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A first order proves that one 
transaction was possible.

It does not prove that a market has 
been built.
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T H E  C E N T R A L  D I S T I N C T I O N

A company entering a new market usually begins by asking who can sell its products there.

A distributor, agent, importer, OEM or local industrial partner may all provide valid routes. The
mistake is not appointing an intermediary. The mistake is assuming that the appointment itself
creates a market position.

A signed agreement proves interest. An exclusive contract proves that a territory has been
assigned. Neither proves that the company understands the market, controls its position or can
repeat the result.

This paper identifies where apparent market access begins to diverge from a sustainable
commercial structure.

The four dimensions of market entry
Access opens the market. Control, execution and continuity determine whether the
company can remain.

ACCESS

Who reaches the right 
customers and 

decision-makers?

CONTROL

Who controls 
positioning, pricing 

and market 
feedback?

EXECUTION

Who carries logistics, 
support, compliance 

and service?

CONTINUITY

What remains if the 
first partner leaves?
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Distribution

Access before alignment

The distributor may provide market access 
before the manufacturer has verified what 
that access really represents.
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Access before alignment

Selecting a distributor already active in the market often appears to be the simplest route. The
manufacturer gains access to customers, logistics, credibility and an existing commercial
structure. The distributor gains a new product, additional margin and possible territorial
protection.

The logic is clear to both sides. The manufacturer needs access. The distributor claims to control
it.

The first risk appears when that market weight is accepted without verification. A broad
catalogue, large customer database or declared national presence does not necessarily prove
active relationships, access to decision-makers, effective territorial reach, technical capability or
willingness to prioritise the new offer.

How the market reaches the manufacturer

MANUFACTURER

Receives interpreted 
feedback

DISTRIBUTOR

Portfolio priorities
Margin and stock risk

MARKET

Customers, applications and 
objections

Weak distributor sales are not automatically evidence of weak 
market demand.
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Portfolio alignment, exclusivity and control

Portfolio alignment

Once appointed, the distributor controls how the product is positioned inside its wider offer. The
manufacturer receives filtered feedback and may not know which alternatives are presented, how
strongly the sales team promotes the product, which customers are targeted or why opportunities are
lost. A distributor naturally prioritises products that rotate faster, generate reliable margin and create
lower technical or stock exposure.

Exclusivity and dependency

Exclusivity can be justified when the distributor invests in stock, technical capability and market
development. It becomes dangerous when granted before demand, target applications, distributor
capability and alternative channels have been validated. An annual purchasing target confirms
purchases. It does not necessarily confirm structured market development.

Control of the offer

A distributor may request product modifications, special pricing or customised solutions. Some
requests reflect genuine market needs. Others solve only one opportunity. The distributor controls the
commercial promise, while the manufacturer carries the engineering cost, margin pressure and
technical risk.

A distributor can accelerate access. It cannot replace independent market 
understanding.
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Agents and Local Business 
Developers
Flexibility without clarity

The agent model becomes unstable when 
territory, customer ownership, 
remuneration and authority are not defined 
together.
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Flexibility without structural clarity

Contractual territory versus real access

A territory may appear substantial on a map but remain commercially narrow. If the decision centre is 
excluded, the agent may have sites in the territory but no authority over the account.

Direct accounts and customer ownership

The distortion appears when an account becomes strategic only after the local representative has
developed it. Customer ownership cannot remain ambiguous until the account becomes attractive.

Commission-only market construction

The model can work when the product is market-ready and opportunities are protected. It fails when
the agent finances market research and qualification before remuneration is possible.

Responsibility and authority

The manufacturer cannot retain every important decision and then judge the local representative as
though the outcome were entirely under their control.

The structural imbalance

MANUFACTURER RETAINS AGENT CARRIES

Pricing and stock decisions Prospecting cost

Product availability Market uncertainty

Direct-account control Local relationships

Final authority Commercial accountability
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The Manufacturer

The architecture cannot be delegated

Many channel failures originate upstream, 
before the first distributor or agent is 
appointed.
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The architecture cannot be delegated

Product-market fit

A technically advanced product may exceed what the target customer needs or is prepared to pay for.
Discounts and repeated customization do not solve the positioning problem.

Operational readiness

A compliant product may still be difficult to develop because of stock, delivery times, warranty,
regulatory procedures, documentation or back-office coordination.

Credibility and support

Technical markets require confidence: how the product is applied, who supports it, what happens
when it fails and who carries responsibility.

Internal incoherence

Parallel transactions from headquarters, key accounts or separate product initiatives may be rational
alone, but together they create pricing inconsistency, unclear ownership and channel conflict.

How internal weakness becomes market noise

UNCLEAR
OFFER

UNSUITABLE
CHANNEL

OPERATIONAL
EXCEPTIONS

CONFLICTING
DECISIONS

ISOLATED
SALES

The first strategic question is not “Who can sell this?” but “What structure 
must exist for this offer to be sold, supported and repeated?”
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T H E  E X E C U T I V E  T E S T

Four questions before appointing the first 
partner

ACCESS Who reaches the right customers and decision-makers?

CONTROL Who controls positioning, pricing and market feedback?

EXECUTION Who carries logistics, support, compliance and service?

CONTINUITY What remains if the first partner leaves?

If the answers depend entirely on one external partner, the 
company has obtained access. It has not yet built a 

structure.
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C O N C L U S I O N

From access to architecture

Distributors, agents and industrial partners can all be effective routes into a new market. The
problem is not the intermediary. The problem is delegating decisions the manufacturer has
not yet made.

The distributor may provide customers, logistics and credibility. The agent may provide local
knowledge, flexibility and access. But neither can substitute for product-market fit,
operational readiness, channel governance, internal coherence and continuity planning.

Market activity is not market control.

Contractual coverage is not operational coverage.

A first deal is not a repeatable model.

Borrowed access is not a market structure.

Access can open the market.
Structure determines whether the company can remain.

Market-entry discussions should begin by clarifying access, control, execution and 
continuity before selecting the first commercial partner.
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Expansion is not acceleration. It is architecture.

M I C A D
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