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ECONOMIC DIPLOMACY AS THE EXTERNAL 
TIER OF INVESTMENT GOVERNANCE: 
INSTITUTIONAL DESIGN AND 
IMPLEMENTATION GAPS IN UZBEKISTAN

Imamov Javokhir 
Ministry of Investment, Industry and Trade of the Republic of Uzbekistan 

E-mail: imamovjavoxir@gmail.com 

Abstract. Trade and economic counsellors at embassies, trade representations abroad, and deputy ministers responsible 
for groups of countries constitute the external tier of trade and investment governance in Uzbekistan. This tier facilitates 
investment agreements and export opportunities, while their implementation depends on coordination with regional and 
sectoral governance tiers. The study aims to analyse the institutional structure of the external tier and assess the relation-
ship between investment agreements and their implementation. The research employs documentary analysis of legal acts 
and official records covering 2017–2026, comparative analysis of trade and investment promotion systems in the Repub-
lic of Korea and Ireland, and quantitative assessment using implementation indicators derived from official statistics. The 
findings indicate that the external tier has evolved through successive institutional stages and that trade and economic 
counsellors are accountable to at least four supervisory authorities. Agreements concluded during 52 high-level visits 
encompass 1,617 projects valued at USD 213 billion, representing approximately 1.7 times the total foreign investment 
and credits recorded during 2017–2025. Even under the most favourable assumption, the estimated implementation ratio 
does not exceed 58%. The study proposes assigning a single responsible authority to each country portfolio, introducing 
project-pipeline-based performance indicators for counsellors, and strengthening institutional coordination between diplo-
matic missions and regional authorities.

Keywords: economic diplomacy; commercial diplomacy; trade and economic counsellor; investment promotion; export 
promotion; roadmap; principal–agent relationships; Uzbekistan.

Annotatsiya. O‘zbekistonda savdo va investitsiyalarni boshqarishning tashqi bo‘g‘ini, jumladan, elchixonalardagi sav-
do-iqtisodiy masalalar bo‘yicha maslahatchilar, xorijdagi savdo vakolatxonalari hamda mamlakatlar guruhlariga biriktirilgan 
vazir o‘rinbosarlarining institutsional faoliyati tahlil qilingan. Tadqiqotda 2017–2026-yillarga oid normativ-huquqiy hujjatlar 
va rasmiy ma’lumotlarning hujjatli tahlili, Koreya Respublikasi hamda Irlandiyaning savdo va investitsiyalarni rag‘batlant-
irish tizimlarini qiyosiy o‘rganish, shuningdek, rasmiy statistik ma’lumotlarga asoslangan amalga oshirish ko‘rsatkichlarini 
baholash usullaridan foydalanilgan. Natijalar tashqi boshqaruv bo‘g‘ini bosqichma-bosqich shakllanganini va savdo-iqti-
sodiy maslahatchilar kamida to‘rtta rahbarlik instansiyasi oldida hisobdor ekanini ko‘rsatadi. Oliy darajadagi 52 ta tashrif 
davomida umumiy qiymati 213 mlrd AQSH dollariga teng bo‘lgan 1 617 ta loyiha yuzasidan kelishuvlarga erishilgan. 
Mazkur qiymat 2017–2025-yillarda qayd etilgan jami xorijiy investitsiyalar va kreditlar hajmidan qariyb 1,7 barobar yuqori 
bo‘lib, eng qulay hisoblash sharoitida ham amalga oshirish koeffitsiyenti 58 foizdan oshmasligi baholangan. Har bir mam-
lakat bo‘yicha investitsiya loyihalari portfeli uchun yagona mas’ulni belgilash, maslahatchilar faoliyatini loyihalar portfelin-
ing shakllanishi va amalga oshirilishiga asoslangan ko‘rsatkichlar orqali baholash hamda diplomatik vakolatxonalar bilan 
hududiy boshqaruv organlari o‘rtasidagi institutsional muvofiqlashtirishni kuchaytirish taklif etilgan.

Kalit so‘zlar: iqtisodiy diplomatiya, tijorat diplomatiyasi, savdo-iqtisodiy maslahatchi, investitsiyalarni rag‘batlantirish, 
eksportni qo‘llab-quvvatlash, yo‘l xaritasi, prinsipial–agent munosabatlari, O‘zbekiston.

