciousness on the purpose of organization and their responsibility to take 
ownership of the process.  The Committee selected the name Women’s Handwork 
Guild (Anjuman Sanayee Disti Khanumha) for their organization. The Committee 

                                                        
4 Zardozi held an initial election, which resulted in a committee of new sale agents. To balance the 
committee, Zardozi also invited to the GAC several experienced sale agents who have been associated 
with the project since inception in 2006.  
5 Five meetings with the GAC were held between October 2010 and February 2011 and minutes are 
available for each meeting. 
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proposed a membership-based system where members would pay membership fees of 
50 AFN per month. The Committee led the process of building consensus for the fee 
system and amount among the network of sale agents in Dashte Barchi.  Collection of 
fees began in December 2010 and membership identity cards were issued to all paying 
members.  At the time of writing, the Guild had 51 members.  This was a key milestone 
in self-reliance in a city where the norm is for development agencies to pay women to 
attend trainings and events.  
 
The Guild Advisory Committee also considered the 
criteria for membership in the Guild and decided 
that initial membership should only be opened to 
sale agents affiliated with Zardozi.  This would 
exclude their home-based producers from 
membership during the foundation-building period.  
Zardozi worked with the GAC to help them 
understand that in order to become an influential 
civil society organization, the Guild would need to 
create a system for protecting the rights of home 
workers.  As an alternative, the GAC agreed on 
developing a grievance system6 whereby any 
home producer with a member sale agent could 
complain about profit sharing or any other abuses.  
It would then be the responsibility of the Guild to 
investigate the grievance and encourage a solution 
to redress the problem, if necessary. 
 
A central topic for all Guild Advisory Committee 
meetings has been the scope of services that the Guild will provide to members, and 
what assistance the Guild expected from Zardozi.  At this stage, the Guild is still 
forming working to form a concept of itself as an organization independent from 
Zardozi.  Services have been the first priority of discussion, and Zardozi will work with 
the Guild to develop specific aims and activities.  The GAC requested a number of 
priority services (see inset), many of which Zardozi has been working to facilitate.  
Zardozi has prioritized linking members to banking services, starting with the Kabul 
Islamic Investment Finance Cooperative, a credit union willing to work with women 
micro-entrepreneurs.  At the time of writing, five sale agents had obtained credit union 
membership. Zardozi has also facilitated linkages to new markets. 
 
 
5.3 Guild Research and Conclusions 

A peer research component was designed into this study to draw upon the experience 
of other organizations and their best practices to determine an appropriate model and 
development plan for the Guild.  Building upon research conducted in 2009, the 
consultant sought information and advice from diverse organizations supporting home-
based women in handcraft production in contexts similar to Afghanistan (for a complete 
list by organization type, see Annex 5).  Three peer organizations in the region were 

                                                        
6 GAC representatives agreed that all home producers working for Guild members should have a card with 
the details of a designated Guild office bearer with the responsibility to investigate complaints and 
concerns of home producers 

Priority services identified by 
the Guild: 
• Access to formal banking and 
savings accounts and self-help 
groups 

• Introduction to new local 
shopkeepers and expatriate 
markets  

• New design ideas and training 
in design and product 
development 

• Business training 

• Literacy courses 

• Transportation assistance to 
markets 
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identified: the newly formed Sabah Pakistan, the Central Asian Crafts Support 
Association and the All India Artisans and Craftworkers Welfare Association (AIACA).  
Notably, the South Asia Area Regional Council (SAARC), which backed the 
establishment of Sabah Pakistan, also attempted to establish a Sabah Afghanistan in 
2008; unfortunately the association was not able to continue independently after the 
project funding finished7. 
 
It is recommended that Zardozi consider informal or formal affiliation with these three 
regional associations, as well as two key organizations that backed the establishment 
of the AIACA in India.  A brief overview of each organization and the potential support 
they could provide to Zardozi is detailed in Table 1 below.  For contact information, see 
Annex 6.  

 
Table 1: Potential Affiliates for the Guild 

Organization Mandate Potential Support to Zardozi 
Sabah Pakistan 
(South Asia Area 
Regional Council 
and Sungi 
Development 
Foundation) 

Sabah is a relatively new 
national embroidery home 
workers association started in 
2010. Sabah aims to develop a 
product line with hand-
embroidered embellishment for 
domestic retail. Both individuals 
and producer groups can take 
membership in Sabah 

• industry association model in similar 
culture and for similar target group 
(informal female home/hand 
workers), opportunity to learn from 
structure, member services and 
strategies 
• opportunities for collaboration on 

regional exhibitions 

Central Asian 
Crafts Support 
Association 

A regional artisan association 
based in Bishkek, Kyrgyz 
Republic that provides 
marketing support, product 
development training and sale 
opportunities; represents 26 
artisan associations from 
Kazakhstan, Kyrgyz Republic, 
Tajikistan, Turkmenistan and 
Uzbekistan 

• industry association model in similar 
culture and for similar target group 
(informal home/hand workers), 
opportunity to learn from structure, 
member services and strategies 
• opportunities for collaboration on 

regional exhibitions 
• opportunity to learn from product 

development & marketing strategies 

All India Artisans 
and Craftworkers 
Welfare 
Association 
(AIACA) 

A national artisan association 
based in Delhi that helps craft 
workers articulate their needs 
and advocate for favorable 
policies, and creating programs 
and platforms that will assist 
craft producers to showcase 
their products and become 
commercially sustainable 
organizations. 

• industry association model in similar 
culture and for similar target group 
(informal home / hand workers), 
opportunity to learn from structure, 
member services and strategies 
• opportunities for collaboration on 

regional exhibitions 
• opportunity to learn from their 

experience in branding, certification 
and promotion and government 

                                                        
7 In 2008, SEWA set up a marketing network in Kabul called Sabah with the help of the South Asia Area 
Regional Council (SAARC). SEWA organized 14 women’s producer groups in Kabul, who sold products at 
the Bagh-e-Zenana centre and at exhibitions. Sabah was essentially a branding initiative for garments and 
processed food. The project finished in 2009 and Sabah did not continue independently. The SEWA 
contact for the project was a woman named Megha Desai; unfortunately, her contacts could not be 
identified for interview in this study. 
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Organization Mandate Potential Support to Zardozi 
advocacy  

FabIndia A 50-year-old family-owned firm 
based in Delhi that sells 
garments, home furnishings, 
craft products and organic food. 
The highly profitable and rapidly 
expanding company has a 
unique supply chain system. 
FabIndia has created 17 
“community-owned companies” 
comprised of over 14,000 
artisans across rural India, who 
supply the firm. 

• Seminal in organizing and assisting 
handcraft producers in India 
(including developing the AIACA) 
• Their commercialization of artisan 

producer groups has been very 
successful and offers an excellent 
model for developing independent 
producer enterprises over time (e.g. 
design company)  
• Opportunity to use their professional 

design team 
Dastkar Dastkar is a 30-year-old NGO 

based in Delhi, India that 
functions as a social enterprise.  
Dastkar works with artisan 
communities to improve and 
better market their products. 
Dastkar organizes trade fairs, 
exhibitions and bazaars and 
runs a shop. 

• Seminal in organizing and assisting 
handcraft producers in India 
(including developing the AIACA) 
• Similar mandate and structure to 

Zardozi in terms of projects and 
shop 
• Opportunity to learn from their 

design and product development, 
online marketing, exhibitions and 
bazaars, supplier and buyer 
relationship development 

 
 
5.4 Guild Implementation Plan  

A five-year Guild Implementation Plan was developed by the consultant through an 
inclusive planning process with the Zardozi senior management team.  The Plan is 
evidence-based, drawing on a capacity assessment of sale agents and successful 
implementation strategies used by other peer organizations (for more information, see 
section 5.3). The Plan is based on the consultant’s recommendation that Zardozi 
establish a guild based on the model of an industry association, that is an organization 
based on democratic principles that enhances the individual competitiveness of 
members and the competitiveness of the whole industry (see Annex 3 for background 
information on institutional models).  
 
The Plan will support the institutional development of the organization, thus setting out 
key milestones in the Guild’s structural independence from Zardozi and a diverse 
revenue base to operate on its own. A companion plan, the Guild Capacity Building 
Plan (see section 5.7) is a complementary plan that will support the professional 
development of the Guild executive committee and potential and future leaders. 
 
Zardozi’s senior management team expressed two key purposes for the Guild: 
1. To support and enable women working from home to sustainably serve the market 

with competitive products, and 
2. To represent women working from home in civil society. 
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5.5 Guild Organizational Development Principles and Plan 

The consultant, in collaboration with Zardozi senior management, defined a number of 
principles to support the development of the Guild: 
 
1. Follow an empowerment approach that prioritizes women’s ownership of the 

association-building process. An ‘empowerment’ approach addresses women’s 
practical and strategic gender needs, mobilizes their will and builds their 
confidence, and helps them develop the capacity to lift themselves out of poverty 
 

2. Consult women on every aspect of Guild development, including the Guild 
Implementation Plan, and adapt the plan according to their evolving needs, capacity 
and preferences 
 

3. Leverage women with unique situations and potential to contribute their talents, 
assets and entrepreneurial skills to develop the Guild. While the Guild will serve the 
interests of the average member, it will also require the significant investments of 
the most talented, ambitious and active members and leaders. The Guild will also 
need male advocates who understand what the Guild is trying to achieve and are 
willing to help facilitate its activities with external stakeholders 

 
4. Promote facilitation activities that improve members’ access to time and working 

capital and control over business decision-making, which may positively shift their 
existing gender relations in their households and community 

 
5. Institutionalize a support system to protect the rights and growth of home producers 

as well as sale agents and other female entrepreneurs and workers 
 

6. Develop multiple revenue streams for the Guild, building on the base of 
membership dues. Membership dues cannot entirely cover the cost of Guild 
operations, so alternative sources of revenue will be investigated and developed 
from an early phase. It is acknowledged that donor support will be an important 
source of revenue within the first five years, and likely beyond five years
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Table 2: Guild Implementation Plan 

 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Business Plan 
and Operating 
Budget 

• Zardozi develops an 
annual Business Plan 
& Operating Budget 
for the Guild 
• Guild contributes 5% 

of revenue and 
Zardozi supports 
remainder of 
operational costs 
• Zardozi officially the 

sole Trustee of the 
Board 

• Zardozi & Guild co-
develop an annual 
Business Plan & 
Operating Budget  
• Guild leaders start to 

keep records and 
accounts 
• Guild contributes 10% 

of revenue 
(membership dues) 
• Zardozi is the sole 

funding channel for 
Guild operations 

• Guild develops an 
annual Business Plan 
& Operating Budget 
with Zardozi technical 
support 
• Guild contributes 15% 

of revenue from dues 
and fees 
• Guild and Zardozi co-

approach outside 
donors for Guild 
funding support 

• Guild develops an 
annual Business Plan 
& Operating Budget 
with independent 
review from Zardozi  
• Guild contributes 20% 

of revenue from dues 
and fees 
• Combination of 

Zardozi financial 
support and direct 
donor support 

• Guild independently 
develops its annual 
Business Plan & 
Operating Budget 
• Guild contributes 20% 

of revenue from dues 
and fees 
• Business model(s) 

introduced for revenue 
generation 
• Guild owns process of 

donor engagement 
outside Zardozi 

Democratic 
Leadership 

• First election in KBL 
managed by Zardozi 
and Guild Advisory 
Committee (GAC) 
• GACs developed in 

Jalalabad & Herat 
• Identity registration for 

founding leaders & 
formal registration 
with Ministry of Justice 
for national Guild (with 
regional branch 
offices8) 

• GAC initiated in Herat 
• First elections 

managed by Zardozi 
in Jalalabad & Mazar 
• Second election in 

Kabul co-managed by 
Zardozi and Guild 
Election Advisory 
body 

 

• First election in Herat 
managed by Zardozi 
• Second elections in 

Jalalabad & Mazar co-
managed 
• Third election in Kabul 

managed by the Guild 
with technical 
assistance from 
Zardozi Election 
Advisory body 
 

• Second election in 
Herat co-managed 
with help of Kabul 
Guild leadership 
• Third elections in JLB 

& MZR managed by 
the Guild & Kabul 
Guild leadership; 
Zardozi observes & 
conducts independent 
review 
• 4th Kabul election 

without Zardozi 
intervention. Zardozi 
observes & conducts 
independent review 

• Guild leadership in 
central Kabul capable 
of mentoring regional 
peers on election 
process 
• Elections across all 

branch offices take 
place without Zardozi 
involvement 
• Zardozi observes and 

conducts independent 
review for all branch 
office, with advice on 
improving process & 
accountability 

                                                        
8 This is envisaged as one official registration and one association logo. There will be separate sub-national (regional) offices, each of which has its own officers, accounts, 
revenue sources and fee structures, and services. The main constitution includes an article authorizing sub-national associations.  The Kabul office will serve as the central 
office and will take the lead on coordination among the regional offices. 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Membership of 
General Body 

• One membership 
category (female sale 
agents)  
• Target 100 members 

nation-wide 
• Membership identity 

cards provided and 
membership fees 
collected in KBL 
• System for 

communicating & 
handling grievances of 
home producers 
(HPs) developed & 
orientation provided to 
HPs (KBL) 

• One membership 
category 
• Target 200 members 

nation-wide 
• Membership identity 

cards provided and 
membership fees 
collected in KBL, JLB, 
MZR 
• Grievance system 

improved and 
introduced to JLB and 
MZR 

• New membership 
category introduced 
with corresponding 
services 
• Criteria for distinct 

categories of 
membership (and 
voting rights) clearly 
defined 
• Target 400 members 

nation-wide 
• Membership identity 

cards provided and 
membership fees 
collected in KBL, JLB, 
MZR, HRT 
• Grievance system 

improved and 
introduced to HRT 

• New membership 
category introduced 
with corresponding 
services 
• Target 600 members 

nationwide 
• Membership opened 

to home workers / 
handcraft workers not 
affiliated with Zardozi  
 

• Multiple categories of 
membership with 
unique services 
customized to each 
category 
• Target 1000 members 

nationwide 
• Membership identity 

cards provided and 
membership fees 
collected in new 
branch location (TBD) 
• Grievance system 

improved and 
introduced to new 
location (TBD) 

Expansion and 
Inter-Regional 
Coordination 

• The focus is on 
developing GACs in 
the regions and 
formalizing the central 
office in Kabul 

 

• The focus is on 
formalizing branch 
offices in the regions 
• Facilitate inter-

regional exposure and 
discussion on national 
scope 

 

• The focus is on 
strengthening and 
formalizing branch 
offices in the regions 
• Facilitate inter-

regional coordination 
and cross-training 

• The focus is on 
strengthening 
individual branch 
offices and fostering 
national coordination 
• Introduce learning and 

mentoring systems 
between regions 

• The focus is on 
institutionalizing 
coordination between 
all regional offices of 
the Guild 
• Institutionalize 

systems for mentoring 
and leadership 
between regions 

Affiliation and 
Participation 
in Civil Society  
 

• Zardozi invites Guild 
leaders to civil society 
events 
• Focus on practical 

advocacy & access for 
leaders and members 

• Guild receives its own 
invitations to civil 
society events 
• Guild develops 

relationships through 
exposure visits to 
regional industry 

• Guild introduces itself 
as a voice for policy / 
legal advocacy for 
home workers and for 
industry-strengthening 
initiatives 
• Guild seeks broader 

• Guild holds its own 
conference or co-
sponsors a 
conference on policy / 
legal / industry 
advocacy measures 
• Guild is an active 

• Guild develops an 
active media profile in 
Afghanistan  
• Guild is a lead 

organization for 
women workers in 
Afghanistan and is 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

associations (AIACA, 
CACSA, Sabah) 
• Zardozi “insulates” 

Guild from rivals, 
opponents and those 
that might detract from 
its organic, grassroots 
growth 
 

international affiliation 
(HomeNet & other 
global umbrella 
advocacy 
organizations) 
• Zardozi provides 

training to Guild on 
how to insulate itself & 
protect its growth 
pace and plans 

contributor to a peer 
learning network 
comprised of other 
affiliates and provides 
travel, exposure and 
training opportunities 
for leadership and 
lead entrepreneurs  

prominent among its 
regional affiliates 
• The Guild is a 

success story for 
industry strengthening 
and advancement of 
female home workers 
on an international 
scale 
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5.6 Guild Organizational Development Recommendations 
 
Recommendation #1: It is recommended that Zardozi establish a guild based on the 
model of an industry association, that is an organization based on democratic principles 
with the driving purpose of fostering the individual competitiveness of members and the 
competitiveness of the whole industry. The industry association model is most aligned 
with the principles of the market development approach and relevant to home-based 
micro-entrepreneurs.  Over the past decade, leading development organizations in 
Afghanistan have focused on introducing this model and it is now gaining widespread 
currency and acceptance.  Beyond Afghanistan, the industry association model has 
been used as the main vehicle for organization and advocacy in the neighboring 
countries of Central Asia, Pakistan and India. 
 
