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Kenyaf6s agricultural sector continues to play a central role in
export markets remain an underexplored frontier 0 one that offers opportunities for higher margins, stable demand, and
business expansion. This Export Readiness Playbook has been developed to help Kenyan agriSMEs navigate that journey with

confidence. It serves as a practical, step -by-step guide to understanding what it takes to enter, compete, and succeed in
international markets.

Drawing on the experiences of agribusinesses supported under the CASA Kenya programme, the Playbook distils lessons from
real-world cases and translates them into actionable advice. The Playbook is organised into sequential sections that mirror the
nat ur al progression of an exporter®s journey:

@ Initial market assessment

@ Initial customer engagement

@ Understanding certification and specifications

@ Production and cost assessment

@ Financial planning

Buyer retention and growth

Each section combines practical guidance, illustrative case studies, and tips to help you assess your readiness and make
informed decisions at every stage.

Whether you are an agribusiness taking your first steps into export or one looking to expand into new markets, this Playbook
provides the structure and insight needed to chart your course, from opportunity identification to sustained export success.



e . . bjective: blish high - | ke
@ Initial market assessment: Do exports represent an attractive opportunity? '5.21‘ I e T

So, youd6re interested in entering the export market. As a rdiandithe oppstiniégs and challéngese s s ent
for your product. This can be done through online resources, trade websites, or conversations with trade associations . The goal at this stage is to gather enough
information to identify promising markets and potential buyers before investing significant time and resources. Below are three key questions to guide you:

Is there strong and growing market demand for my product?

What is the outcome of the initial market

O Identify international markets that purchase large volumes of your product, either through

. : : ment?
domestic production or imports. EEE BT

OFocus on countries or regions within Kenyads exi SEEYAGCKNIRIISEEIREESES S SYelVigJINlEs ers
consumption volumes and year  -on-year growth. should have:
O Target markets showing at least double  -digit annual consumption growth for your product. This is A A longlist and shortlist of potential markets and
an indicator of healthy demand and signals opportunities for new entrants. buyers; and
A A set of prioritisation criteria to guide initial

O Map out key buyers in these markets and prepare short profiles summarizing purchase volumes,

S . . . . . outreach.
indicative prices (if available), and current sourcing countries.

A simple prioritisation framework might include:

How significant are the barriers to entry for the most attractive markets? _
Desired purchase volumes;

O Review the import regulations and ensure they are clear and not overly restrictive. . Ease or flexibility of quality requirements;
Experience buying from Kenya or East Africa;
and

Indicative prices offered.

O Check whether the sector has a defined structure for self -regulation and quality standards (e.qg.,
certifications, labelling requirements, or phytosanitary standards).

O Assess the degree of market openness, i.e. whether the country is generally receptive to imported
agricultural products. Use this information to create a simple  CRM
tracker to organize your outreach and follow

O Evaluate the logistical connectivity of the market (e.g. access to international trade routes) to
ups.

determine if shipping costs or transport constraints could make exports uncompetitive.

f? See here for an example CRM tracker.

If similar products are already exported from Kenya, this suggests that there might be existing
export capacity and infrastructure that your business could leverage, such as certified \ ’

packhouses, cold -chain facilities, or Export Processing Zones (EPZs), \ . \

If the product is not yet exported from Kenya, you may need to conduct additional agronomic or \ ’ §; \’ §; \ ’
production research to determine whether Kenya can produce competitively in terms of cost, \ ’ \’ \’ \’ \ ’

quality, and consistency. This will be discussed in later sections.


https://drive.google.com/file/d/1z4xyRhp2_gtfiqpZM_hmz6uJl6woMpq1/view?usp=drive_link
https://docs.google.com/spreadsheets/d/1ZmpYgzEP9zSpWRU2Ena59du2LJ2cQfm4/copy?usp=sharing&ouid=110965279469032078086&rtpof=true&sd=true

@ Initial market assessment: Do exports represent an attractive opportunity? 'g.'-:%

n Key Risks

When gathering mar ket intell i genc elmiatdndasd risken phatrmayeaffect ydumanalygs amdwa r e ¢
decisions.

Government trade statistics are often outdated or incomplete. Always validate
official data through cross -checks with trade associations, other exporters, and
potential buyers to ensure you have an accurate picture of market trends and
volumes.