Аннотация. Институциональная структура внешнего уровня управления торговлей и инвестициями в Узбекистане, 
включающая советников по торгово-экономическим вопросам при посольствах, торговые представительства 
за рубежом и заместителей министров, ответственных за группы стран, исследована с позиции координации 
инвестиционных соглашений и их реализации. Методология исследования основана на документальном анализе 
нормативно-правовых актов и официальных материалов за 2017–2026 годы, сравнительном изучении систем 
продвижения торговли и инвестиций Республики Корея и Ирландии, а также количественной оценке показателей 
реализации соглашений на основе официальных статистических данных. Установлено, что внешний уровень 
управления формировался последовательно, а советники по торгово-экономическим вопросам подотчётны как 
минимум четырём руководящим инстанциям. В ходе 52 визитов на высшем уровне достигнуты договорённости 
по 1 617 проектам общей стоимостью 213 млрд долларов США, что приблизительно в 1,7 раза превышает 
совокупный объём иностранных инвестиций и кредитов, зарегистрированных за 2017–2025 годы. Даже при 
наиболее благоприятных допущениях расчётный коэффициент реализации не превышает 58%. Предложены 
закрепление единого ответственного за инвестиционный портфель каждой страны, внедрение показателей 
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эффективности работы советников на основе формирования и реализации проектного портфеля, а также 
укрепление институциональной координации между дипломатическими представительствами и региональными 
органами управления.

Ключевые слова: экономическая дипломатия, коммерческая дипломатия, торгово-экономический советник, 
привлечение инвестиций, продвижение экспорта, дорожная карта, принципал-агентские отношения, Узбекистан.

I N T R O D U C T I O N
Economic diplomacy has become one of the main channels through which Uzbekistan attracts investment 

and opens markets. According to official data, agreements on 1,617 investment projects worth USD 213 billion 
were reached during 52 high-level visits in recent years, and their roadmaps have been placed under the 
supervision of the Accounts Chamber and the Ministry of Foreign Affairs [1]. In July 2026, the Head of State 
instructed the Prime Minister to review project implementation weekly, country by country, together with sectoral 
heads, khokims, and ambassadors, and tasked the Presidential Administration with reviewing the performance 
of diplomatic missions in economic diplomacy, investment, and exports [1].

L I T E R A T U R E  R E V I E W
The international literature supports the view that diplomatic and promotion networks play an important role 

in trade and investment. Rose found that the presence of embassies and consulates is associated with higher 
exports to host countries [2]. A meta-analysis by Moons and van Bergeijk concluded that economic diplomacy 
has, on average, a positive effect on trade and investment, although estimates vary considerably across 
instruments and studies [3]. Investment promotion agencies contribute to increasing foreign direct investment, 
especially where information asymmetries are high [4], while export promotion agencies contribute to export 
growth [5; 6]. At the same time, Head and Ries found no statistically significant lasting effect of Canadian trade 
missions on trade [7], suggesting that the form of diplomatic activity, rather than merely its presence, influences 
outcomes. The literature on commercial diplomacy emphasises the organisational choices of governments, 
including which institutions employ economic staff abroad and to whom these employees report [8].

Most empirical studies estimate the effects of the presence of diplomatic missions, while relatively 
fewer examine how the external tier is governed and how it is linked to domestic institutions responsible for 
implementing projects. For Uzbekistan, where the external tier has developed rapidly, this issue is of particular 
practical importance. The purpose of this article is to analyse the institutional design of the external tier of 
trade and investment governance in Uzbekistan and to assess the relationship between agreements and 
their implementation. The tasks are to map the actors and their reporting lines, estimate the scale of the 
implementation gap using official data, compare the institutional design with international practices, and 
formulate practical proposals.

R E S E A R C H  M E T H O D O L O G Y
The study is based on documentary analysis of legal acts published in the National Database of Legislation, 

particularly Decree No. DP-1111 of 21 July 2023 and Resolution No. RP-50262 of 15 March 2021 [9; 10], as well 
as official records of presidential meetings on investment and exports published on president.uz during 2017–
2026 [1; 11; 12; 13]. Reporting lines were mapped using a principal–agent framework, in which the number of 
principals to whom an agent is accountable is considered a factor that may weaken incentives [14]. Statistical 
data on foreign investment were obtained from official sources [15]. To compare the value of agreements with 
actual inflows, a realisation indicator was calculated using the value of agreed projects and cumulative foreign 
investment and credits recorded during 2017–2025. Because the periods and coverage of the two values do 
not fully coincide, the indicator is used as an upper-bound estimate. For comparative purposes, the institutional 
arrangements of the Korea Trade-Investment Promotion Agency (KOTRA) and IDA Ireland were examined 
using their official publications [16; 17; 18]. The study does not use mission-level performance data, as these 
data are not publicly available.

A N A LY S I S  A N D  R E S U LT S
Composition of the External Tier. Table 1 presents the main actors of the external tier and their legal bases.