Recommendation #2: It is recommended that Zardozi formalize its relationship with 
the Guild, within the Guild Constitution, as the sole Trustee at least for the first several 
years.  This will make Zardozi the legal holder of property on behalf of the Guild and 
institutionalize its role as primary advisor and financer for the foundation-building phase 
over the next five years.  It is further recommended that Zardozi develop clear 
milestones for progressive handover of responsibilities to enable the Guild to achieve 
independence over time. 
 
Recommendation #3: It is recommended that Zardozi time the formal registration of 
the Guild in Kabul when the Guild Advisory Committee has obtained a critical mass of 
members, and when members are aware enough to understand the purpose and 
responsibilities involved in running an association, and able to contribute to the 
development of aims and activities.  Ultimately, formal registration should be taken to 
provide legal protections to members, and to improve their access to public and private 
services (including the ability to contract with certain buyers). 
 
Recommendation #4: It is recommended that the Guild be officially registered in 
central Kabul as a national organization.  The Guild constitution should include an 
article that authorizes the establishment of sub-national associations.  Zardozi can then 
facilitate the development of sub-national associations in each of its cities of operation. 
While following the same structure and constitution, sub-national associations can 
choose their own officers, aims and revenue streams. The Kabul office can serve as 
the central office and take the lead on coordination among the regional associations. 
This structure will enable the regions to build solidarity organically from the grassroots, 
grow at their own pace, and choose their own priorities and scopes of work.  National 
coordination, however, will establish a strong platform for advocacy and allow the 
movement to build strength in future.  
 
Recommendation #5: Developing effective and accountable leadership should be the 
priority for Guild development in the first five years because good leadership is critical 
to group success.  Good leaders tend to be entrepreneurial and command respect 
within the community and their group and promote transparent management.  Good 
leadership is especially important during adverse times, when the incentives to remain 
in the group are lower.  It will be important for Zardozi to help leaders grow their 
management skills apace with the expansion of Guild members. Larger numbers are 
manageable when leaders have strong management and organizational capacity.  At 
the same time, Zardozi will need to recognize that there are limits to which an external 
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agency can influence the quality of leadership.  Zardozi will be a key advisor and 
facilitator to the Guild, but the Guild will have to take charge choosing its own leaders. 
 
Recommendation #6: It is recommended that in the first two to three years, Zardozi 
help the Guild to concentrate on a few, simple activities that bring immediate, tangible 
benefits to its membership.  A positive experience of tangible benefits will bolster 
members’ willingness to remain in the group and invest time and resources in joint 
activities.  Often, the benefits that are most tangible are financial: greater profitability, 
lowered operational costs and expenses, better sale opportunities, and better money 
management. Access to formal banking and access to new and better marketing 
opportunities are two examples of relatively simple activities that bring tangible financial 
benefit.  As a general principle, the scope of association aims and activities should be 
in accordance with group capacity.  As group capacity increases, members can be 
encouraged to engage in more complex activities.  
 
Recommendation #7: While the Guild Implementation Plan considers expansion of 
membership categories over the first five-year period, it is important that group 
composition be left to the discretion of the Guild. Social organization among poor 
women in Afghanistan requires intensive training and capacity development and needs 
to begin among women that have many common traits and bonds. For this reason, it is 
recommended that the founding membership category be for female sale agents 
working with the Zardozi project9.  Although the macro structure of the guild is 
envisioned as a national association with sub-national offices, the microstructure of the 
guild will be most important to guild development in its early stages.  Attending to 
creating strong micro-organizational bonds will enhance cohesiveness and trust and 
minimize conflict while critical leadership capacity development is taking place. 
 
Recommendation #8: It is recommended that in the early stages of Guild 
development, Guild members should be encouraged to mobilize their own internal 
resources as much as possible, with Zardozi on hand to assist. While their resources 
are comparably small, investing their own resources will develop commitment to the 
group and will support the process of learning leadership and taking initiative.  While it 
will be important for Zardozi to provide a meeting space, care should be taken before 
providing large assets to the Guild (e.g. equipment) because joint asset ownership 
places a management and coordination burden that many groups find difficult to cope 
with. Asset ownership should be cost-effective, purpose-driven, and structured with a 
clear plan for use and maintenance responsibilities.  Zardozi should limit subsidies for 
asset acquisition and events and avoid any subsidies for production inputs. Any 
subsidies should be time-bound and used selectively and strategically.  Subsidies can 
distort incentives for participation, mask true costs, and reduce program efficiency by 
raising intervention costs.  It will be important for Zardozi to begin raising awareness 
amongst the Guild executive on costs of operation in the second year of 
implementation. 
 

                                                        
9 A sale agent is by definition a woman with the mobility to directly access the market, whether or not they 
also engage in direct production. Some would-be sale agents are struggling to meet this basic criteria. For 
the initial membership category, it is recommended that members be able to meet this criteria. Those who 
cannot can be classified as producers or village-level sale agents and linked to members who can access 
markets. 
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Recommendation #9: Membership fees alone will not be sufficient to finance the Guild 
as it progresses towards operational independence.  Both Zardozi and the Guild will 
need early recognition of the scope of revenue required to finance growth and ensure 
sustainability.  It is recommended that the Guild be slowly but consistently brought into 
financial picture as their capacity allows, including cooperation in deciding on an 
seeking out different revenue streams including direct donor funding (see Table 2, 
Guild Implementation Plan).  Zardozi will need to support this aspect of Guild 
development with further research, starting with the key contacts listed in Table 1, 
Section 5.3 and Annex 6.  In the long term, the Guild may choose to own a social 
enterprise that contributes to revenue generation. 
 
Recommendation #10: It is recommended that the Guild take a role in coordinating 
production opportunities for its members, but only when its core leadership has gained 
sufficient capacity for good governance and accountable and transparent management. 
The consultant recommends against allowing the Guild itself to become a production 
manager (i.e. enterprise). While this may create a source of revenue for the Guild, this 
will not provide benefits to entrepreneur-members and will effectively change its 
business model.  Instead, the Guild can become a focal point for advertising private 
contracting opportunities to members, who can organize themselves to responding to 
the contract opportunity.  Members may support a revenue-generating mechanism 
where the Guild can retain a percentage finder’s fee for advertising the contract and 
assisting members to obtain it. 
 
 
5.7 Guild Capacity Building Plan 

A four-year Guild Capacity Development Plan was developed by the consultant through 
an inclusive planning process with Zardozi. A draft version of this plan was presented 
for feedback at a senior management workshop on February 7, 2010 and was revised 
based on feedback. This Plan will be discussed with the GAC in a series of planning 
workshops facilitated by Zardozi management.  All of the elements of the Plan are 
evidence-based, drawing on a capacity assessment of the new Guild Advisory 
Committee, successful implementation strategies used by other peer organizations, 
and a review of secondary source best practices manuals. 
 
 
5.8 Guild Capacity Development Principles and Plan 

1. Develop effective and accountable leadership with the recognition that this will be a 
critical success factor for the establishment and sustainability of the Guild 
 

2. Expand the Guild according to the growth and development of the management 
skills of the executive committee and the leadership of active members 

 
3. Invest in the capacity development of Zardozi female mobilizing and training staff. 

Staff will be on a learning curve in parallel with Guild leaders. Zardozi and its 
mobilizers will be the most influential example to Guild members and can mentor 
them on female leadership and how to attain better gender relations by the way that 
they work 
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4. Acknowledge that capacity development of Guild leaders and members will be a 
labor-intensive and ongoing process that will require sufficient human resources 
within Zardozi. Once a training is introduced, it will need to be held multiple times 
throughout the year; moreover, many trainings will become ongoing areas of 
mentorship outside of a formal training session 

 
5. Select areas to develop core competency in delivering trainings, and select training 

topics that can be outsourced to external consulting firms to ensure that the 
program is efficient and able to improve capacity in a manner responsive to the 
timeframe of the Implementation Plan and the Guild’s needs 

 
6. Target intensive trainings to elected leaders and potential leaders – members who 

are talented, ambitious and active.  There may be considerable turnover in Guild 
leadership in the initial years and it will be important to ensure that there is a pool of 
leaders to draw from 
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Table 3: Guild Capacity Building Plan 

 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

Management • Training/assistance with 
formal registration  
• General principles of 

management  
• Business planning 

• Practical management training 
with emphasis on record-
keeping, maintaining a 
membership directory etc.  
• Business planning for 

expansion of services 

• Technology training for 
leaders in use of computers, 
email management  
• Business planning for 

expansion of services 

• Website management 
• Formal coordination 

mechanisms between all 
regional branches of the Guild 
• Practical steps to improve 

accountability / transparency 
Officer Duties • Training in Specific 

Roles/Duties and “hard skills” 
of President, Vice President, 
Secretary and Treasurer and 
potential leaders/alternates10 

• Ongoing training and 
mentorship of Officers and 
alternates 

 

• Ongoing training and 
mentorship of Officers and 
alternates 

 

• Ongoing training and 
mentorship of Officers and 
alternates 

Finance  • Annual budget preparation 
• Basic bookkeeping and 

accounting practices  

• Intermediate accounting 
• Revenue generation and self-

financing strategies 
• Donor engagement 

• How to prepare for audits 
• Revenue generation and self-

financing strategies 
• Donor engagement and 

proposal writing 
Leadership • Basic training in goal-setting, 

problem-solving, decision-
making, conflict resolution, 
negotiation, cooperation, 
teamwork and communication 

• Intermediate topics such as 
group dynamics, facilitation 
techniques, business ethics, 
time management 

• Leadership trainees trained 
and equipped to deliver 
leadership training to potential 
leaders within the Guild 
membership 

• Guild designing and delivering 
its own leadership training to 
multiple audiences on a 
periodic basis 

Democratic 
Principles 

• How-to election training 
• General training in the basic 

principles of democratic 
leadership (also referencing 
constitution articles)  

• Pre-election training to 
membership and candidates 
and review of democratic 
principles / intermediate topics 

• Pre-election training to 
membership and candidates 
and review of democratic 
principles / advanced topics 

• Pre-election training to 
membership and candidates 
and review of democratic 
principles 
• Zardozi election review 

Institution 
Building 

• General training in what the 
Guild is and its overall 

• Exposure visit for Guild 
leaders to India (AICIA; 

• Exposure visit for different 
Guild leaders to India (AICIA; 

• Exposure visit for different 
Guild leaders to India (AICIA; 

                                                        
10 It would be useful to introduce a mentor-mentee system where an Office-Bearer has a “job-shadowing” alternate that learns the role alongside them either throughout 
their complete term in office or the latter half of their term in office 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

purpose; good governance 
• Specific training in each of the 

constitution articles and 
procedures11 

Dastkar etc) & exhibition 
• General training for new 

branch office in Herat 

Dastkar etc) & exhibition 
• Training in forming and 

managing service sub-
committees and task forces 
• Training in new membership 

categories, procedural 
requirements & fee schedules  

Dastkar etc) & exhibition 
• General training for new 

branch office, location TBD 
• Training on role of Zardozi as 

an independent Trustee  

Gender 
Equity 

• General training on human 
rights and how the Guild can 
address strategic gender 
needs 

• Intermediate training on 
female solidarity and 
organization 
• Training in identifying and 

partnership-building with 
institutions and influential 
individuals that are positive 
gender advocates 

• Practical training on how to 
“insulate” the Guild from 
potential rivals & opponents 
• Advanced training in 

coordinating and partnering 
with gender advocates 

Civil Society 

 

• General training in what civil 
society is and how the Guild 
can take a role in it 
• Guild leaders will accompany 

Zardozi to civil society events 
and will be provided specific 
coaching on these events  

• General training on solidarity 
and unity of voice in policy 
advocacy for home workers / 
handworkers 
• Guild equipped to represent 

women working from home at 
formal venues 

• Training in event planning and 
management and practical 
aspects of hosting a 
conference 
• Training in communications 

(e.g. press releases) and 
working with the media 

 
 
 
 

                                                        
11This will cover meeting procedures, voting procedures, election rules and procedures, vacation of office, powers of the committee, finance, assets, amendment, non-
profit-making and audits. 
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Shopkeepers at a Zardozi Trade Fair, 2010 



Guild and Market Development Report 

 

 23 

 
6.1 Market Development Strategy Overview  
 
Zardozi has adopted a market development approach to its work with female home-
based handworkers and tailors, encouraging them to become successful, independent, 
commercially-integrated and profitable micro-entrepreneurs. The market development 
approach focuses on facilitating linkages with private sector buyers for products and 
terms of trade beneficial to women workers in the handwork subsector.  Zardozi 
requires a five-year marketing strategy based on an evaluation of its current program, 
with specific recommendations for how the program could evolve to better organize 
production to serve market demand. 
 
To date, female handworkers, tailors and sale agents have served the market with a 
limited range of both party wear and everyday wear distinct from imported clothing.  
Imported garments are affordable and readily available, and considered desirable as 
“everyday wear”. Afghan female consumers have little interest in wearing handcraft 
beyond traditional garments, preferring import fashion and low price. There are regional 
variations to this, and Kabul represents a unique market setting with more appetite for 
innovation on the demand side. Zardozi needs a wider range of marketing strategies 
customized to its three regions of operation: Kabul, Jalalabad and Mazar-e-Sharif. 
 
 
6.2 Management of Garment Market Survey 

The consultant identified and managed a local, Afghan firm to conduct a Garment 
Market Survey (GMS), the first of its kind to be commissioned in Afghanistan. To date, 
Zardozi has operated without a complete understanding of the sector. The survey was 
designed to fill this gap, and to identify scalable production opportunities for the 
networks of female producers and sale agents.  Specifically, the study will address: (1) 
the scope of consumer demand for 
garments in Afghanistan by season and 
market segment (consumer type); and (2) 
garment production within Afghanistan, as 
well as garment imports to Afghanistan. The 
GMS has three main components: (1) key 
informant interviews with industry experts, 
(2) a consumer survey, and (3) a channel 
(value chain) survey. The successful 
proponent, ADS Network, is conducting the 
study and aims to complete it by March 31, 
2011. 
 
The consumer survey will study three 
potential customer segments: 
(1) Formally Employed women, i.e. those 
working in the government and NGOs  
(2) Young Women (home based/students) 
<30 years of age  
(3) Middle Aged Women (home based) >30 
years  
 

GMS Information Outputs: 
• Overall worth of the garment 
industry (production and trade 
volumes and values) 
• Consumer segmentation (gender, 
age, level of disposable income) 
• Major sale trends (garment type, 
styles, quality, sizes and prices) 
• Marketing and distribution 
channels (major actors) 
• Potential import substitution 
• Current and potential garment 
exports 
• Regulatory environment specific 
to the garment industry 
• Forecast and trends over the next 
three years (2011-2013) 
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The channel survey will include qualitative interviews with actors at all levels of import 
and production value chains.  On the production side, fabric retailers, wholesalers, 
distributors, importers, tailors and manufacturers were included in the research.  On the 
import side, garment retailers, wholesalers, distributors and importers will be a part of 
the study group.  The study will also include research at informal production hubs in 
urban study areas. Informal production hubs are typically wholesale markets (e.g. 
Motahid Market in Mazar-e-Sharif) where many individual wholesalers informally 
contract tailoring and embroidery piecework to networks of women tailors and 
handworkers.  
 
The ultimate objective of the GMS is to clearly identify key production/import gaps and 
opportunities that offer potential for Guild members to enter the market and design new 
products to meet consumer demand.  This information will support a long-term product 
development, production and marketing strategy for home-based women producers. 
 