Outdated or
incomplete export
data

Climate -related
disruptions

Global trade dynamics are shifting as many countries adopt more protectionist
policies. Exporters should:

Diversify their target markets to reduce dependence on any single buyer or

Geopolitical and region;

trade policy instability Stay informed on trade policy changes, tariffs, and sanctions that could
affect competitiveness; and

Regularly update their market opportunity analysis to reflect evolving risks and
conditions.




Objective: Understand customer demand
your productds fit and c
target markets.

@ Initial customer engagement: What are customers looking for??

Once youodve identified

requirements.

pr omi s ienggge potenti&l buyess, to daume tinel interestsintyeupprodust(s)tand better understand their

g TIP

To establish credibility with buyers,
present a professional and trustworthy
aimate. Atsniniendnd, prepdre: ng dir ect

Finding and connecting with buyers

Leverage your existing networks and
buyers. Dondt

trade associations _ to obtain introductions or access databases of potential
overl ook Linkedln as a tool for identifying

distributors.

International trade fairs are also excellent opportunities to meet multiple buyers in one place

chains host at least one annual global or regional event.

& most major value

NOTE:There are usually costs associated with this step. These could include trade association membership fees, travel
and exhibition costs for trade fairs, or attendance at networking events. Your business should actively plan and

budget for these expenses.

Key areas to explore during buyer conversations

When speaking with potential customers, focus on the following aspects to assess whether there is a realistic and mutually be

Volume Requirements

o

Det ermi ne whet her
demand aligns with your

production capacity. A buyer may

be too large or too small for your
needs. For example, if your

business currently produces 100

tonnes per month, a buyer
sourcing 1,000 tonnes per day
would not be a viable fit at this
stage.

Product Specifications

&

Clarify the buyerd
around quality standards, variety,

size, and other specifications.

Obtain this information in writing
whenever possible as this will be
essential for the technical and
commercial feasibility analysis

covered later in this playbook.

Pricing Expectations

&

Buyers will often ask about pricing
early on; however, you should
avoid committing to a firm price
before youdve comp
feasibility and cost analysis. If the
product is already exported from
Kenya, you can share a broad
illustrative price range, while
noting that a detailed quote will
follow if mutual interest is
confirmed.

A
A
A

A simple but well -designed
website,

A dedicated business email
address

Digital product brochures or fliers,
and

Printed business cards for
networking events and trade fairs.

neficial opportunity:

Payment Terms

&

Payment terms can significantly
affect the risk and cash flow of

your export business. Be cautious if
buyers propose long credit periods
or shift most responsibilities and
costs of the trade to you (as
defined by the relevant

6l ncoter md) ;
could potentially be offset by
higher prices or larger order
volumes. See Box 1 for more detail
on different Incoterms.

howev



https://drive.google.com/file/d/1z4xyRhp2_gtfiqpZM_hmz6uJl6woMpq1/view?usp=drive_link

Identifying market opportunities & The case of Exotic EPZ

Exotic EPZ, a Nairobi -based macadamia nut processor and exporter, sources primarily from smallholder farmers. Through CASA Kenya , the business received
technical assistance to strengthen its customer base in existing markets and to expand into new international geographies.

As part of this support, CASA Kenya commissioned a macadamia market study that provided strong evidence of a well -defined market opportunity and
demonstrated significant buyer interest in both raw and value -added macadamia products.

The report revealed that the global macadamia market was valued at approximately USD 1.58 billion in 2022, with a projected c omp ound annual growth rate
(CAGR) of 9.3% through 2030. This expansion is being driven by global consumer trends favouring healthy, plant -based snacks and rising awareness of

macadami asd nutritional and health benefits.
| mportantly, the study also identified a clear mar ket ni che entandthe&pxemiummc EPZ: di st

Oroasteddddaddiéee segment. The | atter offers higher margins and -labl trendsirokeygtowth markétd u e n
such as the United States (the largest and fastest  -growing destination), Europe, and the Middle East.

Exotic EPZ

Li# fdwr




-

BOX 1: PRICING TERMINOLOGY0 dNCOTERMS

There are several price structures in international trade, commonly referred to as Incoterms . These terms indicate which
party (buyer or seller) bears specific costs and risks. The following are commonly used Incoterms:

O Ex-Works / Ex-Warehouse / Ex -Factory (EXW): This refers to the price at which the product leaves the factory or
warehouse, and indicates that from that moment onwards, the buyer bears all costs and risks including loading the
goods, export clearance, transportation to destination country, import clearance and customs, and delivery to final
destination.