1	  https://lex.uz/docs/6991671 
2	  https://lex.uz/docs/7575108 
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Table 1. Actors of the External Tier of Trade and Investment Governance in Uzbekistan3

Actor Main function Legal basis and reporting Actor
Trade and economic 
counsellors at embassies

Investor identification, 
market information, support 
for exporters and bilateral 
agreements

Staff members of 
diplomatic missions of the 
Ministry of Foreign Affairs; 
activities coordinated by 
MIIT [9]

Trade and economic 
counsellors at embassies

Trade Representation of 
Uzbekistan in the Russian 
Federation

Investment, exports, 
industrial cooperation, and 
logistics in a key market

Established under 
PQ-5026 (2021); renamed 
by UP-111 [9; 10]

Trade Representation of 
Uzbekistan in the Russian 
Federation

Deputy ministers of MIIT 
assigned to groups of 
countries

Cooperation with investors 
from assigned countries

Five deputy ministers 
responsible for five groups 
of countries, UP-111, 
Annex 9 [9]

Deputy ministers of MIIT 
assigned to groups of 
countries

Permanent representatives 
at international financial 
institutions

Attraction of resources 
from international financial 
institutions (IFIs)

Activities coordinated by 
MIIT [9]

Permanent representatives 
at international financial 
institutions

Evolution of Reporting Lines
The reporting lines of the external tier have evolved through successive stages of reform. In 2017, trade 

and economic counsellors were included in the nomenclature of the newly established State Committee for 
Investments and reported to it [11]. In January 2019, ambassadors were assigned to regions, the Prime Minister 
began reviewing investment utilisation with ambassadors, and the Ministry of Foreign Affairs and ambassadors 
were tasked with attracting foreign investors to projects listed in a unified online database [12]. Decree UP-111 
of 2023 entrusted MIIT with coordinating the activities of staff members of Uzbek institutions abroad engaged in 
foreign economic activities and assigned deputy ministers to groups of countries [9]. In 2026, weekly country-
specific reviews chaired by the Prime Minister, performance reviews of diplomatic missions by the Presidential 
Administration, and monitoring of roadmaps by the Accounts Chamber and the Ministry of Foreign Affairs were 
introduced [1].

Consequently, a trade and economic counsellor is currently accountable to at least four supervisory entities: 
the head of the diplomatic mission, MIIT as the coordinating ministry, the deputy minister responsible for the 
relevant country group, and the weekly country review mechanism chaired by the Prime Minister, with additional 
external monitoring of roadmaps by the Accounts Chamber. Each supervisory entity has legitimate institutional 
responsibilities; however, a unified document establishing the counsellor’s objectives and performance 
indicators across these entities has not been identified.

Realisation of Agreements
The value of agreements reached during high-level visits can be compared with recorded foreign investment 

inflows (Table 2).

Table 2. Value of Agreed Projects and Recorded Foreign Inflows4

Indicator Value Source
Projects agreed during 52 high-level visits, USD billion 213.0 [1]
Number of agreed projects 1,617 [1]
Average value of an agreed project, USD million 131.7 Author’s calculation
Foreign investment and credits, cumulative 2017–2025, USD billion 123.9 [15]
Of which foreign direct investment, USD billion 56.1 [15]
Ratio of agreed value to total foreign investment and credits 1.72 Author’s calculation
Maximum possible realisation share of agreed value, % 58 Author’s calculation

The conclusion of new agreements continues. At the Tashkent International Investment Forum in 2025 
alone, trade and investment agreements worth USD 30.5 billion were signed [13]. The agreed value of projects 
associated with high-level visits is 1.7 times the total foreign investment and credits recorded since 2017 
and 3.8 times cumulative foreign direct investment. Under the stated assumptions, the ratio of cumulative 

3	  Source: Compiled by the author based on [9; 10].
4	  Source: Compiled and calculated by the author.
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recorded foreign investment and credits to the value of agreed projects is approximately 58 percent; however, 
this ratio does not directly measure the actual implementation rate of the agreements. As recorded inflows may 
include investments unrelated to high-level visits, project-level data are required to determine the actual share 
attributable to these agreements. The implementation process also involves non-financial dimensions. Of the 
509 export-oriented production facilities launched over three years, 208 (40.9 percent) had not commenced 
export activities by mid-2026, while 29 of the 47 special economic zones recorded no exports since the 
beginning of the year [1].

International Comparison
Table 3 compares the institutional design of the external tier with two international systems frequently used 

as benchmarks.