 
6.3 Review of Current Market Development Strategy  

The consultant conducted a participatory review with Zardozi staff and the Guild 
Advisory Committee (GAC) of the market linkages component of the Markets for Home 
Producers Programme. Research activities included consultation of internal monitoring 
reports, donor reports and a visit to each of the three regional offices to discuss issues 
with field staff and to conduct a participatory rapid scan of the market.  The consultant 
drew on nine key principles of the market development approach12 to assess strengths 
and weakness of current practice (see Table 4): 
 
Table 4: Market Development Assessment of Zardozi 

Category Market Dev. Best Practice Zardozi Approach & Activities 

Demand-driven 
program 
design 

• Map the value chain and/or 
conduct a labor market 
assessment to determine 
growing economic sectors 
and specific gaps in active 
value chains that women 
actors can fill that are not 
necessarily limited to 
traditional women’s activities 
• Focus should be on 

identifying required skills, 
employment opportunities 
and/or enterprise entry points 
and end-market needs 
• Customize the program to the 

target beneficiaries’ needs 
and context and specific 
target end-consumers and 
identified market 
opportunities 

• Zardozi has focused its program in the 
garment sector (embroidery and 
tailoring) which is oversupplied with 
poor quality traditional products but 
undersupplied with quality products 
and new designs 
• Zardozi has built staff capacity to 

monitor market demand for specific 
products and styles on a seasonal 
basis 
• Transfer of knowledge from staff to 

sale agents could be strengthened, as 
sale agents have been slow to (a) time 
production to the approaching season, 
and (b) develop contemporary designs 
on marketable styles attractive to 
higher value consumers 
• Need a better understanding of the 

specific needs of specific consumer 
segments  

                                                        
12 See MEDA Manual, 2006 

     



Guild and Market Development Report 

 

 25 

Category Market Dev. Best Practice Zardozi Approach & Activities 

Training & skill 
development  

• Develop or link to a technical 
skill development program 
with the input of master-
tradespersons 
• Develop or link to literacy and 

numeracy training and 
general business and work 
readiness that covers issues 
such as communication, 
assertiveness, negotiation to 
basic inventory management 
and revenue/expense 
accounting 
• Facilitate access to and 

training in the use of better 
technology 

• Zardozi has a division of trained female 
staff to support sale agents, has 
recently hired a Production Manager 
and is hiring for a master trainer 
• Transfer of technical knowledge from 

sale agents to producer networks could 
be surveyed to test effectiveness and 
recommend improvements 
• Business planning training is provided 

to sale agents, followed by ongoing 
mentoring from female staff. Better 
follow-up from trade fairs and coaching 
on buyer relationship development will 
support scaling up monthly volume of 
production for individual sale agents 
• Access to literacy programs, by 

request of sale agents, will be provided 
through the Guild 
• Training and access to better sewing 

machines is currently underway 
Solidarity and 
economies of 
scale through 
horizontal 
linkages 
(group-
organization) 

• Reduce social barriers 
against producers forming 
business relationships by 
encouraging producers to 
cooperate and thus enhance 
their credibility in the market  
• Facilitate the growth and 

development of industry 
associations based on 
democratic principles and 
professional services for 
members 
• Encourage producers to seek 

out mutually beneficial 
relationships  
• Encourage producers to 

cooperate on the basis of a 
common competitiveness 
strategy (e.g. association) 
• Facilitate joint marketing 

efforts to influence consumer 
choice, including branding 
initiatives, market positioning 
and promotion 

• Zardozi is assisting sale agents to 
develop their own industry association 
(Guild) which will encourage solidarity 
and better coordination of production 
• Zardozi will continue to work with sale 

agents through their Guild, and hand 
over program functions to the Guild 
over time 
• The Guild will enable a large number of 

individual sale agents to improve their 
competitiveness through joint 
production and marketing efforts, 
including branding initiatives, market 
positioning and promotion  
• The Guild can advertise contract 

opportunities to its membership 
(potentially for a fee) – see Guild 
Recommendation #10) and provide 
assistance in simple collaborations 
between members (encouraging 
specialization), which will support 
higher volume production 

Business 
performance 

• Facilitate access to market 
information, especially buyer 
requirements and wholesale 
and retail prices (also through 
media such as radio, TV, 
trade shows, information 

• Zardozi builds capacity of sale agents 
to understand market trends and 
prices, select products, track revenue, 
expenses and profit, and manage their 
finances. In initial stages, the staff 
provide product selection services, with 
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Category Market Dev. Best Practice Zardozi Approach & Activities 

technology) 
• Increase producer 

productivity and efficiency, 
including better order 
management and fulfilment 
• Improve output in terms of 

quantity and quality of 
production and higher 
profitability and sale 
• Continually work to achieve 

greater product 
competitiveness which may 
involve test-marketing and 
better (more customized, 
complex and/or value-added) 
product design to appeal to 
contemporary and/or higher 
value consumers 
• Facilitate access to informal 

and formal sources of 
financing 
• Facilitate business to 

business linkages 

the goal of transferring this skill to sale 
agents 
• Zardozi supports sale agents in 

preparing samples for new styles and 
products and taking them to 
shopkeepers to assess interest in new 
orders. Zardozi provides small 
revolving loans to sale agents and is 
now facilitating member banking 
registration (Islamic Investment 
Finance Cooperatives) 
• Zardozi stimulates ideas for new styles 

and new products, offers designs, and 
provides design and tracing training to 
sale agents; in February 2011 Zardozi 
will be securing professional design 
and product development expertise 
• Zardozi can begin to assemble a 

leadership group of local and 
international designers who are 
interested in contributing to the 
development of a design industry in 
Afghanistan – this group can help to 
form the country’s first Design Institute 
• Design and product development can 

be focused on specific styles that have 
robust demand and little import 
competition 

Diversified 
value chain 
roles 

• Assist in the identification, 
start-up and upgrading of 
female micro-enterprises as 
women’s skills, talents, 
situation and drive allow 
• Link producers to support 

services where necessary 
(ex. logistics, delivery, quality 
control and assurance, 
training, design, input 
supplies, technology, repair) 
• Identify new, profitable, 

entrepreneurial roles for 
women in support products 
and services  

• Zardozi is working to identify female 
entrepreneurs who are ready to open a 
retail shop or other microenterprise and 
will provide technical support to the 
business startup process 
• In Afghanistan, existing commercial 

business support services remain 
focused on development organizations 
rather than the commercial market and 
are not accessible to sale agents. 
Zardozi has provided business 
services and will need to continue 
doing so for the foreseeable future 
• Locally-based designers can be invited 

to learn process and techniques from 
the professional designer, and continue 
as a commercial resource to sale 
agents 

Direct linkages 
to market 
actors 

• Increased access to markets, 
inputs and services 
• Invest in facilitating long-term 

mutually beneficial 
relationships between women 

• Zardozi has finely tuned the basic 
model of homebound women 
producers reaching markets through 
women who earn an income from 
commissions on sale but provide 
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Category Market Dev. Best Practice Zardozi Approach & Activities 

producers and female or 
male buyers 
• Access to input supplies, 

quality control, design, 
product development etc to 
meet end market 
specifications 

important embedded services  
• Zardozi staff should continually 

emphasize the need for sale agents to 
build their own relationships with 
reliable shopkeepers 
• Trade fairs have pushed sale agents to 

become more professional and have 
exposed them to a diversity of 
shopkeepers 
• Relationships with larger buyers 

(traders, wholesalers and 
exporters/importers) will require greater 
levels of professionalism and the ability 
to produce higher quality in larger 
volumes (and thus coordination in 
production) 
• Access to seasonal fabrics and notions 

prior to the start of the season is a key 
issue that needs to be addressed for 
production to be timed to a pre-season 
launch of new product at trade fairs; 
partnership with a fabric importer can 
address this need 
• New buying houses have captured 

shopkeeper attention but need a more 
commercial operational model with 
investment and management by 
entrepreneurial sale agents or Guilds 

Commercial 
Sustainability 

• Encourage women to 
become successful, 
independent, commercially-
integrated and profitable 
micro-entrepreneurs 
• Ensure that producers have 

greater choice from more 
competitive services and 
intermediaries (ex. sale 
agents) 
• A dynamic, efficient value 

chain should endure  

• Zardozi understands and supports 
women entrpreneurs’ strategic gender 
needs 
• Zardozi serves as a “think tank” that 

analyzes changing fashions and 
trends, input supply trade issues, 
pricing and availability and labour costs 
and plans to transfer these services to 
the Guild 
• The Guild is working to develop a 

grievance system that will remedy any 
exploitation of home producers and 
facilitate movement of producers to 
better sale agents if necessary 

Developed 
market 
systems 

• To reach scale, value chain 
initiatives should strengthen 
the whole market system or 
industry working within and 
considering the wider context 
• This involves looking at 

support institutions and the 
business environment more 

• The vision for the Guild is to strengthen 
garment production within Afghanistan 
and the role of home-based women 
producers and sale agents within it 
• Zardozi’s vision is to play a role in 

stimulating the development of an 
Afghan fashion and design industry 
• Zardozi networks with many 
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Category Market Dev. Best Practice Zardozi Approach & Activities 

holistically and engaging in 
advocacy and industry-level 
support initiatives 
• Seek government support for 

sector and industry 

organizations to advocate for home-
based female producers and is 
mentoring the Guild in taking on 
advocacy work and active participation 
in civil society 
• Zardozi has the opportunity to affiliate 

the Guild with other regional industry 
associations and lead social 
enterprises 

Evidence of 
demonstration 
effects and 
market take-up 

• Build the capacity to learn 
and adapt into the industry 
and its institutions, e.g. trade 
associations, commercial 
business service providers, 
formal training institutions 
and even informal knowledge 
transfer by various actors 
• Connect with peer 

organizations that have 
similar or complementary 
objectives and/or programs  
• Strive for the replication of 

improvements in one value 
chain to other value chains in 
an industry  

• Zardozi holds commercial trade fairs 
on a quarterly basis and is transferring 
this activity over to the Guild 
• When mature, the Guild will be a lead 

organization with profile in civil society, 
publicly open for membership to any 
female home worker / handcraft worker 
in participating regions of Afghanistan 
• Many of Zardozi’s designs and aspects 

of its approach have been replicated in 
Afghanistan and Zardozi has been 
willing to share its resources and 
lessons learned (e.g. Oxfam Novib 
learning exchange with Afghanistan 
Development Association in December 
2010 / January 2011) 

 
 
6.3.1 Review of Current Trade Fair Strategy 

Trade fairs are the current focus of Zardozi’s marketing facilitation for sale agents. 
Zardozi’s facilitation of commercial trade fairs for domestic shopkeepers has broken 
new ground in Afghanistan, where most handcraft-focused projects have tried to 
organize sale to expatriate buyers.  Zardozi held its first commercial trade fair in August 
2009, and since then has held three additional trade fairs in Kabul.  Individual sale 
agents staff their tables that showcase their products and take orders from attending 
shopkeepers. The purpose is to create an environment where sale agents can meet 
new potential local buyers and strengthen their professional relationship with existing 
buyers.  The trade fair event has given sale agents greater credibility with shopkeepers 
and has provided a major business learning opportunity for sale agents.  
 
The number of sale agents exhibiting at trade fairs has been 28 on average, with an 
average of 45 shopkeepers attending.  Sale agent and shopkeeper numbers have 
remained stable over the past year but have not grown.  The number of shopkeepers 
placing orders has doubled since the first fair.  One important statistic stands out, 
however; over the two most recent fairs, the median order size ranged from two to 
three pieces per order.  Shopkeepers tend to practice a risk-averse “just-in-time-
inventory” system and mainly engage sale agents when they receive a customer order 
or when they are certain that products will sell in their shops.   
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While reports have been kept for all trade fairs, only a limited number of performance 
measures have been tracked which limits the data set for evaluation (see Annex 7 for a 
comparative table of some existing measures).  Shopkeeper evaluations were sought 
at events, providing a set of qualitative remarks.  Analysis of comments at two trade 
fairs (April 2010 and June 2010) emphasized that shopkeepers strongly supported 
sourcing within country, liked the location of the fair and were keen to see it happen 
again.  Many liked the designs on offer.  They felt the biggest areas that needed 
improvement were on the quality of tailoring of the garments and the pricing, which they 
felt was overall too high and not reflective of the value of the products. 
 
The consultant designed and organized a shopkeeper survey to dig deeper into the 
impact of the trade fairs to date.  Eight shopkeepers who had attended two or more 
fairs were surveyed.  This group of respondents confirmed that sale agents exhibiting at 
the fairs in their opinion did not provide a distinctively higher quality product than was 
available from other women handwork suppliers within their social networks.  They 
were willing to pay more for excellent quality because they felt they could pass the 
higher price on to the consumer. They reported that they would order higher volumes if 
excellent quality products were available at a competitive price. 
 
Shopkeepers also reported that they wanted to see new designs and products at the 
fairs rather than products that they already had in stock; to date fairs have not launched 
fresh product and often are a season behind (e.g. displaying summer wear just prior to 
the advent of fall). The survey also revealed that communication and order 
management remain barriers to better business; shopkeepers have difficulty making 
their specifications clear to many of the sale agents (who are not literate and do not 
take notes) and products delivered post fair are not always the products the 
shopkeepers wanted or were so late that they were no longer in season or style.   
 
Shopkeeper responses reflected a commitment to and interest in regular trade fairs, as 
frequently as monthly. Location preferences were for Laisey Mariam, Mandawi or Shar-
e-Naw, locations near to their shops or central and accessible. 
 
 
6.4 Market Research to Support Product Development 

The consultant interviewed field office staff and conducted market research in Kabul, 
Jalalabad and Mazar to determine most promising product types that could be handed 
over to a professional designer as a base for new collection development.  The key 
criteria used to determine these products were as follows: 

1. Evidence of growing market demand (population segment growth) 
2. Appeal to regional customer base within a set of similar provinces 
3. Little or no competition from mass-produced imports 
4. Comparative advantage in local production skills (e.g. Gand) 
5. Popular across different seasons 
6. Production possible at a competitive price point, and  
7. Input fabrics and notions available on the local market. 
 
The consultant also drew upon recommendations from the design and product 
development report developed for by Zardozi by Colvin English.  English distinguished 
between “everyday-wear” and “event-wear” in Afghan society. Everyday-wear tends to 
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be lightly embellished or not embellished, and includes casual wear worn in the home 
and around town as well as the clothes being worn by middle class working women 
with office jobs (mainly in Kabul). Event-wear is heavily hand ornamented and centers 
most often around wedding attire – for the bridal party and for the guests (English 
2010).  On the basis of the criteria listed above supported by primary market research 
and English’s recommendations, the consultant identified three key product areas for 
further focus in new product development, as detailed in the sections below. 
 
 
6.4.1  Traditional Gand Party-wear for Women and Girls 
 
Gand-Afghani is a term referring to 
traditional tribal wear and is the garment of 
choice for wedding parties and traditional 
holidays across the country, including 
Kabul.  Almost every Afghan seems to own 
at least one set of traditional tribal clothing, 
and many own several pieces. These 
pieces are often of a better quality and 
higher price as they are not replaced as 
often and can be used for multiple special 
events – unlike wedding day garments.  
There are regional variations in style and 
hand-embellishment techniques.  More 
importantly, there are contemporary re-
interpretations of Gand party dresses (also 
called kuchi dresses) and trendiness is 
important to consumers.  For example, the 
new trend in Jalalabad is for Gand party 
dresses featuring salma or string 
embroidery. Another relatively new trend is 
for new styles to reflect the changing 
seasons - at the Jalalabad wholesale 
market, there were at least ten innovative 
winter Afghani dress samples available in 
velvet featuring mirrors, tassels, various-
colored charma and beads.   
 
The market for Gand party dresses is 
strong and relatively stable all year around, 
though sale pick up before Nauroz (spring 
equinox) and peak in the summer wedding 
season. A major wholesaler in Jalalabad 
(Sham-e-Paris store) reports sale of over 
1000 pieces of all styles of Gand party dresses per month.  The Gand market is almost 
exclusively served by home-based producers working through a network of shops in 
Peshawar, Pakistan and Jalalabad.  There is no mass production of Gand and any 
professional producer of the garment will be well-received in the marketplace. At the 
moment, wholesalers in the Jalalabad wholesale market source most Gand piecework 

 

One smaller wholesaler in Jalalabad 
has three provincial distributors from 
Laghman.  Each distributor 
purchases on average 60 dresses 
per visit.  In the slow season, each 
representative visits about three 
times a month, but this can pick up to 
ten visits a month in the peak 
summer season.  The wholesaler 
moves from 180 to 600 pieces a 
month through this distribution 
network, depending on the season. 
Currently product is sourced in 
Peshawar, but local sale agents 
could take some of this market share. 

Figure 1: Gand at an Afghan Wedding 
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(embroidered yakhan collars and matching arm-bands and skirt-bands13) from a 
network of shops in Peshawar. Wholesalers buy embroidered sets in volume (e.g. 
3,600 sets per lot) four to six times per year, depending on market demand. 
Wholesalers report that they source in Peshawar rather than in Afghanistan because 
production is professionally organized: they lower transaction costs by buying in large 
quantities, there is more style variation, generally higher quality, and sets are about 50 
Pakistani rupees cheaper than those purchased in country.  
 
Gand-Afghani party dresses for girls represent a specific opportunity for sale agents. 
Currently, an estimated 68% of the population in Afghanistan is below the age of 24 
and growing rapidly.  This market is extremely underserved by quality products, which 
are in demand by diaspora Afghans14 and 
urban customers.  It is traditional for 
children’s clothing to be sewn by mothers or 
women in the neighbor market, but often work 
is of very poor quality.  Market actors report a 
particular gap in supply for girls aged 7 years 
to 15 years old. 
 
Jalalabad’s wholesale market serves Kabul 
and is also the trade center for eastern 
provinces of Afghanistan (i.e. Laghman, 
Kunar, Kapisa, Nooristan) that primarily have 
a rural population with rural tastes.  
Distribution of embroidered Gand sets is 
organized through the wholesaler market; 
most wholesalers have provincial 
representatives (often, but not always family 
members) who purchase goods for tailoring 
and sale in the provinces.  Each wholesaler 
reported a different number of 
representatives, ranging from three to 25.  
Unlike shopkeepers, who have a just-in-time 
inventory system, the wholesale market stocks inventory to sell to local retailers and 
provincial distributors.  
 