O Free on Board (FOB): This term is specifically related to sea transport, and indicates that the seller is responsible for
delivering the goods to the port of shipment, clearing the goods, and loading them onto the shipping vessel and the risk
transfers to the buyer once the goods are on board the vessel|l.
pointé where the buyer takes responsibility once goods are | qad
destinationd6, whi ch, i f specified, mi ght mean that the risk fra

O Cost, Insurance and Freight (CIF): Also a term specific to sea transport, here the seller bears the responsibility and cost of
delivering the goods to the agreed port of destination, and also takes out minimum insurance cover for the goods during
transit. Risk transfers to the buyer once the goods are loaded onto the vessel at the port of shipment, but the seller pays
for transport and insurance to the destination port. The buyer then covers import clearance and customs, as well as
transport to the final destination.

O Free Carrier (FCA): Under FCA, the seller delivers the goods, cleared for export, to a carrier or other party nominated by
the buyer at a named place (which could be the sellerds pr emils
assumes risk and cost. FCA can be used for any mode of transport (including sea, air, or road).

O Delivered at Place (DAP): Under DAP, the seller is responsible for all costs and risks up to the point of unloading at a
named destination chosen by the buyer, at which point risk transfers to the buyer. The seller bears all risks and costs of
bringing the goods to that place (excluding import duties/taxes) and clears for export. The buyer is responsible for
unloading and import formalities.

O Delivered Duty Paid (DDP): Thi s term places maxi mum obligation on the sell er.
country, at the named destination, pays for all costs and bears all risks of bringing the goods there, including import
duties, taxes, and customs clearance. The buyer only unloads. Because of the high responsibility on the seller, DDP should
be used with care i f you (as exporter) are unfamiliar with the
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. e . - . - . Objective: Maintain a clear understanding
@ Understanding certification and specifications: What are the additional requirements? of the certification and standards required
for the target markets.

When preparing to export, it is critical to understand the difference between product specifications and certifications , and how both affect your production,
cost structure, and market access.

Product Specification Certification

A detailed, documented list of requirements that a product must meet,
prescribed by the specific buyer . These requirements define what the

product must look like, how it must be packaged, and the standards it

must meet to satisfy that buyerofs expe

Examples include: Produce size, colour, or variety; packaging format
and labelling details; moisture content, residue levels, or shelf -life
parameters.

During the initial market and buyer assessments, you should map out both the unique buyer specifications and the certificatio n requirements of the buyer or
target market .

Note: This will be two separate sets of requirements . For example, a buyer may request that their fruits be only of a certain size (specification) and be sourced
from Global GAP certified farms (certification). Understanding both helps you plan your production processes and accurately e stimate costs during your

technical and commercial feasibility analysis (covered in the next section).

Getting certified:

To obtain certification, you will need to engage a qualified consultant or Kenya has a well -developed certification and audit industry, so most
certification body to guide your business through the process. This involves: international certification can be conducted by local consultants. For
instance, Global G.A.P. maintains a list of registered consultants and trainers

A Preparing Standard Operating Procedures (SOPs) and internal ; ] : "
in Kenya, available on its  official website .

documentation;
A Conducting staff training and awareness sessions; ‘
A Establishing record -keeping systems and traceability mechanisms; and \‘ \

'
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A Undergoing internal and external audits before certification is granted. \’ §’
\Y4



https://drive.google.com/file/d/1lDynFJ1uGQV1d9kburR7snPjhhO5dIrN/view?usp=drive_link
https://www.globalgap.org/capacity-building/registered-trainer-program/?Registered+trainers=%7B%22columnFilters%22%3A%5B%7B%22id%22%3A%22country%22%2C%22value%22%3A%22Kenya%22%7D%5D%2C%22globalFilter%22%3A%22%22%2C%22sorting%22%3A%5B%7B%22id%22%3A%22registeredTrainers%22%2C%22desc%22%3Afalse%7D%5D%2C%22pagination%22%3A%7B%22pageIndex%22%3A0%2C%22pageSize%22%3A15%7D%7D

'@ Case Study: Mapping macadamia
L2 specifications and certifications for Exotic EPZ

Exotic EPZ

Li fdwr

The market assessment commissioned by CASA Kenya mapped out the key
certification requirements and trade re
export markets. These included: Food safety certifications such as HACCP

and ISO 9001; phytosanitary certificates required for imports; and

consumer -facing certifications like organic or kosher standards for

packaged, roasted products.