Table 3. Institutional Design of the External Tier: Republic of Korea, Ireland, and Uzbekistan5

Feature Republic of Korea 
(KOTRA)

Ireland (IDA Ireland) Uzbekistan

Management of the 
overseas network

A single agency under the 
ministry responsible for 
trade and industry

A single investment 
promotion agency

Shared responsibilities 
among MFA diplomatic 
missions, MIIT coordination 
mechanisms, and deputy 
ministers

Scope Trade and investment 
promotion through a unified 
network: 131 overseas 
offices in 85 countries [16]

Inward investment 
promotion through 
overseas offices and 
regional teams [17; 18]

Trade, investment, and IFI 
relations distributed among 
several institutional actors

Link to regions Domestic support centres 
within the same agency 
[16]

Regional investment target: 
550 regional investments 
during 2025–2029; 57% of 
investments were regional 
in 2025 [17; 18]

Ambassadors assigned 
to regions (2019); no 
published regional target 
identified for the external 
tier

Performance indicators Agency-level results 
covering trade and 
investment

Number of investments, 
jobs created, and regional 
investment share

Value of agreements and 
investment utilisation

The comparison highlights two institutional differences. In the Republic of Korea and Ireland, the investment 
promotion networks examined in this study are managed through designated agencies, whereas Uzbekistan’s 
external investment governance involves several coordinating institutions. In Ireland, the national investment 
promotion agency has an explicit regional investment target, facilitating coordination between the external 
and territorial tiers. In Uzbekistan, a comparable published regional target for the external tier has not been 
identified.

The findings are consistent with principal–agent theory, according to which incentives may become less 
effective when an agent is accountable to several principals with different objectives [14]. The expansion of 
coordination and monitoring mechanisms during 2019–2026 reflects the importance attached to economic 
diplomacy. At the same time, establishing a unified set of objectives could further strengthen the relationship 
between reporting procedures and practical results. The difference between the value of agreements and 
recorded investment inflows also highlights the importance of monitoring implementation. Assessing the 
external tier through the value of signed agreements provides information about the agreement stage, while 
complementary indicators can reflect implementation outcomes involving sectoral and territorial governance 
tiers.

Evidence from the literature supports this interpretation. Positive effects of diplomatic networks have been 
identified in relation to continuous institutional presence and information services [2; 3], while one-off activities, 
such as trade missions, have demonstrated limited lasting effects in some studies [7]. For Uzbekistan, these 
findings suggest the importance of complementing indicators based on the number and value of agreements 
with measures reflecting their conversion into implemented projects and exports.

Three proposals follow. First, a single responsible entity for each country portfolio should be designated, 
supported by a joint MIIT and Ministry of Foreign Affairs plan that establishes the objectives of the ambassador, 
counsellor, and responsible deputy minister in a unified document. Second, project-pipeline-based performance 
indicators should be introduced for counsellors, including qualified investor leads entered into the unified project 

5	  Source: Compiled by the author based on [12; 16; 17; 18].
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database, the share converted into signed agreements, the share of agreements progressing to implementation, 
and the value of export contracts facilitated. Third, diplomatic missions should be linked to regions and sectors 
through published targets, building on the 2019 practice of assigning ambassadors to regions [12] and the Irish 
experience of regional investment targets [17].

The study has several methodological limitations. The realisation indicator compares values that differ in 
their reference periods and coverage and is therefore interpreted as an upper-bound estimate. Mission-level 
data on investor leads and agreements are not publicly available. Further research should estimate a gravity 
model of Uzbekistan’s trade and investment relations with partner countries, incorporating variables reflecting 
the presence of trade and economic counsellors and trade representations, to assess the contribution of the 
external tier more precisely.

C O N C L U S I O N  A N D  R E C O M M E N D A T I O N S
The external tier of Uzbekistan’s trade and investment governance has expanded considerably and now 

includes trade and economic counsellors at embassies, a trade representation, deputy ministers assigned to 
groups of countries, and project offices. Its reporting structure has evolved, with counsellors accountable to at 
least four supervisory entities, highlighting the importance of establishing a unified framework of objectives. The 
value of agreed projects exceeds cumulative recorded investment inflows, while the ratio of recorded foreign 
investment and credits to the agreed project value is approximately 58 percent under the stated assumptions. 
Assigning a single responsible entity to each country portfolio, introducing project-pipeline-based performance 
indicators, and strengthening coordination between diplomatic missions and regions would enhance institutional 
accountability and facilitate cooperation between the external and domestic tiers responsible for project 
implementation.

Based on the findings, the following practical recommendations are proposed:
Unified coordination: Designate a single responsible entity for each country portfolio to ensure coordinated 

investment and export promotion activities.
Performance assessment: Introduce project-pipeline-based indicators to evaluate the effectiveness of 

trade and economic counsellors.
Regional cooperation: Strengthen institutional cooperation between diplomatic missions and regional 

authorities to facilitate investment project implementation.
Implementation monitoring: Establish a unified monitoring mechanism to track the progress of investment 

agreements and their practical implementation.
Institutional transparency: Develop common reporting standards to improve information exchange and 

coordination among the institutions involved.
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