Serving the Jalalabad wholesale market may be strategic for sale agents because 
according to market actors, it is becoming the main distribution base for Kabul as well 
as the eastern provinces. Several years ago, Kabuli wholesalers were going to 
Peshawar for procurement but now there are more administrative problems related to 
moving goods across the border (e.g. visas, tariffs and informal fees).  As a result, 
Jalalabad-based wholesalers now do more business with Kabul and could potentially 
sell some of the women’s products through this channel. Gaining some of the 
wholesale market share will require sale agents to organize higher volume production 
at reliable quality in new styles appropriate to the season. 
 

                                                        
13 These pieces are essentially ready-to-tailor sets. In the Gand market, tailoring is typically handled by the 
shopkeeper based on an order from a customer. 
14 An open market girls Gand seller reported that his primary customer base is diaspora Afghans. He 
exports to Dubai, London, Tajikistan, Norway and to destinations within Afghanistan. 

 

In Mazar, one female shopkeeper 
named Raquiba has seized on the 
strong demand for girls’ Gand 
dresses, mainly in toddler sizes. 
Her products are better tailored 
with higher quality finishings than 
those available in the open market 
or neighbor market, but still need 
quality upgrading to satisfy higher 
value urban customers. In the off-
season, she was selling up to 15 
pieces per day, or about 350 
pieces per month.  Another open-
market girls’ Gand seller in Mazar 
works with a network of 60 women 
producers and is looking for more, 
provided that they have good 
sewing skills and can produce at 
better quality.  
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6.4.2 Suits for Young Women and Middle-aged Women 
 
Research in Kabul reveals that there is a 
highly underserved and fast-growing market 
for women’s everyday wear suitable for the 
office.  Afghan women in the workplace 
typically hold positions with government and 
NGO offices that require a more 
professional appearance - though still 
modest by Western standards - than is 
mandated in normal Afghan society. The 
outfit of choice is the kurti-daman, which is a 
suit jacket and skirt, though suit jackets and 
pants are also popular.  English determined 
that the urban Afghan market is much more 
highly influenced by Western and European 
fashion than by more ethnically similar 
neighboring countries.   
 
For both younger and older women, the 
kurti-daman is a versatile, popular outfit. It 
can be worn to parties and for business or 
social events. Hemlines vary from knee-
length, and mid-calf (considered suitable for 
younger women) and full skirt (suitable for 
older women). Most imports are embellished 
with machine embroidery, beads, jewels and 
appliqué in floral and other motifs. English 
found that urban Afghan women tend to 
purchase individual garments – tops, skirts, 
pants, dresses, two piece Western business 
suits – and use them as separates mixing 
and matching to create outfits. Afghan 
women are interested in hand detailing on 
suits, but in a more subtle and limited way 
than the traditional event wear styles – a 
middle ground (English 2010).  
 
Ready-to-wear suits, especially for younger 
women, are prevalent in the Kabul and 
Mazar marketplace with most stock coming 
from Turkey and China – both reflecting a 
Western and European aesthetic. Suits are 
also popular among both young and middle-
aged women in Mazar, especially among 
higher value customers, working women and 

Tailoring skills are currently an 
impediment to gaining market share 
in kurti-daman. A female 
shopkeeper named Raquiba tried to 
produce women’s suits but her 
network of female tailors could not 
meet the more rigorous quality 
requirements. She investigated the 
option of working with male tailors 
but the cost was too high. In Mazar, 
a male tailor charges 2000 AFN to 
make a good suit, which does not 
include the cost of inputs.  A woman 
tailor could be paid 1200 AFN or 
even less, leaving room for profit 
and a sale of a finished garment at 
a competitive price range of 2000 – 
2500 AFN.  

Figure 2: Mid-aged Kurti Daman  
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diaspora Afghan women.  Imported, mass-produced ready-to-wear suits are widely 
available in upscale boutiques in Mazar for between 1400 to 4500 AFN15 depending on 
the quality.  In Jalalabad, the kurti daman is not 
very popular16. 
 
The size of the market in Afghanistan for 
women’s everyday wear is very large – anecdotal 
research revealed that middle class, working 
women in Kabul are spending between $100-
$150 per month on it.  This translates to 1+ 
complete outfits of clothing per month.  As a 
percentage of their income this is an 
extraordinary amount (English 2010). The trade 
is brisk but as of yet unquantified.  As one 
example, in Mazar’s Korayshi Market, many 
retailers sell women’s suits; one boutique 
shopkeeper reported selling 200 suits per month. 
The Garment Market Survey commissioned by 
Zardozi is expected to produce even more 
reliable findings on the scope and value of 
consumer spending on everyday wear. 
 
Fabric sellers in the upscale Omid Market 
(near Timor Shahi) report that a growing 
number of working women purchase suit 
fabric from their shops. Women purchase suit 
fabric in bright and shiny fabrics for parties 
and in dark fabrics for the office, though 
younger women may wear brighter colors to 
the office. The most versatile suits across age 
categories are shiny neutrals and darks, 
which can be worn as event wear and party 
wear. Fabric sellers report that while men 
typically spend 400 AFN per meter on suit 
fabric, women are much more price 
conscious and will only spend an average of 
200 AFN per meter17. Most women’s suits 
require four meters of fabric, for an input supply investment of 800 AFN.  Despite the 
growing number of female customers, male retailers do not test market fabric with 
female customers before sourcing it. They tend to source based on what wholesalers 

                                                        
15 The highest quality and most fashionable women’s suits are sourced from Turkey and sell for up to 4500. 
Cheaper, Chinese-produced western-style suits are available from 1400 to 2300 AFN, at a broad range of 
quality. There is a product gap in the 2500 to 4500 price range. 
16 A suit may be worn by middle-aged women (30-50 years old) for social occasions or in the office, where 
women are working outside the home. Very few women work outside the home and in general women 
prefer much more flamboyant outfits in traditional cuts. 
17 Most men’s suit fabrics range from 250-550 AFN ($16-$28) per meter, with an average of 400 
AFN/meter; women are overall much more price conscious and will spend from 180 to 300 AFN ($4-$7) 
per meter, with an average of 200 AFN. The most expensive fabric available was a mixed Romanian wool 
suit fabric selling for 1200 AFN ($27) per meter. 

 

There is almost unlimited scope for 
improving and innovating on the 
threesdar style for girls aged 7 to 15 
and women 25 to 50 years of age. 
Jalalabad consumers currently 
spend about 250 AFN for a simple 
and poorly tailored threesdar.  An 
expensive and heavily embellished 
Indian wedding party threesdar sells 
for up to 1,250 AFN in Jalalabad 
(and more in Kabul and Mazar). 
There is a complete gap in the 
market for stylish and good quality 
threesdar casual wear from 250 to 
750 AFN. 

Figure 3: Young Kurti-Daman 
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tell them is the latest fashion.  There is an 
opportunity to work with market actors in the 
fabric value chain to source the kinds of 
fabrics that women want for kurti daman. 
 
6.4.3 Casual Wear in Traditional Dress 

Cuts for Women and Girls 
 
Research in the provinces revealed strong 
consumer preferences for two traditional cuts 
for women and girls, namely threesdar, 
panjabi and cumarcheen. These garments 
are worn as casual wear throughout the 
country, with style variations in different 
regions. In the urban cities of Kabul and 
Mazar, light embellishment and more classic 
color ways are preferred.  In the rural areas, 
preferences shift to heavier embellishment 
and bolder colors18. In Jalalabad and the 
eastern provinces, Pashtun customers prefer 
more modest collars and hemlines in loud, 
flamboyant color ways and heavy, contrasting 
embellishment.  All traditional cuts have 
tremendous rural appeal and imported ready-
to-tailor traditional garments, like Gand-
Afghani party dresses, are sold by both 
retailers and wholesalers to provincial 
representatives for distribution to the 
provinces. 
 
There are few imports available in threesdar 
(see inset) and cumarcheen styles for women 
or girls19. These are typically sown by female 
tailors in the neighbor market, and rarely 
sown by male tailors with a specialty in 
women’s clothing.  Embellishment is done in 
the home by the customer herself, or in the 
women’s embroidery neighbor market.  Quality of tailoring is typically poor.  The 
cumarcheen is very traditional, very rural and tends to be worn by women over fifty 
years old.  In contrast, the threesdar is popular for girls and women up to the age of 

                                                        
18 The classic trend for winter 2010-2011 is tone-on-tone sequined embellishment on velvet, and the 
flamboyant trend is for high contrast embellishment to base velvet (orange and black, blue and gold).  
19 It should be noted that Indian threesdar imports (called Anar Kali in Indian) are heavily sequined and 
bright-colored party wear at relatively high prices (e.g. 2000-2500 rupees) but are typically only worn for 
wedding parties.  The threesdar is not worn or made in Pakistan. There are a few styles of cumarcheen for 
adults in winter velvet fabric with machine appliqué and embroidery that are produced in China and 
imported through Dubai. These wholesale for 800 AFN and have particular appeal for the rural customer in 
the northern provinces of Afghanistan and to a lesser extent the eastern provinces.  One major wholesaler 
in Mazar reported selling 1000 pieces of this dress per winter month, mainly traders from Faryab and 
Badahkshan provinces. 

 

A wide variety of velvets are 
available on the local market, from 
plain to machine-embellished. 
Velvet retails at a variety of price 
points from 60 AFN to 420 AFN per 
meter. In general, prices are lowest 
in Jalalabad and highest in Kabul. 
The average Kabul customer is 
willing to pay about 300 AFN per 
meter and requires on average 4 
meters for an outfit, for an average 
input supply cost of 1,200 AFN.  
This suggests that a consumer 
interested in quality would be 
looking for an outfit at about the 
2000 to 2250 AFN price range. 

 

Figure 4: Threesdar Dress 
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about fifty20 and is current in both urban and rural areas.  It is traditional yet stylish, and 
popular across all seasons in fabrics appropriate for the season (light and bright for 
summer, and heavier and darker for winter).  In addition, the threesdar is versatile and 
can be worn as casual wear or party wear, as a set with matching pants or as a 
separate with contrasting pants. There is almost unlimited scope for improvement and 
innovation and a live opportunity for local producers to make and market threesdar 
collections year-round.  Action research conducted in Jalalabad revealed several 
shopkeepers quite interested and willing to display contemporary threesdar samples in 
their shops. They felt that this would have a good market for urban customers and 
could potentially be distributed throughout the eastern provinces like their imported 
casual wear counterparts. 
 
While the panjabi cut is very popular as everyday wear and party wear, industrial 
garment producers and exporters have moved into this space and are serving the local 
market with affordable and reasonable quality products for the average consumer.  
Afghan customers love affordable, ready-to-tailor Pakistani panjabi suits in summer 
fabrics, which are available all over the country.  East asian producers21 have identified 
a niche for ready-to-tailor winter panjabis in velvet with machine appliqué embroidery 
for the Central Asian market. Afghan importers purchase these in Dubai and distribute 
them throughout the country. They wholesale from 400 to 700 AFN per set, and retail 
for up to 1300 AFN per set depending on the market, price points difficult for local 
producers to compete with. The key opportunities for locally-made panjabis is in the 
winter season for (a) bead piecework on home-tailored velvet panjabis, (b) finished 
product for higher value customers (i.e. higher quality base fabric, premium tailoring 
and contemporary classic embellishment), (b) finished product for the average 
customer in styles, color ways and embellishments different than the ready-to-tailor 
outfits available, or (c) finished product in sizes and styles for girls, especially from 7 to 
15 years old. 
 
 
6.4.4 A Note on Party Wear 

It should be mentioned that Afghan women adore party wear and are willing to spend a 
large proportion of family income on it.  There are a wide variety of elaborate (but not 
necessarily high quality) ready-to-wear imports available that draw from many different 
style inspirations and influences (western, Indian, Pakistani and Central Asian) at a 
wide range of price points.  In Kabul and Mazar, the upscale “young generation” party-
dress market is primarily Chinese (in western styles) and Indian imports, which are 
widely available at the most posh markets in Mazar and Kabul. Retailers report that 
brides and urban wedding guests prefer to buy ready-made dresses if they have the 
means to do so.  One female designer and enterprise-owner in Mazar, Raquiba, was 
newly designing, producing and retailing party dress products in her shop.  A fusion of 
Afghan, Indian and western design elements, dresses were retailing for 2500 AFN.  At 
the time of research, her shop had been open for less than a week and her products 
newly launched so no information on their popularity with customers was available. As 

                                                        
20 The segment of teen and young adult female consumers from age 15 to 25 are most likely to prefer 
imported ready-to-wear clothing and Pakistani ready-to-tailor panjabis so this segment should not be 
prioritized for locally-made garments. 
21 China and Korea seem to be the main producers, and product is distributed through Dubai’s wholesale 
markets. 
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a general observation, there is strong import competition in this area, stringent 
consumer requirements, multiple and often confusing trend influences, limited 
availability of input fabrics and notions and low production skill in this area. For these 
reasons, party wear is not recommended as an area for new design and product 
development. 
 
In Jalalabad there is more scope for product design and development in party wear (or 
for a boutique shop that would make imports accessible to higher value customers in 
the eastern region, who presently shop in Peshawar or Dubai).  Western-style Chinese 
imports are not available in Jalalabad and only a limited selection of Indian party wear 
is available.  A visit to the Buying House in Jalalabad demonstrated that local sale 
agents are keen to focus their design and product 
development innovations in this area. A common 
theme was a simple, Pakistani-type jeweled or 
beaded embellishment on a western party dress 
cut; however, there was little evidence of appeal 
and broad consumer interest in these garments. In 
contrast, the Jalalabad wholesale market sported 
two interesting western-style event wear dress 
cuts in flamboyant colors and embellishments - the 
shamla dress22 and the sha-ra-ra dress23 (see 
inset). According to the wholesaler, he designed 
the garments and has a network of women home-
based producers who are tailoring the pieces at a 
rate of 12 to 14 per day. The shamla dress has 
been particularly popular this winter; the 
wholesaler reports selling between 10-20 pieces 
per day to retailers or an average of about 350 
pieces per month. 
 
 
6.4.5 A Note on Design 
 
Across Afghanistan, women have a keen interest in clothing and fashion but there is no 
professional design industry.  In fact, design influence in Afghanistan is very limited, 
and access to television, internet, magazines and other sources of fashion media is 
limited.  In his research, Colvin English noted that all value chain actors in the garment 
sector are desperate for access to current styles, colors and patterns.  In practical 
terms, most fashion is influenced by the limited interaction women have with one 
another at social events – mostly weddings – and what can be seen in the local 
marketplace – purchased and selected primarily by men (2010).  A number of diaspora 
Afghans24, local Afghans25 and expatriates26 have drawn inspiration from tribal motifs to 
create new design concepts, but none have tried to create products with contemporary 

                                                        
22 This is a classic western cut dress with a high collar, a mid-calf hemline and elbow-length sleeves in 
bright-colored satin and sequined fabric with two plastic roses on the breast. 
23 The sha-ra-ra dress is a long-sleeved, long-hemmed conservative dress used as a bridal gown by some 
customers. 
24 Sima Azimi, Zulaikah (Zarif)  
25 Sara Rahmani 
26 Elizabeth Muir, Sarah Takesh (Tarsian and Blinkley) 

  

Figure 4: Shamla Dress 
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appeal for the average local Afghan consumer. There is considerable scope to bring 
together a peer leadership group of designers and lead in developing design and 
fashion institutions to improve the competitiveness of the garment sector. 
 