The report also detailed buyer specification requirements, including critical
guality parameters for raw nuts, such as final kernel moisture content and
preferred trade form (in  -shell or shelled). For roasted or value -added
products, specifications extended to packaging and labelling, for

instance, using vacuum -sealed packaging for long transit periods and
including market -specific labelling such as nutritional facts, allergen
information, or Arabic -language packaging for Middle Eastern markets.

Importantly, the buyer assessment identified growing global demand for

organically certified macadamia nuts, highlighting a new market

opportunity for Exotic to pursue. Based on these insights, and with CASA :
Kenyads support, the company plans to o
coming year to strengthen its competitiveness and market access.

While certifications such as Rainforest Alliance, Fairtrade, USDA Organic,
and EU Organic can open access to premium market segments, they

are also costly to acquire and maintain, and are not always

prerequisites for exporting into certain markets. Before pursuing
certification, always assess whether they are in fact required and

whether the expected price uplift justifies the full cost of certification,
including preparation, audits, and annual renewals.




. __ . Objective: Determine the feasibility of
@ Production and cost assessment: What will it take to meet client demand? meeting client demand from production
side and the associated cost.

Once you have identified promising markets and potential customers, the next step is to assess whether your

business can consistently supply products that meet buyer expectations in terms of quality, volume, and A

price. @ TI P

At this stage, your focus should be on  understanding the technical and commercial feasibility of production : Having a customer product

starting with the cost of production at the farm level. This analysis will determine whether you can produce specification document will be
competitively while maintaining acceptable profit margins. essential in assessing current quality

and any improvements required to

The way you conduct this assessment will vary depending on whether the crop is already being grown in el e e

Kenya (by you or another person) or if it's a new crop that requires field trials / piloting. The decision tree
below sets out the questions to which you will need to obtain answers, depending on your context:

As a final step in your production and

Engage current producers cost assessment, engage the relevant
Othersgrowths ___, orexperienced production What are the gaps? Ministry of Agriculture crop directorate
crop agronomists to answer the
below questions. E What needs to be done to address these to understand any regulatory
2 gaps? requirements related to the cro  p, for
@ : . Does the current product - i Rrh i
g | aready grow this __ Sl oet customer quality How much will it add to the unit cost of instance, minimum  farmgate prices
P requirements2 the product at farmgate to do so? guality standards, or export permits.
\ } Each crop in Kenya falls under a
Is the crop specific directorate within the Ministry.
currently being B Y See listhere .

grown in Kenya?
Do | currently grow or source

i T T This analysis will enable you to start

“g customer needs? building a simple commercial model
2 to establish whether, and under what
- Is *:;31_"0'“;“9 O_VC'i!gb'e _?J]The circumstances, exporting will be
* g Ime 10 colnciae wi q . .
A el e ; commercially viable for your business

No

Can | ramp up my production/
sourcing volumes with my
existing infrastructure or do |
need to invest in additional
production capabilities? .

Crop requires piloting and
field testing

'L
A\ N
'L
A\ N



https://statistics.kilimo.go.ke/en/
https://www.afa.go.ke/

A
Q Case Study: Assessing production feasibility 0 The case of Cinch Markets

Cinch Markets, a Kenya -based farmland aggregation company, is piloting a mosaic farming model to grow fruits, vegetables, and fl
initial discussions with a potential buyer, the buyer requested summer flowers that Cinch was not yet producing.

owers for export. During

Recogni zing a potential market opportunity, Cinchds agronomy t eamagroromi@potoenld t he

tailored to the summer flowers. The team then estimated all input and labour costs, calculated the expected yield per hectare
price to assess commercial viability.

Their analysis showed that the crop could be profitably produced under existing conditions. Cinch proceeded with a short prod
refine their cost and yield estimates. They then shared sample consignments with potential buyers, which helped strengthen ne

,and used t he

uction trial, using the results to
got iations and demonstrate that

they could reliably meet the buyerodés quality standards at the agreed price

This process illustrates the importance of combining agronomic validation with cost modelling early in the export readiness |
production opportunities are both technically feasible and commercially sustainable before scaling.

ourney, ensuring that new

11