 
6.5 Trade and Market Development Plan 

On the basis of the review of marketing practices, a five-year Trade and Market 
Development Plan was developed by the consultant through an inclusive planning 
process with Zardozi. A draft version of this plan was presented at a senior 
management workshop on February 7, 2010 and was revised based on feedback. All of 
the elements of the Plan are evidence-based, drawing on staff interviews, market 
surveys, and the assessment of Zardozi’s approach against market development best 
practice. 
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Table 5: Trade and Marketing Plan 

 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Design and 
Product 
Development 

• Improve product  
competitiveness  
• Introduce new, 

professional design 
components 
(patterns, pairings, 
embellishments) 
• Launch new, season-

appropriate designs at 
trade fairs  
• Expand product range 

and focus design 
collections on three 
product types: (1) 
traditional wedding 
wear (Gand); (2) 
traditional casual 
wear (threesdar and 
panjabis); (3) 
western-style suits for 
official wear & party 
wear 
• Involve Guild in 

market research by 
identifying a Guild 
Marketing Officer who 
can job shadow with 
Zardozi’s marketing 
team 

• Initiate a design 
advisory group with 
other, successful 
affiliates (e.g. 
FabIndia designers)  
• Encourage Guild 

branches to promote 
production two new 
collections (traditional 
event wear & winter 
casual wear)  
• Involve sale agent-

designers in 
professional design 
process (how-to) 
• Trade fairs are timed 

for pre-season launch 
of seasonal products; 
Z/G works with lead 
importers/wholesalers 
to source appropriate 
fabrics and notions in 
advance 

 

• Work with 
professional 
designer(s) to train 
design entrepreneurs 
and/or enterprises 
(this may include 
partner local 
designers) 
• Encourage Guild 

branches to promote 
production 3 new 
collections (traditional 
event wear; winter 
casual wear; 
spring/fall casual) 
• Transfer product 

identification and 
profit analysis to Guild 
• Guild can launch an 

annual award for 
excellence in design 
and craftsmanship 
and this can build a 
media profile 

• Encourage Guild 
branches to promote 
production of 4 new 
collections (traditional 
event wear; winter 
casual wear; 
spring/fall casual; 
office wear) 
• Mentor design 

entrepreneurs and 
enterprises to help 
them build a profitable 
business plan and 
model  
• Work with partners on 

initial plans, 
investment, partners 
and donors for a 
Design Institute of 
Afghanistan 
• Work with various 

media (e.g. Tolo TV) 
to promote trade fairs 
and new trends 

• Design enterprise 
independently 
creating at least 4 
open source27 design 
collections for the 
Guild on an exclusive 
basis 
• Design Institute 

established with 
professional designer-
instructors and first 
class of design 
students (partnership 
with?) 
• Pre-season trade fairs 

have a widespread 
reputation as “trend-
setting” events that 
showcase new 
designs and styles 
and attract media 
profile 

                                                        
27 An open source design program identifies key characteristics necessary for product development in a market segment and offers components which can be combined in 
a variety of ways (rather than producing finished products). In this type of program a single designer or multiple designers are engaged to create designs of these 
components rather than finished goods. Garment designers can create new cuts, new color palettes, and new embellishment patterns as resource guides. Retailers, sale 
agents, and producers can then combine these cataloged aspects in any way they like to create “customized” looks for their store and clientele (English 2010). 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Production  

 
• Work with sale agents 

on production 
planning, & order 
management post 
trade-fair 
• Emphasize better 

quality and higher 
volume in production 
• Encourage collective 

purchasing of raw 
materials and work 
with lead importers to 
source higher quality 
notions and fabrics 
ahead of season28  
• Create systems to 

capture shopkeeper 
specifications (e.g. 
garment sketch on 
order form) 
• Encourage and 

mentor lead sale 
agents to collaborate / 
share / specialize in 
filling higher volume 
contracts29 
• Zardozi facilitates 

access to technology 

• Continue encouraging 
more coordinated 
production in terms of 
sale agent 
specialization 
• Focus on production 

planning and timing 
for pre-season launch 
at trade fairs  
• Provide more 

advanced business 
planning training for 
the entrepreneurial 
sale agents producing 
in volume  
• Continue to map (and 

advise30) new 
production facilities to 
understand the 
competitive 
environment and align 
production 
accordingly 
• Guild sources and 

rents out technology 
(and associated 
training) for member 
use 

• Provide mentorship 
on more complex 
collaborations which 
may become 
workshops and/or 
enterprises 
• Encourage ability to 

perform on higher 
volume contracts and 
increasing market 
share with bigger 
buyers 
• Guild can provide a 

quality control and 
product and/or 
process certification 
system 
• Guild sources and 

rents out technology 
(and associated 
training) for member 
use 
 

• Provide ongoing 
mentorship in 
microenterprise 
development 
• Guild can co-sponsor 

bazaar or exhibition 
(with donor support) 
• Guild may own and/or 

manage a workshop 
(with paid staff and 
management; donor 
support) 
• Guild is introduced to 

potential export 
contracts and 
disseminates them 
among membership 
• Guild members can 

use workshop space 
and equipment for a 
fee 
 

• Guild capable of 
professionally 
coordinating 
production in volume 
for key buyers, 
including major shops 
and export 
• Members have 

access to and 
understanding of a 
variety of 
mechanisms to 
organize their 
production 
• Products are 

responsive to the 
specific, detailed 
needs of end-
customers and key 
buyers 
• Guild members can 

use workshop space 
and equipment for a 
fee 

 

                                                        
28Decorative gems/crystals, buttons, etc 
29 Currently there are only four sale agents in Kabul that are filling orders of >50 pieces per month (e.g. from 704 to 75 pieces in beaded Panjabi dresses, Kandahari shirts 
and beaded maxi dress pieces. We need to encourage production clustering that will help skilled and enterprising sale agents reach the “next level” of production in new 
products for higher value customers. This could start small with up to three sale agents coordinating production for an order for a larger volume of a given product on a trial 
basis. Zardozi can also begin to promote specialization among sale agents, where individuals can contribute their comparative advantages as part of a team (e.g. a talented 
tailor working with a talented designer, a skilled embroiderer, and a woman with access to discount input supplies through a family member). 
30 Assist entrepreneurs and investors interested in garment factories – Z/G can provide technical advisory services and referrals to semi-skilled workers  
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Marketing • Coach sale agents on 
business growth 
through relationship 
development31 
• Expand shopkeeper 

base through trade 
fairs that are more 
responsive to 
shopkeeper needs 
• Link entrepreneurial 

sale agents to 
opportunities for direct 
retail inside 
Afghanistan (e.g. 
Bazaars and 
Exhibitions) 
• Develop regionally-

specific marketing 
strategies for new 
product collections 
• Commercialize 

regional Buying 
Houses; these should 
be sale agent-driven 
with a focus on 
efficiency and 
coordination of 
production 

• Link Guild to 
opportunities for direct 
retail inside and 
outside of Afghanistan 
(e.g. Bazaars and 
Exhibitions) 
• Focus on gaining 

market share with 
larger buyers (e.g. 
distributors and 
traders) 
• Focus on serving new 

markets (higher value 
customers interested 
in better designs and 
quality) 
• Establish a Guild 

Marketing Committee 
and begin service 
transfer from Zardozi 
• Invest in developing 

initial relationships 
with offshore buyers 
identified through 
handcraft affiliates 

• Consider Guild hire of 
a paid marketing staff 
serving the Marketing 
Committee and focus 
on market information 
circulars & training to 
members 
• Guild takes a role in 

finding contracts, 
assesses capacity, 
issues contracts and 
retains finders fee 
• Member 

microenterprises and 
entrepreneurs supply 
domestic garment and 
accessory collections 
to large shops  
• Work with lead 

shopkeepers on 
exclusivity 
arrangements if 
advantageous 
• Develop initial export 

contracts 

• Lead member sale 
agents / enterprises 
can conduct trunk 
shows at workplaces 
• Guild can partner with 

media to produce 
fashion shows (e.g. 
what to wear to work) 
on TV  
• Guild focuses on 

collective marketing - 
branding and 
promotion, leveraging 
its certification system 
and label 
• Guild considers 

building a web 
presence with an 
online shop (e.g. 
Dastkar)  
• Expand export 

contracts 
 

• Lead sale agents and 
enterprises have 
multiple venues for 
supplying retailers 
and distributors as 
well as directly 
retailing to consumers 
• Industry-wide 

promotion is driving 
increased interest in 
wearing Gand 
products and design 
ideas beyond 
weddings  
• Retail advisory 

committee for 
coordination and 
consultation on 
branding  / promotion 
• Products are branded 

and promoted broadly 
in Afghanistan & 
beyond 

Trade Fairs • Compile a master Z/G 
product manual that 
clearly tracks overall 
popularity of products 

• Guild co-manages 
trade fairs with 
Zardozi 

• Guild plans and runs 
trade fairs with 
technical assistance 
from Zardozi 

• Guild plans and runs 
trade fairs 
independently;  
Zardozi conducts an 

• Pilot trade fair in new 
regional location 
• Guild organizes and 

                                                        
31 Income growth to be achieved through higher profit per piece, greater volume of monthly sales, and greater continuity of contract work across seasons over an annual 
period. Mentor sale agents on how relationships are the true source of wealth and the necessity to build long-term mutually beneficial relationships with buyers – coach sale 
agents to gain repeat contracts with shopkeepers as a base 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

• Improve and 
standardize trade fair 
reporting (product 
codes32 & tracking 
performance 
measures)  
• Conduct pre and post 

trainings focused on 
design, service, 
quality & order mgmt 
• Pilot trade fairs in 

Mazar and Jalalabad; 
consider cross-border 
invitations to buyers 
• Encourage sale 

agents to follow-up 
with priority 
shopkeepers who 
purchase only one 
sample to negotiate 
follow-up orders33 

• Extend trade fair 
invitations to regional 
traders / distributors 
• Target 50 sale agents 

with diverse, quality 
goods showcasing at 
TFs in Kabul and 15 
sale agents at 
regional TFs34 
• Target 75 

shopkeepers / 
distributors attending 
TFs in Kabul with 
80% making orders 
(and higher average 
order size) 
• Encourage lead sale 

agents to create 
product catalogues35 

• Pilot trade fair in 
Herat 
• Target 75 sale agents 

with diverse, quality 
goods showcasing at 
TFs in Kabul and 25 
sale agents at 
regional TFs 
• Target 100 

shopkeepers / 
distributors attending 
TFs in Kabul with 
80% making orders 
(and higher average 
order size) 
 

 

independent review 
with constructive 
feedback 
• Target 100 sale 

agents with diverse, 
quality goods 
showcasing at TFs in 
Kabul and 40 sale 
agents at regional 
TFs 
• Target 125 

shopkeepers / 
distributors attending 
TFs in Kabul with 
80% making orders 
(and higher average 
order size) 
 

 

holds all trade fairs 
independently  
• Trend-setting trade 

fairs leading the 
handcraft industry 
featuring the 
industry’s finest 
producers with media 
profile 
 

Value Chain 
Finance 

• Linkage to IIFC (credit 
unions) for savings 
accounts, including 
securing membership 
requirements 

 

• Linkage to IIFC (credit 
unions) for savings 
accounts and credit; 
Zardozi provides 
guarantee and 
assistance with 
obtaining tazkerahs 

• Linkage to IIFC (credit 
unions) for savings 
accounts and credit 
and larger banks for 
enterprise loans if 
needed  

• Savings and credit 
linkages 
• Link partner 

shopkeeper-firms to 
value chain finance to 
expand collaboration 
with Zardozi-branded 
products if needed 

• Value chain finance is 
accessible to all 
partners interested in 
investing in, 
producing and 
promoting Guild-
branded products 

                                                        
32 Update and rationalizing the coding system by product type (cut) and style (form of embroidery) to support better trade fair statistics 
33 Shopkeepers tend to practice a risk-averse “just-in-time-inventory” system and engage sale agents on a custom-order basis. They may also outsource production of the 
sample to their own network of female home-workers. The sale agent will need to make a case for herself to complete a larger order on the basis of quality, cost and 
reliable management of timeliness and delivery. 
34 Currently on average about 28 sale agents represent at fairs, with the highest number 34 
35 Run a catalogue-making workshop for sale agents and encourage them to photograph and document all the products they have made before they are sold 
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 YEAR 1: 
2011 

YEAR 2: 
2012 

YEAR 3: 
2013 

YEAR 4: 
2014 

YEAR 5: 
2015 

Industry 
Competitiveness  

• Facilitate the 
formalization and 
capacity development 
of the Guild 
• System for 

communicating & 
handling grievances 
of home producers 
(HPs) developed & 
orientation provided to 
HPs (KBL) 

• Begin transferring 
service provision to 
the Guild 
• Guild ensures that 

producers have 
greater choice in sale 
agent-representatives  
• Grievance system 

improved and 
introduced to JLB and 
MZR 

• Create an advisory 
body of master-
tradespersons that 
can support quality 
control, certification 
and branding 
initiatives 
• Facilitate entry into 

higher value chain 
roles for talented and 
motivated women  
• Grievance system 

improved and 
introduced to HRT 

• Guild runs its own 
services and capacity 
development 
initiatives 
• Media is leveraged to 

provide greater 
access to customer 
feedback, market 
information and 
product promotion 

• Build industry learning 
systems through the 
Guild (e.g. 
conferences), media 
partners, and the 
Design Institute 
• Guild membership is 

opened up to home 
workers and handcraft 
producers not 
necessarily 
associated with 
Zardozi 
• Grievance system 

improved and 
introduced to new 
location TBD 
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6.6 Trade and Market Development Recommendations 
 
 
Design and Product Development Recommendations 
 
Recommendation #1: Steer new product development into areas where there is 
unsatisfied market demand and low competition from competitively priced and attractive 
imports (see section 6.4): (a) Gand-Afghani party wear for women and girls; (b) Suits 
for Young Women and Middle-aged Women; and (c) traditional casual wear for women 
and girls.  Of these, the consultant recommends beginning with (c), especially in the 
threesdar style.  Specifically, new product development should consider the large and 
fast-growing youth population who are more fashion-conscious, buy more clothes, have 
more appetite for innovation and embellishment, and are more open to new places and 
methods of purchasing (e.g. do not have established relationships with a family tailor, 
the “old-school” way of doing things).  
 
Recommendation #2: Open source design materials should be prepared with specific 
garment types, cuts and seasons in mind, and should be costed out at the design 
stage. A simple costing mechanism on the supply side is to price out the cost of the 
base fabric, notions and tailoring. As producers begin to collaborate and produce in 
higher volume, other business expenses (e.g. transportation, delivery, packaging, etc) 
will need to be accounted for.  More consumer research needs to be done, according to 
specific consumer segment, on the prices that women and men (who often purchase 
women’s clothes) are willing to spend on women’s garments by type.  The Garment 
Market Survey (see section 6.2) is expected to provide more detailed information in this 
area. 
 
Recommendation #3: Conduct follow-up research on the specific availability of fabrics 
and notions and their prices (and availability in different regions) in consultation with the 
professional designer to price out wholesale and retail prices for finished products.  
Where inputs are needed for innovation but not locally available, Zardozi can work with 
fabric sellers to source supplies in advance of the upcoming garment season. 
 
Recommendation #4: There is broad scope to design separates as well as suits for 
the market across most of the recommended garment cuts.  As one example, the 
threesdar can be produced as a three-piece set with tight pants and a scarf, or simply 
as a dress. Versatility and modularity are important principles to keep in mind when 
designing collections and marketing products. Further test marketing and learning-by-
doing will refine Zardozi and the Guild’s understanding of customer preferences across 
product cuts and styles, and it is very likely the new designs and products will influence 
trends and change customer preferences. 
 
Recommendation #5: Zardozi staff, sale agents and local designers will require 
practical training in how open source design (recommended by English, 2010) works.  
While the professional designer is expected to create a set of design inputs, designers 
and sale agents will be responsible for mixing and matching them to produce finished 
pieces. English anticipates that “individual competitive advantage will arise from the 
keenest sense of how to use the different elements (colors, fabrics, embellishments) to 
attract sale. It could also allow individual sale agents to develop specialties (fabric 
colors and patterns, cuts, embellishments) and collaborate with each other on the 
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creation of finished products” (2010).  It is recommended that the professional design 
process be inclusive of staff, sale agent and local designers so that they can begin to 
comprehend the design process and techniques at an early stage. 
 
Recommendation #6:  Start laying the groundwork with the current design consultancy 
to mentor design entrepreneurs and build up local design talent that can serve sale 
agents on a commercially sustainable basis.  As designers gain skill and the ability to 
sell their design work, mentor them in options for enterprise or cooperative business 
models and help them develop business plans.  The Guild may have a design 
committee that provides leadership in design sourcing strategies, market research and 
product selection36 and conceptual design ideas, but the average sale agent-member 
will need to be able to buy designs for practical use on an ongoing basis.  The Guild 
can also retain the design enterprise/cooperative to develop collections for its 
members. 
 
Recommendation #7: Zardozi has an important opportunity to expand available design 
resources within Afghanistan and should consider laying the groundwork for the first 
Design Institute of Afghanistan.  This will involve feeling out relationships with potential 
institutional partners, donors, investors, and potential designer-instructors.  Although 
this may take many years to establish, doing so will greatly contribute to industry 
competitiveness and will further position Zardozi and Guild as leaders in advancing 
development of the garment sector and Afghan design and fashion. 
 
 
Marketing Recommendations 
 
Recommendation #8: Currently shopkeepers are the main buyers for sale agents; 
while it will be important for sale agents to diversify their buyers and work with larger 
buyers, they need to first satisfy the quality and volume requirements of shopkeepers. 
Sale agents will thrive when they focus on strengthening relationships with the buyers 
that deal with them fairly, source from them regularly, and are willing to provide 
mentorship and have patience as they improve their skills over time. Good business 
relationships are the true source of wealth and the strongest foundation on which sale 
agents can expand their scope of production over time. 
 
Recommendation #9: Sale agents who are capable of organizing production in volume 
at a reliable degree of quality can be coached to approach bigger buyers - large 
shopkeepers, wholesalers, traders, and importers/exporters.  In Jalalabad and Mazar, 
Zardozi sale agents can compete with wholesalers in selling to provincial distributors 
and/or become a supplier to the wholesale market.  It may also be possible for sale 
agents to supply Afghan exporters to Tajikistan or Tajik importers.  Zardozi identified a 
trade in beaded winter dress pieces by a group of Afghan traders in Kabul to Tajikistan 
and some of its sale agents worked to supply pieces to these traders. It is 
recommended that further research be conducted directly with provincial distributors in 
both Jalalabad and Mazar to determine the production capacity necessary to do so.  
Further research is required in Mazar with Afghan exporters to Tajikistan to determine 

                                                        
36 It will be important for the Guild to build competence in determining the optimized mix of products and 
buyers that maximizes profits for its members. 
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major markets and cities over the border with traders that may be interested in sourcing 
from Afghanistan. 
 
Recommendation #10: Sale agents who are capable of developing appealing new 
designs and products at a high degree of quality can be coached to invest some 
working capital in producing garments for retail and wholesale.  Zardozi can continue to 
link sale agents to retail opportunities (e.g. women’s gardens in Dashte Barchi and 
Mazar, exhibitions, etc) and agents can sell surplus product in season at trade fairs. 
These sale agents can be the leadership group to produce for export contracts, should 
Zardozi and the Guild wish to pursue this aspect of market development. Time pressure 
in order delivery as well as quality to specifications are likely to be the biggest 
challenges with piecework production for export. 
 
Recommendation #11: There is an important role for the Guild in investing in sample 
production and test marketing of new products developed from open source materials, 
in collaboration with a peer group or advisory committee of local designers (including 
sale agents with design interest and talent).  It is recommended that this best happens 
in parallel with individual sale agent experimentation and investment in sample 
production and that ideas and market feedback be actively exchanged to promote 
learning by all. 
 

Recommendation #12: Promote new retail enterprises and business models where 
there are value chain entry opportunities and where lead entrepreneurs have matured 
to take on the role of business owner.  Mazar is a more culturally liberal society and 
presents the best opportunities for female shopkeepers – Raquiba is a case in point 
(see section 6.3). Zardozi can also consider coaching a male investor or business 
owner, or perhaps a sale agent-husband team.  There is a live opportunity for a male-
owned upscale boutique in Jalalabad, which lacks any indoor upscale clothing boutique 
for women.  Currently wealthier customers in Jalalabad and the eastern provinces must 
travel to Kabul, Peshawar or Dubai to buy higher quality garments. It should also be 
noted that while a venue is helpful for retailing products, it is not always necessary.  
Zardozi can coach women to expand their custom-order based neighbor market to 
trunk shows at workplaces, hold garment parties in their homes and leverage other 
social opportunities for business potential. 
 
Recommendation #13: When the Guild has matured as an institution over a couple of 
years and design skills have strengthened, Zardozi can consider assisting the Guild 
with developing a branding program for Guild members’ products, or possibly part of a 
larger more comprehensive branding program for hand production in Afghanistan. 
Colvin English recommended a process-based branding system37, which may have 
particular application for export-oriented products.  A locally-oriented branding system 
should distinguish Guild-affiliated products in terms of their higher quality and better 
design, and greater innovativeness than similar types of products available on open 
markets in Afghanistan.  Home producers and sale agents, as brand members, could 
be identified as such in a brand directory. 
 

                                                        
37 Process-based branding works to create a basic standard of production to be met by all participants.  
These standards generally follow those of groups such as WFTO – World Fair Trade Organization.  They 
focus on the environment and labor practices of an organization, not necessarily the goods being 
produced.  They tell the story of “how” something is made not specifically of “what” is made (English 2010). 
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Recommendation #14: In order to strengthen participation in the Guild’s branding 
system throughout the value chain, the Guild could consider partnerships with lead 
retailers – the “better buyers” that Zardozi and the Guild have been cultivating since the 
inception of the program. Partnerships could take the form of a retail advisory 
committee to the Guild for coordination and consultation on branding and promotion.  
Retailer partners could benefit from selling the Guild’s brand through increased demand 
from consumers in the marketplace created by brand promotion and advertising.  
English recommends that retailers be given a membership option in the Guild that 
would require them to pay membership fees. Retailers as well as sale agents would 
have access to marketing materials and guild resources to help promote the collective 
brand (English 2010). This suggestion requires further research and investigation as 
the program develops. 
 
Recommendation #15: Consider using Facebook as a portal for showcasing new 
collections and driving local consumer interest in Guild members’ products based on 
the use of social media for this purpose in Pakistan (English 2010).  Facebook 
advertising is best geared to younger buyers and paired with a branding initiative, 
recognizing that widespread copying of designs will likely occur.  
 
Recommendation #16: When the Guild has matured and new design and marketing 
interventions have been institutionalized, Zardozi can work with the Guild to build its 
media profile. It is recommended that Zardozi begin to establish relationships with 
media partners like the Tolo TV Network who may be interested in producing fashion 
shows or reality serials focusing on fashion and dress (e.g. the What Not To Wear 
show in the US).  As partnerships strengthen, media can be leveraged to provide 
greater access to customer feedback, market information and product and event 
promotion. 
 
 
Production Recommendations 
 
Recommendation #17: Production capacity in terms of both volume and quality are 
the major constraint to further developing the handcraft garment industry.  Of Zardozi’s 
roster of about 200 sale agents, only 5 (3%) are currently dealing in volumes of over 50 
pieces per month, and these sale agents are based in Kabul.  Overall, the level of 
production per sale agent is very low and this is a constraint in linking sale agents to 
more professional buyers and to larger buyers (e.g. traders, wholesalers or importers), 
who deal in higher volumes and do not have incentives to work with a hodge-podge of 
small suppliers.  Greater collaboration among sale agents is the key to more 
professionalism in production.  This has already happened: in 2010, Zardozi 
encouraged two “super” sale agents to manage the work of 30 or 40 other sale agents 
to produce beadwork for export to Tajikistan through a group of Kabul-based traders.  
Zardozi and eventually the Guild can continue to help broker collaborations among 
agents, encouraging their specialization and management capacity.  The goal should 
be to professionally fill larger orders and achieve lower production costs (and higher 
profits for contributing sale agents) through greater economies of scale. 
 
Recommendation #18: Zardozi currently has a buying house on the perimeter of 
Jalalabad city and a non-functional buying house room in the Dashte Barchi project 
office. Based on the review of trade fairs and the findings from the shopkeeper survey, 
the consultant believes that buying houses should not be used as a marketing venue 
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(displaying samples) so much as a focal point for increasing producer productivity and 
efficiency.  Shopkeepers are already well served by marketing staff and fairs.  The 
major area that requires attention and upgrading is quality and volume of production.  
To this end, the buying house can serve as a workshop where sale agents can begin to 
coordinate their production, hold trainings for home producers, store product, share 
equipment and coordinate bulk purchase of input supplies. 
 
Recommendation #19: Commercialize the Buying House in parallel to encouraging 
coordination of production in each regional location. Zardozi can strive to hand over 
management of the House to entrepreneurial sale agents who can create a business 
model for running the venue and keeping it as efficient as possible38.  Zardozi’s role can 
be to assist with the selection of a business model that is fair and enhances each 
individual’s competitiveness and offers a good service to all sale agents.  While it may 
seem desirable to hand over management of the Buying House to the Guild, this is a 
rather complex activity and is best considered when the Guild has developed more as 
an institution and has strong, accountable leadership. When the Guild has matured, it 
may want to use regional Buying Houses as focal points for receiving and distributing 
orders to sale agent-enterprises.  Houses can then monitor timeliness, certify quality, 
organize volume delivery to buyers and monitor accounts payable. 
 
 
Trade Fair Recommendations 
 
At their current production capacity and quality, trade fairs remain the most important 
marketing venue for sale agents.  Zardozi should continue to adapt the trade fair 
concept with a view to doubling sale agent representation and shopkeeper attendance 
over the next few years and most importantly, to improve order volume. The consultant 
recommends both production improvements and event management improvements to 
achieve better performance at fairs, as highlighted in the following specific 
recommendations: 
 
Recommendation #20: Hold a catalogue-making workshop with sale agents and help 
them to photograph their products and classify them according to season.  Zardozi (and 
eventually the Guild) can provide this service to sale agents who want to begin to 
create seasonal product portfolios. Zardozi/Guild can also consider compiling a master 
binder of products by season that tracks the popularity of each.  This can be an 
important design and product development resource in future. 
 
Recommendation #21: Launch new designs and products that have never been seen 
at trade fairs to create excitement and incentives to attend.  Shopkeepers are hungry 
for new designs and report they will attend and buy if they see new, high quality 
designs. The handcraft market in Afghanistan is a “buyer’s market” and in order to 
compete, sale agents must distinguish themselves and their products as innovative and 
high quality. 
 

                                                        
38 In the Pakistan model (MEDA-ECDI), sale agents ran the buying house as a joint venture and more or 
less controlled the process and covered some of the operating costs. 
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Recommendation #22: Time trade fairs to about two weeks before the start of a new 
season (spring, summer, winter, fall)39 and a month before major traditional holidays 
(Eids). The trade fair should launch new designs and products that are appropriate to 
the upcoming season. This will require overcoming a current constraint in the input 
supply market, which does not bring in new seasonal fabrics until the season begins 
(e.g. velvets for winter are not available on the local market until October). Advance 
purchase of fabrics will require Zardozi to work with a fabric importer to source certain 
fabrics in advance.  It is recommended that the Market Development Manager begin to 
identify lead fabric import firms willing to work with the program. 
 
Recommendation #23: Communication, order preparation and order management can 
be improved to enhance sale agent competitiveness.  Practical improvements can be 
made to the garment order form, which can contain a generic figure on which hand-
drawn specifications can be made by the shopkeeper.  Non-literate sale agents need 
visual cues to help them remember what the shopkeeper ordered.  Sale agents also 
need further coaching on the importance of delivering orders on time and practical 
training on how to better manage production among home workers.  It is recommended 
that the Market Development Manager and Production Manager prepare a survey 
questionnaire and train the marketing team to conduct a random survey among home 
producers to identify current production management practices by sale agents and how 
they could be improved. Finally, sale agents need to be more proactive in following up 
orders post trade-fair, particularly with shopkeepers who have only ordered a sample.  
The purpose of follow up communication one week after product delivery will be to 
determine if customers liked the product and if the shopkeeper wants to order more.  In 
consideration of high transportation costs, sale agents should be encouraged to contact 
shopkeepers by phone, plan various activities into one trip, and prioritize the most 
promising sale opportunities for follow-up. 
 
Recommendation #24: Once recommendations 2 and 3 have been implemented, and 
sale agents have a more solid track record for selling the right products at the right 
time, encourage entrepreneurial agents to invest in developing a small inventory of 
popular products (e.g. 5-10 pieces) and encourage them to sell these directly at fairs.  
This will require some investment, and sale agents should be encouraged to save 
working capital in preparation for this.  Shopkeepers are interested in purchasing on the 
spot, and this will create a competitive buzz around attractive products.  It will also help 
counteract shopkeepers bringing new design ideas to their own networks of home-
based female producers. 
 
Recommendation #25: Recognize the need to be increasingly responsive to the 
practical needs of shopkeepers, however capricious their opinions and preferences 
may seem.  Most practical needs center on location and timing of the event.  Continue 
to experiment with new ways of delivering the fair.  One suggestion would be to hold 
mini-events in major markets, like Laissey Mariam and Mandawi, on separate days.  

                                                        
39 The first four trade fairs were held in August, April, June and October, some of which were mid-season.  
Pre-season fairs would best be scheduled in early March (prior to Nauroz), May (prior to summer), August 
(prior to fall), and September-October (prior to winter). In addition, a Gand (traditional wear) focused fair 
could be held a month prior to the Eids. Once sale agents have their production timed to the existing 
clothing seasons in Afghanistan, it is possible to multiple seasons.  Kaplinsky and Morris (2001) in their 
garment value chain study note that one of the important trends in the global garment industry is the 
multiplication of fashion seasons. In an effort to boost sales, producers and retailers have introduced six or 
eight distinct selling periods.  
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Identify a core group of reliable, positive Zardozi supporters (e.g. the eight shopkeepers 
surveyed for this study) and make them an advisory group for decisions on event 
management.  
 
Recommendation #26: In 2011, plan a trade fair in both Jalalabad and Mazar.  As in 
Kabul, identify a core group of shopkeepers who are Zardozi supporters and bring them 
into the process of planning the event.  Both cities are key cross-border trading 
locations and invitations can be extended to traders and shopkeepers over the border 
(Tajikistan for Mazar, and Pakistan for Jalalabad). Diverse buyers will provide good 
exposure for sale agents and help them better understand buyer needs and 
preferences. 
 
Recommendation #27: Zardozi has documented trade fairs well in post-event reports. 
In order to maximize learning, standard performance measures should be documented 
for each fair (see Annex 7) as well as for follow-up order completion.  One of the most 
important things that Zardozi (and eventually the Guild) can measure is the popularity 
of specific products in terms of sale volume.  In order to do this effectively, Zardozi will 
need to update its product coding system. Distinctive cuts should be given a general 
code, and style variation (fabric, embellishment, etc) on cuts can be given a sub-code. 
It is recommended that the Market Development Manager and Production Manager 
work to update the product coding system and apply it to trade fair reporting. 
 
 
Value Chain Finance Recommendations 
 
Recommendation #28: Access to formal banking and cash management is a critical 
need as many sale agents are under pressure to provide family members (husband, 
mother in law, sister in law) with some or all of their income on request. This may leave 
the sale agent with insufficient working capital. Zardozi can link Guild members to 
formal banking institutions that offer both savings and credit programs with entry 
requirements that are accessible and friendly to female micro-entrepreneurs. The 
consultant specifically recommends linking Guild members to local Islamic Investment 
and Finance Cooperatives (IIFCs) that are located in each of the regional Zardozi 
branch locations and the anticipated location of Herat. These IIFCs have recently been 
established by the World Council of Credit Unions40 and are keen to develop a 
membership among Afghan businesswomen. In Jalalabad, the IIFC has female loan 
officers who are authorized to do business in women’s homes. Membership meetings 
are held separately for women, who represent 16% of total membership. A female teller 
is always available. To date, in the Kabul IIFC there is no special programming for 
women but receptiveness to improvement in this area.  
 
Recommendation #29:  Investigate potential to partner with IIFCs at a higher and/or 
more formal level.  Interestingly, some regional IIFCs have worked with the Ministry of 
Women’s Affairs to establish tailoring and embroidery training centers and provide 
working capital to female entrepreneurs in the handcraft sector. Six training centers 
have been established throughout the country and about 200 women have graduated 

                                                        
40 There are 18 credit unions across Afghanistan, with the first established in 2004. Credit unions are 
owned, controlled and operated by members and offer affordable financial services compliant with Islamic 
law. Initial mandatory share purchase is 100 AFN, and savings accounts can be opened with a minimum 
deposit of 100 AFN. Credit is also available with some minimum requirements. See www.woccu.org. 
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from these six-month programs. It is recommended that Zardozi follow-up to learn more 
about this program and potentially recruit program graduates as sale agents or for other 
value chain roles. There may also be additional areas for collaboration. 
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ANNEX 1: CONSULTANCY TERMS OF REFERENCE  

Terms of Reference: Guild, Product and Market Development Consultancy 
 
16 October 2010 
 
Background 
 
Zardozi Markets for Afghan Artisans has provided marketing support services to 
homebound Afghan women embroiderers since 1984. In 2008, Zardozi shifted from a 
direct service delivery model to one of market facilitation.  The objective is to raise 
incomes for women working from home through a commercially sustainable system 
which links female producers to local markets through female commission agents (sale 
agents).  Over the past two years, Zardozi has focused on recruiting and developing 
the capacity of sale agents, encouraging women to trade in finished products, 
facilitating product development and leveraging informal sale networks such as the 
‘neighbour market’41. Zardozi’s sustainability strategy hinges on establishing a home 
workers’ and sale agents’ Guild that will continue to not only support sale agents, home 
workers but also engage in subsector growth and development.   
 
Zardozi’s vision for the Guild includes providing regionally adjusted support services to 
women throughout Afghanistan within 10 years. At present Zardozi works (together with 
the nascent Guild structure) in Kabul, Jalalabad and Mazar. Over the  coming 3 to 5 
years Zardozi plans to expand to two additional regions – Herat and Kandahar. Before 
undertaking this expansion there are two requirements; firstly technical expertise on 
three issues in order to ensure that Zardozi and the Guild are operating cost effectively 
using evidence based implementation strategies. Secondly a 3 to 5 year plan is 
needed; this plan to be developed on the basis of the technical reports prepared in 
stage one and through inclusive planning processes involving not only staff but also 
Guild representatives.  
 
The three areas requiring technical assistance are: Guild development,  market 
development and product development. 
 
Situation Analysis 
 
Guild Development Strategy  
 
Support networks for small businesses in Afghanistan exist in large numbers; they tend 
to fall into two categories. Firstly there are the organisations which were established in 
previous times42, these have large membership of business owners and have good 
links to government. They are usually used however, only to provide protection on 
issues such as taxation and tariffs, forced relocations, new legislation etc. The second 
category have generally been more recently established to provide services to female 
micro entrepreneurs. Unfortunately these latter organisations (generally called 
associations) often limit their activities to finding orders amongst the local expatriate 

                                                        
41 Women order specific products from the women in their community who are acknowledged experts in 
particular products. 
42 These tend to be called Unions although they are not unions in the western or European sense of the 
word. 
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community, accessing donor funding for small projects and taking advantage of 
marketing events such as trade fairs offered through donor or government agencies. 
The result is that Zardozi has been unable to find effective model support networks 
from which to learn. There therefore remain many questions as to how to structure, 
manage and finance the support network, as well as issues regarding the scope of 
services to be provided. 
 
Market Development  
 
Women doing hand or machine work from home in the clothing sector in Afghanistan 
have few advantages particularly in competing with cheap imports. For example, cost of 
living is high in Afghanistan, relative to both India and Pakistan, and cost of inputs such 
as fabric, thread etc (all imported) is also relatively high. In addition, consumers have 
little interest in crafts preferring to focus on fashion and low price. There are however, 
opportunities although Zardozi has found that these vary considerably between regions.  
 
So far Zardozi has succeeded in linking several thousand women to local markets 
through strategies developed organically, and has only gradually come to understand 
the broader picture of the Afghanistan clothing market. With this understanding Zardozi 
would now like to develop a wider range of marketing strategies tailored to the various 
situations existing in Afghanistan, based on expert evaluation of opportunities and 
constraints. 
 
Product Development  
 
New products reaching the clothing market in Afghanistan are generated through two 
different design processes. Imports from India and China come from large scale 
production and distribution networks that have professional design input. Many of the 
clothes from Pakistan however, have been designed and produced in smaller 15-50 
person workshops each associated with one retail outlet in Peshawar or Lahore. These 
exclusively male workshops employ highly skilled hand or machine embroiderers, 
tailors and designers. The majority of the product is sold in Pakistan but some 
workshops are starting to have linkages to Kabul or Jalalabad traders.  
 
In Afghanistan itself there is very little product development taking place, generally due 
to lack of skills both in design and in production. Women trading in products made by 
home workers are therefore competing with professional designers in China and India 
and with experienced designers working with highly skilled producers in Pakistan. It is 
difficult to see, under these circumstances, how best to provide sale agents with the 
access to product development skills which will enable them to compete more 
effectively. 
 
Objective of the Consultancy 
 
The objective of this consultancy is to: 
• Review some current strategies and activities 
• Make recommendations for improved strategies based on survey findings and 
analysis and on discussion with Zardozi staff and representatives of the Guild 
• Prepare preliminary documentation for inclusive planning exercise leading to 
development of three year plans and proposal document during subsequent 
consultancy 
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Project Components and Activities 
 
Guild Development Strategy  
 
Zardozi seeks to establish a Home Workers’ and Sale Agents’ Guild, owned and 
managed by the members, which will contribute to subsector competitiveness,  
enhance individual sale agent competitiveness and pursue the interests of both home 
workers and sale agents.  At present Zardozi is providing the support services which 
will in future be provided by the Guild; it is planned that Zardozi will phase the handover 
of these functions, services and financial and administrative responsibilities to the Guild 
over time. The first step in this process will be the establishment of an elected  Guild 
Advisory Committee (GAC); this Committee will work with Zardozi and the Principal 
Investigator (PI) to develop the short and long term vision for the Guild, including 
targets and milestones to achieve the vision. The GAC referring back to their electorate 
as necessary, together with Zardozi staff, will also advise on more detailed issues such 
as:  
• Constitution and committee organisation 
• Self-financing and fee schedule 
• Duties and payment of office bearers 
• Membership types and criteria 
• Meeting type and frequency 
• Member services (including marketing, design and savings and credit function) 
• Linkage to broader home production movements (HomeNet and WIEGO43) 
 
Scope of Work 
 
The PI will review appropriate models for the Guild and discuss with experts in order to 
recommend an effective Guild structure. Working with the GAC and Zardozi staff, the PI 
will: 
• develop an effective Guild vision and structure 
• recommend 3 year (detailed) and 5 year development targets  
• develop an implementation plan and milestones for achieving targets  
• develop capacity building plan for Guild members and office bearers 
 
Methodology 
 
• PI will use professional networks, internet and key document research to identify 8-10 
expert organizations and/or individuals in artisanal female-focused guilds in contexts 
similar to Afghanistan – 2 days 
• Interviews with at least five identified experts – 2 days 
• Key findings from interviews documented – 1 day 
• PI will facilitate a workshop and follow up meetings with Guild Advisory Committee 
and Zardozi staff to discuss options for Guild vision, basic structure and development 
road map – 2 days 
• PI will write up recommendations from workshop and discussions, and draft Guild 
development road map plans to achieve vision including targets and milestones. PI 

                                                        
43 Women in Informal Employment Globalizing and Organizing 
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will present these to Zardozi staff and Guild Advisory Committee at second workshop 
for discussion and approval – 4 days 
• PI will develop with Zardozi staff and GAC, Guild capacity building plan – 1 day 
• PI will finalise documents – 2 days 
 
Expected # of Days: 14 days 
 
Deliverables 
 
• Status Report on Guild development to date 
• Guild organisational and implementation plan in detail for 3 years and overall for 5 
years including targets and milestones 
• Guild capacity building plan 
 
Market Development  
 
Zardozi requires a market survey for products which can potentially be produced by 
women working from home; enabling Zardozi to develop an overall marketing strategy 
for the coming 3 to 5 years. In addition, Zardozi requires a review of current Zardozi 
marketing activities and plans for new activities – their effectiveness and 
appropriateness to the Afghanistan situation leading to detailed recommendations for 
practical improvements. Finally Zardozi requires recommendations on the role of the 
Guild in providing marketing support to members.  
 
Scope of Work 
 
Garment Market Survey 
 
The principle investigator will identify and manage a local, Afghan firm to deliver the 
following information on the Afghan market for products which can be made by women 
working from home. Specifically the survey will focus on the market conditions in 
country for (1) clothing; (2) accessories, and (3) home furnishings and will include 
information deemed useful to promoting profitable sale by Guild members by 
developing marketing, production and product development strategy for home 
producers. The survey will be delivered in three reports – one for each product 
category. The purpose of the survey is to identify scalable production opportunities and 
marketing models leveraging regional comparative advantages. 
 
The following list of specifications to be included in the market research report is 
illustrative but not comprehensive: 
• List of prospective buyers of guild products 
• Final consumer requirements: varieties that sell best, quality expectations, size 
preferences, and prices at retail level; trends in sale 
• Distribution channel for imports of the products of interest or like products: 
• Major value chain actors in each tier: their customers, products moved, whence and 
how do they source product, contact information. 
• Prices  
• Average total annual volume, three year trend in volume and value of imports of 
product  
• Regulatory environment for imports and/or exports: product quality, labelling etc 
• Differences between regions and opportunities identified 
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Review of Zardozi Marketing Practices 
 
The Principal Investigator will conduct a participatory review with Zardozi staff and the 
GAC of the market linkages component of the Markets for Home Producers 
Programme.  This will include a review of  
• trade fairs and their impact to date, outlining goals for upcoming trade events and 
marketing opportunities for Sale Agents,  
• bulking/wholesaling and order management function (e.g. buying house or other 
strategy), and  
• leveraging commercial trader networks to capture greater market share for products in 
regional Afghanistan.   

 
Methodology 
 
Garment Market Survey 
 
Principal Investigator will meet with prospective market research agencies and select a 
suitable partner. Meetings and discussions will result in contract for completing the 
research in at least 3 regions of Afghanistan – 3 days for discussions and contract 
signing 
Research agency will be given 4 weeks to complete the surveys 
Expected # of Days:  28 days local consulting firm, 3 days PI 
 
Review of Zardozi Marketing Practices 

 
• Desk research on Zardozi data for sale marketing, trade fairs etc – 1 day 
• Discussions with Zardozi staff, GAC and shopkeepers/traders in Kabul and/or Mazar – 
8 days 
• PI will analyse opportunities, constraints and solutions, and present these at a 
workshop with Zardozi staff and GAC to develop a set of intervention options, evaluate 
them, select preferred interventions and determine an action plan to implement them – 
3 days 
• PI will use findings to craft an overall trader development and engagement strategy, 
as a partnership between Zardozi and the Home Worker’s Guild – 3 days 

 
Expected # of Days: 15 days PI 
 
Deliverables 
 
Garment Market Survey 
 
Market survey report for clothing, accessories and home furnishings in 3 regions of 
Afghanistan 
 
Review of Zardozi Marketing Practices 

 
• Review of current marketing strategies 
• 3 to 5 year trade and marketing plan including targets and milestones 
• Trader development and engagement strategy  
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Product Development  
 
In order to find ways for the Guild to provide product development services to 
members, Zardozi needs to understand what drives design and product development in 
Afghanistan. Although currently women are working almost exclusively on clothing, 
Zardozi plans to enable the Guild to support members to produce and market a range 
of products. Product development technical assistance will be closely linked to 
technical assistance on market development, however since this part of the 
consultancy will take place before market development work, the results of this 
consultancy will feed into the market development consultancy rather than vice versa.  
On the basis of product development information gathered and analysed, the PD 
Consultant will develop plans both for immediate practical activities to improve Guild 
product development services and also for longer term vision, targets, implementation 
strategy and milestones.  
 
Scope of Work 
 
PI and Zardozi Director will work with the Product Development (PD) Consultant to plan 
the necessary research. Since Zardozi work so far has indicated that the drivers for 
design for handmade products in the three sub-sectors of interest to Zardozi, originate 
primarily in Pakistan, the PD Consultant will focus on Pakistan as well as Afghanistan. 
In Pakistan he will do market research on current distribution channels in order to 
identify the current system driving design. The information gained will enable Zardozi 
and the Guild to see what synergy can be built or how the Guild can tie into the existing 
system. In Afghanistan, PD Consultant will also research how sourcing routes are 
working - what is being purchased locally and what is imported in terms of design, raw 
materials and finished goods and how the products are currently entering the 
market. PD Consultant will use data already collected by Zardozi and analysis of his 
own visit to Pakistan to decide whether the Pakistan medium clothing enterprise design 
model is appropriate as a base for the development of the Guild model and identify the 
type and scale of commercial designer who should work with the Guild.   
 
Detailed information needed from PD Consultant: 
• Can product development be driven by sale agents through a Home Worker’s Guild?  
What is the best way for the Guild to do this, if at all? 
• What capacity will the Guild need in order to drive product development in at the 
regional level and/or across Afghanistan more broadly? 
• What other viable alternatives should be considered to introduce new products in the 
three sectors (clothing, home furnishings and accessories) to Afghan markets for local 
buyers?   
• What is the nature and degree of market demand for these products?   
• Will alternative models strengthen the sale agent system and allow for increased 
incomes to women (both agents and home producers) 
• How can market and design information be more effectively (and commercially) 
delivered to sale agents? 
• Are there any untapped opportunities for sale agents (and the Guild at large) to 
innovatively market their products and/or more directly access new and/or higher 
value and/or higher volume markets? 
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Methodology 
 
PD Consultant will be provided with one member of Zardozi staff (Market Development 
Officer) for the period of the consultancy to act as translator and assistant. 
• Desk research on existing models (out of country) – 1 day 
• Discussion with Zardozi staff and GAC – ! day PD Consultant, ! day PI 
• Market research - visiting retail outlets and interviewing designers, producers, sale 
reps, and buyers (Pakistan) – 3 days including travel days 
• Market research - visiting retail outlets and interviewing designers, producers, sale 
reps, and buyers (Afghanistan) and visit to discuss design training at foreign owned 
higher education institutes in Kabul – 2 ! days PD Consultant, 2 ! days PI 
• Report preparation (out of country) – 2 days PD Consultant, (in-country) PI – 2 days 
• Presentation of PD findings and recommendations to Zardozi staff and GAC – PI 3 
days (already included under market development) 

 
Expected # of Days: 9 for the PD Consultant, 5 for PI 
 
Deliverables 
 
• PD Consultant’s report on design/product development in Afghanistan including 
recommendations for future directions (including recommendations on a national 
design strategy) and immediate practical steps to improve design/product 
development services to sale agents  
• See 4.2.3 (b) 
 
Staffing and Timing 
 
Consultant Profiles 
 
Principal Investigator Profile 
• Should have at least five years experience in market and/or value chain research. 
• Be experienced in the Afghanistan region 
• Have knowledge and experience of working with women’s organisations in this region 
• 3 years experience in compiling similar reports  
• Expertise in running inclusive workshops 
Preferably female to make fieldwork easier 
Duration: 37 days 
 
Product Development Consultant Profile 
• Should have at least five years experience in product development in similar situations 
• Be experienced in the Afghanistan region 
• Have knowledge and experience of market research 
Duration: 9 days 
 
Market Research Agency Profile 
• Knowledge and experience of market research in Afghanistan 
• Able to complete the work in the given time period  
• Willing for transparency in development of questionnaires and analysis of data 
Duration: 4 weeks 
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Summary 
 
Proposed period for complete consultancy: 28th October up to end January 2010 and 
total days:  
 
 PI days PD days Local consulting 

firm days 
Total days 

Guild development 14   14 
Market 
development 

18  28 46 

Product 
development 

5 9  14 

Total 37 9 28 74 
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ANNEX 2: CONSULTANCY WORKPLAN AND KEY ACTIVITIES 

To support all the research activities, the consultant developed and implemented a 
workplan based on the Consultancy Terms of Reference (Annex 1). Where a deviation 
was made from the TOR, it is noted with explanation.   
 
Table 6: Scope of Work and Key Activities 

Step # Study Component Activities 
1 Information gathering 

and review of current 
Guild development 
practices 

• Observation of two Guild Advisory Committee (GAC) 
meetings in Dashte Barchi, Kabul 
• Review and analysis of all GAC meeting minutes 

and extensive discussion with senior management 
• Identification of and interview with Kabul Islamic 

Investment Finance Cooperative (KIIFC) for 
willingness to offer savings membership accounts to 
Guild members 

2 Guild peer research, 
legal review and 
Implementation Plan 
and Capacity 
Development Plan 
development 

• The consultant sought advice from expert 
organizations and/or individuals in artisanal female-
focused guilds in contexts similar to Afghanistan. 
Seventeen organizations were approached; few 
organizations responded so the consultant reviewed 
secondary source material (publications, annual 
reports and websites)  
• Key findings from peer research were documented 

(see Annexes 5 and 6) and used to develop a model 
structure and implementation plan 
• A legal review was conducted and a copy of the 

Social Organization Law 2002 was obtained in 
English and Dari, as well as a detailed checklist on 
how to register an association in Afghanistan 
• Specific research into association constitutions was 

conducted and the consultant gathered several 
templates and produced a recommended 
constitution for Zardozi review 
• Research into leadership and literacy programs for 

non-literates was conducted and resources shared 
with Zardozi 
• The consultant developed a draft Guild 

Implementation Plan and Guild Capacity 
Development Plan and presented them for feedback 
at a senior management workshop on February 7, 
2010. The Plans were revised based on feedback 
from the workshop. Both Plans will be presented to 
the GAC over the next quarter by Zardozi 
management  

3 Information gathering 
and review of current 
marketing practices and 
Trade and Marketing 
Plan development 

• Conducted primary market research and staff 
interviews in Kabul, Mazar and Jalalabad to review 
current marketing practices and identify new 
strategies 
• Participated in primary product development 

research with Colvin English (October 2010) and 
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Step # Study Component Activities 
researched the open source design method and how 
to apply it 
• Continual strategy discussion with senior 

management 
• Secondary source review was conducted in garment 

value chains and market development principles 
focused on industry strengthening initiatives 
• Assisted with the hiring and training of a new Market 

Development Manager at Zardozi 
• Conducted a document review of all trade fairs held, 

interviewed key staff responsible for trade fair 
organization, developed a shopkeeper survey and 
trained and deployed the Market Development 
Manager to run the survey 
• The consultant developed a draft Trade and 

Marketing Plan (which includes trader development) 
and presented it for feedback at a senior 
management workshop on February 7, 2010. The 
Plan was revised based on feedback from the 
workshop 

4 Management of external 
Garment Market Survey 
(GMS) 

• The consultant worked with Zardozi management 
and DFID to determine the procurement process for 
the survey 
• Worked with management to focus the scope of the 

survey (which was limited to garments), developed 
the research questions and designed the project 
• Drafted the RFP, managed the competitive 

procurement process, evaluated all submissions and 
worked with management to select and contract with 
the finalist  
• Conducted a document review to provide 

background information to the firm and provided 
coaching in key informant interview methodology to 
the firm in a site visit to a garment factory 
• Reviewed and provided feedback on all survey tools  
• Trained the Market Development Manager to 

manage the GMS through the remainder of the 
project 

5 Report preparation • The consultant completed a report with an overview 
of findings and deliverables, Plans and 
recommendations 
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ANNEX 3: GUILD INSTITUTIONAL MODEL 
 
The consultant recommends that Zardozi structure the Guild according to the basic 
model and constitution of an industry association. This is described as Model 3 in Table 
6 below, and compared to other organizational models that emerged from the peer 
research process. 
 
Table 7: Potential Models for the Guild 

 MODEL 1: 
PRODUCER 

GROUP 

MODEL 2: 
WORKING 

COOPERATIVE 

MODEL 3: 
 INDUSTRY 

ASSOCIATION 

MODEL 4:  
INDUSTRIAL 

TRADE UNION44 

MODEL 5:  
SOCIAL 

ENTERPRISE 
Definition & 
Purpose 

An group of 
informal artisans 
or crafts-persons 
who typically work 
from their own 
homes, and have 
organized to 
receive training 
and assets from a 
development 
NGO and may 
engage in 
collective 
marketing of 
products 

A farm, business, 
or other 
organization that 
is owned and run 
jointly by its 
members, who 
share the profits 
or benefits 
 

An organisation 
representing the 
professional and 
commercial 
interests of 
members of a 
certain industry or 
sector. The 
purpose is to 
advocate for 
better sector-wide 
competitiveness 
and to enhance 
competitiveness 
of individual 
members  

Membership of 
skilled workers 
and union leaders 
from several firms 
in the same 
industry with main 
aim to (1) 
negotiate wages 
and working 
conditions, (2) 
regulate relations 
between workers 
and employers, 
and (3) bargain 
collectively and 
(4) settle 
grievances 

A venture 
(nonprofit/for-
profit or hybrid) 
created to 
address a social 
need through 
market-based 
strategies and 
entrepreneurial 
private sector 
approaches that 
increase 
effectiveness and 
sustainability  
 

Constitution Typically no 
written 
constitution 
though their may 
be rules and 
procedures 

In alignment with 
Cooperative Law 
of 1974 (in 
Afghanistan) 

In alignment with 
Law on Social 
Organizations of 
2002 (in 
Afghanistan) 

There are some 
trade unions in 
Afghanistan but 
mostly non-
functional since 
the 1980s 

Could be Articles 
of Association or 
Incorporation 
(latter governed 
by Commercial 
Law) 

Leadership 
organization 

Simple office-
bearers, 
appointed by 
NGO or elected 
by group 
members 

Managing 
Committee 
(Chairman, Vice-
Chairman, 
Secretary & 
Treasurer), 
elected by the 

Executive 
Committee 
(President, 
Deputy, Treasurer 
and Secretary) 
elected by the 
General 

Local, State, 
Central levels; 
president, general 
secretary, shop 
steward 

Director, Deputy 
Director as per 
relevant law 

                                                        
44 The Government of Afghanistan has two main legal frameworks that govern the structure of producer 
solidarity organizations: the Cooperative Law of 1974 (Ministry of Agriculture, Irrigation and Livestock) and 
the Law on Social Organizations of 2002, Official Gazette no. 804/200244. The industry association model 
is covered under the latter law. It should be noted that in Afghanistan, trade unions often have a very 
similar purpose and function as industry associations. However, globally trade unions are typically formed 
to represent the interests of skilled workers with one or more formal employers that want to bargain for 
higher wages and better working conditions and other terms of employment.  Institutional development 
efforts in Afghanistan over the past decade by development actors have focused on establishing and 
strengthening industry associations.  However, both trade unions and industry associations are regulated 
by the same law, namely the Social Organization Law of Afghanistan (2002). 
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 MODEL 1: 
PRODUCER 

GROUP 

MODEL 2: 
WORKING 

COOPERATIVE 

MODEL 3: 
 INDUSTRY 

ASSOCIATION 

MODEL 4:  
INDUSTRIAL 

TRADE UNION44 

MODEL 5:  
SOCIAL 

ENTERPRISE 
General Meeting Assembly; Board 

of Directors 
Financial 
sustainability 
model 

Typically do not 
require financial 
investment from 
members 

Membership 
shares  

Membership dues Membership dues Sale revenues, 
donor funding / 
grants or both 

 
 
Legal Scope and Registration 
The industry association model is governed by the Law on Social Organizations of 
2002. Social organizations, or communities and associations, are defined in the law as 
"the voluntary unions of natural or legal persons, organized for ensuring social, cultural, 
educational, legal, artistic and vocational objectives" (Article 2(1)). Social organizations 
must seek registration with the Ministry of Justice and consist of no fewer than 10 
founding members (Article 6(1)). Foreign citizens are restricted from serving as 
founders (Article 2(2)), although they can obtain honorary membership after receiving 
permission from the Ministry of Justice (Article 18).   
 
Considerations for Revenue Generation 
Legal constraints on revenue generation and economic involvement of social 
organizations is unclear and inconsistent.  Direct donor funding to Afghan social 
organizations is widely practiced, though it should be noted that a January 2005 
Cabinet of Ministers' decision on foreign funding provides that social organizations (and 
political parties) cannot receive funding from foreign governments or international 
organizations. In practice, according to the Ministry of Justice, the prohibition is not 
being routinely applied against social organizations. Organizations dedicated to these 
public benefit purposes and meeting other mandatory criteria are exempt from taxation 
on contributions received and income from necessary operations (Income Tax Law, 
Article 10).  Within the law of 2002, social organizations are not specifically authorized 
to conduct economic activities, nor are these activities expressly. The Civil Code, 
however, specifies that an association “may not carry on any financial business” (Civil 
Code, Article 418), which could be interpreted to restrict economic activity.  The 
consultant recommends that Zardozi consult with the International Center for Not-for-
Profit Law, who have worked on Social Organization Law of Afghanistan.  Two contacts 
are Aemal Sanjeeda, Legal Advisor (sanjeeda3@hotmail.com) and David Moore, 
Program Director (david@icnl.org.hu). 
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ANNEX 4: GUILD ADVOCACY 

The vision for the Guild, when it matures, is to play an active role in civil society. This 
can involve participation in broad issues related to women’s inclusion in public and 
economic life, or more narrow issues related to advocacy for legal protections for home 
workers and government support to strengthen the handcraft industry.  It should be 
noted that Afghanistan has weak legal support (in terms of laws and their enforcement) 
for all workers, a weak private sector and weak labor markets in the face of an 
exploding youth population.  Advocacy will be a challenging task in the face of these 
realities.  Nevertheless, the Guild can pursue advocacy on a number of key fronts:   
 
1. Encourage the Government of Afghanistan to Ratify the ILO Convention 177 (Home 

Workers Convention, which explains how international labour standards should be 
applied to homeworkers45).  In general, Afghanistan should ratify all the ILO Core 
Conventions to which it is not currently a party.  At a minimum, the Guild can learn 
about and discuss the recommendations contained in this Convention and leverage 
them in advocacy initiatives (Wright, 2010). 
 

2. Encourage the Government of Afghanistan to develop a homework legislation on 
the basis of the ILO Convention. Only a few countries have such legislation, and 
most are in the northern hemisphere46. 

 
3. Affiliate with key global homeworker and handcraft support networks such as 

HomeNet, WIEGO47 and Home Workers Worldwide.  Joining forces with these 
regional networks, Zardozi and the Guild will have a greater voice in highlighting 
issues faced by Afghan female home producers.  

 
Further relationship-building and research with peer organizations will likely result in 
new ideas and strategies. 

                                                        
45 The Convention has only been ratified by 4 countries as of 2010, but the campaign for ratification 
continues amongst homeworker organisations world wide. 
46 There is now recognition of the fact that homework is on the increase in Europe. Instead of vanishing 
with the development of modern industries, homeworkers have become subcontractors in manufacturing 
industries. This is not craftwork, rather it is a form of mass-manufacturing. In particular, the countries of 
Eastern and Central Europe are favoured for subcontracting because their wages rates are lower than 
those in Western Europe. Nevertheless, homeworkers are also making clothing in Britain, France, Spain, 
Germany, Austria, and the Netherlands (McCormick and Schmitz, 2001). 
47 Women in Informal Employment Globalizing and Organizing 
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ANNEX 5: PEER ORGANIZATIONS RESEARCHED, BY TYPE 

The Guild peer research demonstrated that there are a broad diversity of organizations 
with diverse business models and mandates working in the space of home-worker and 
handcraft industry support.  Table 8 below classifies the peer organizations researched 
by business model. Zardozi is classified as a social enterprise in the table below – for 
definitions of business models, see Annex 3. 
 
 
Table 8: Peer Organizations By Business Model 

# Model Examples 

1 Producer Group • This is the typical format followed by development agencies 
working with women in the handwork sector in Afghanistan, 
e.g. Afghanistan Development Association (ADA)’s Charma 
Dozi Group, Tailoring Group, etc 

2 Working Cooperative • Kabul Dairy Union member Milk Producer Groups (MPGs) 

3 Industry Association • Sabah Pakistan  
• Central Asian Crafts Support Association 
• All India Artisans and Craftworkers Welfare Association 

(AIACA) 
• Afghan Women’s Business Federation / Council 
• Federation of Handicraft Associations of Nepal (FHAN) 
• Homeworkers' Association (Portugal) 

4 Industrial Trade Union • Self-Employed Women’s Association (SEWA) 
• Working Women’s Forum (WWF) 
• Union of Embroidery Industry Workers of Madeira 

5 Social Enterprise • Zardozi  
• Dastkar 
• Women Weave 
• Adithi 
• Aarong 
• Anokhi 
• FabIndia 
• FabIndia’s Community Owned Companies (e.g. Rangsutra 

Crafts India Private Limited Company) 
6 NGO • ArtisanConnect 

• Home Workers Worldwide 
• Homenet International 
• Labour Behind the Label 
• Women in Informal Employment Globalizing and Organizing 

7 Government-funded 
Development 
Corporation 

• Malaysian Handicraft Development Corporation (MHDC) 
• SUPPORT Arts and Crafts International Center of Thailand 
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ANNEX 6: GUILD BENCHMARKING RESEARCH CONTACTS 

Most of the following 25 individuals and organizations listed in Table 9 below were 
contacted by email, phone or face-to-face in the Guild peer research.  A website and 
documentary review was conducted for each organization with a website in English and 
with documents available online.  The bulk of the effort was to identify specific contacts 
for follow-up, and the response was poor.  It is recommended that more work be 
invested in following up with the most important of these organizations, highlighted in 
Section 5.3 of this report. 
 
 
Table 9: Individuals and Organizations Contacted in the Peer Research 

Organization Name Contact Name & Title Email Telephone 
Aarong N/A marketing.aarong@brac.net 

www.aarong.com 
N/A 

Adithi Ganesh Prasad Singh 
Executive Secretary 

adithidumra@rediffmail.com 
adithiwomen@rediffmail.com 
 

+019334910246 

All India Artisans and 
Craftworkers Welfare 
Association (AIACA) 

N/A contactesp@aiacaonline.org 
www.aiacaonline.org 
 

+911126416492/93
/94 

Anokhi N/A www.anokhi.com 
 

N/A 

ArtisanConnect N/A www.artisanconnect.net N/A 
CECAM (Chile) N/A cecamchile@vtr.net 

www.cecamchile.cl 
N/A 

Central Asian Craft 
Support Association 

Dinara 
Chochumbayeva 

cacsa@infotel.kg 
dinachoch@yahoo.com 
www.cacsarc.kg 

+996312620385 

Dastkar Laila Tyabji 
Director 

laila.tyabji@dastkar.org 
www.dastkar.org 

+911126495920/21 

FabIndia William Bissell 
Managing Director 
Charu Sharma, Head 
of Business, Garments 

mailus@fabindia.net 
www.fabindia.net 

+911140692000 

Home Workers 
Worldwide 

Jane Tate 
Karoline 

www.homeworkersww.org.uk 
janetate@gn.apc.org 
info@homeworkersww.org.uk 

N/A 

HomeNet 
International 

N/A www.homenetinternational.com N/A 

Homeworkers' 
Association 
(Portugal) 

Anne Marie Delettrez 
Informal representative 

igreca99@gmail.com  N/A 

Kabul Dairy Union  
  

Ghulam Zekria Ahmad 
Zai, Chairman 
 

kabuldairyunion1@gmail.com 0700677648 

Labour Behind the 
Label 

Sarah Daly sarahkdaly@hotmail.com 
www.labourbehindthelabel.org 

N/A 

Manuela Ramos Josefa Nolte josefanolte@speedy.com.pe N/A 
N/A Fran Redmon 

(instrumental in the 
revival of handcraft in 
Kentucky, USA with 

fredmon@fewbp.net 
 
 

N/A 
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Organization Name Contact Name & Title Email Telephone 
knowledge in guild 
development) 

Rangsutra 
Crafts India Private 
Limited Company 

Sumita Ghose sumita@rangsutra.com 919810592119 

Read Foundation 
(Tamilnadu, South 
India) 

N/A readfoundationindia@rediffmail.
com 
www.readfoundation.org.in 

N/A 

Regional Women’s 
Economic Network 
(RWEN) 

Catherine Sobrevega csobrevega@meda.org.af N/A 

Sabah Pakistan 
(South Asia Area 
Regional Council) 
(SAARC) 

Samina Khan, 
Chairperson of the 
Board of Directors 
Nuzhat Tabassum, 
Executive Director 

samina.khan@sungi.org N/A 

Self Employed 
Women's Association 
(SEWA)  

Megha Desai 
SEWA Representative, 
Sabah Afghanistan 
program 

mail@sewa.org www.sewa.org 
 

917925506444 / 
25506477 / 
25506441 
 

Union of Embroidery 
Industry Workers of 
Madeira (Sindicato 
dos Trabalhadores 
da Indústria de 
Bordados da 
Madeira) 

Madiera Guida Vieira 
(retired, former leader 
of the union for >20 
years [1975-2001]; she 
cannot speak English 
but has a daughter 
who can) 

guida_vieira@yahoo.com 
sbordados@sap.pt 
www.bordadomadeira.pt/the-
embroiderer-/menu-id-34.html 
www.eurofound.europa.eu/eiro/1
998/08/inbrief/pt9808195n.htm 

N/A 

Women in Informal 
Employment 
Globalizing and 
Organizing 

N/A www.wiego.org N/A 

Women Weave Sally Holkar info@womenweave.org 
www.womenweave.org/about.ht
ml 

N/A 

Working Women’s 
Forum 

Jaya Arunachalam wwforum@eth.net 
www.workingwomensforum.org 

N/A 

 



Guild and Market Development Report 

 

 69 

ANNEX 7: TRADE FAIR PERFORMANCE 

The consultant reviewed all four trade fair reports and prepared a simple table to 
compare basic parameters of attendance and orders. The field colored in purple 
indicates a recommended performance measures for future trade fair events. 
 
 
Table 10: Comparative Trade Fair Statistics (2009-2010) 

 AUGUST 2009 APRIL 2010 JUNE 2010 OCT. 2010 
# sale agents 
exhibiting 27 34 29 21 

# shopkeepers 
attending 50 45 41 No data 

# shopkeepers 
placing orders 
(%) 

9 (18%) 22 (49%) 21 (51%) 17 

% SAs receiving 
orders 16 24 24 17 

# distinctive 
products 
showcased 

No data No data No data No data 

# distinctive 
products ordered No data No data 27 11 

# of orders for 
one sample No data No data 15 4 

Range of order 
sizes No data No data 1-200 items 1-180 items 

Average order 
size No data No data 13 24 

Median order 
size No data No data 3 2 

Top 5 Best 
selling products 

No data No data 

• Embroidered 
shirts 
• Mirror shirts 
• Laili dress 
• Kandahari shirts 

for men 
• Beaded mirror 

shirt 

• Embroidered 
shirts 
• Beaded yakhan 
• Chador 
• Kandahari 

yakhan for men 
• Beaded panjabi 

Follow up 
success rate  
(% of sales 
agents 
completing 
orders) 

No data No data 
23 of 24 (96%) 
sales agents 

completed orders  

12 of 17 (70%) 
sales agents 

completed orders 
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ANNEX 8: SENIOR MANAGEMENT WORKSHOP AGENDA 
 
Guild & Market Development Workshop 
February 7, 2011: 9:00 AM – 4:00 PM 
 
Workshop Purpose: To engage the Zardozi management team in reviewing and 
steering key Guild and Marketing strategies and recommendations. 
 
9:00 – 9:15 
Islamic Invocation        Mr. Laiq Saminm 
Welcome and Introduction to the Workshop     Dr. KJ Wilson 
Purpose of Workshop & Overview of Agenda   Ms. Barb Everdene 
 
9:15 – 10:45 
Principles of the Market Development Approach  
Commercial Sustainability & Strategic Gender Needs 
Group Feedback: What Zardozi Has Achieved   Ms. Barb Everdene
  
Zardozi Long Term Vision      Dr. KJ Wilson 
 
10:45 – 11:00 
Break 
 
11:00 – 12:30 
Guild Organizational and Implementation Plan    Dr. KJ Wilson 
Report on Peer Research & Recommended Guild Model  Ms. Barb Everdene 
Discussion: Five-Year Vision for the Guild    Dr. KJ Wilson 
 
12:30 – 1:15 
Lunch Break 
 
1:15 – 2:30 
Guild Capacity Building Plan     Ms. Barb Everdene 
Discussion of Priority Trainings for 2011 
      
2:30 - 2:45 
Break 
  
2:45 – 4:00 
Trade and Marketing Plan & Trader Engagement   Dr. KJ Wilson 
Presentation of Key Recommendations     Ms. Barb Everdene 
Discussion: Regional Goals for Kabul, Mazar & Jalalabad  Mr. Laiq Saminm 
 
Closing Remarks from Dr. KJ Wilson 


