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INTRODUCTION

On September 23-26, 1995, the Jordan Exporters and Producers
Association for Fruit and Vegetables (~Association") held its first
Strategic Action Planning Conference at the Regency Palace Hotel in
A~an. In attendance were twenty-eight professionals, including
sixteen members of the Association -- among them representatives of
producers and exporters of fruit and vegetables and manufacturers
of agricultural equipment as well as three members its Board of
Directors, including the Board Chairman. In addition,
representatives of JEDCO, AMO, USAID in Jordan, Sigma One
Corporation as part of its AMD Project, and the Association staff
participated.: The Conference was facilitated by Business &
Technology International. See the participants List.

THE CONFERENCE PURPOSE

The primary purpose of the three-and-one-half day intensive
workshop Conference was to build the Association's Strategic Action
Plan. This plan consists of a ten year Practical Vision of the
participants' perception of the Association's future success, a set
of Strategic Directions encompassing the next five years, and an
eighteen month Action Plan that enacts the first stage of these
strategies. All tasks set for the Conference were successfully
accomplished. The completed Strategic Action Plan, contained in
this report, was presented in final form to a gathering of the
Association on September 30, 1955 at the Regency Palace Hotel in
Amman, four days following completion of the Conference.

1 These acron}~s refer to the following organizations: JEDCO is the
Jordan Export Development Corporation, a state enterprise; AMO is the
Agricultural Marketing Organization of Jordan, a state agency; USAID is the
United States Agency for International Development; AMD Project is the
Jordan Agricultural Marketing Development Project, managed by sigma One
Corporation, a contractor of USAID; and Business & Technology International
is a private contractor of Sigma One.
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THE PLANNING PROCESS

2'

The planning process employed to develop the 1996 Strategic Action
Plan consis ts of three phases. Each phase required a somewha t
different time span, tailored to the needs of the Association and
participants. The first session was dedicated to developing the
Practical vision, while almost three sessions were required to
formulate the Strategic Directions. An additional three one-half
day sessions were devoted to building the Action Plan. These three
phases are described below. They also are indicated in the Table
of Contents and in the Conference Agenda, and are set forth in
detail in subsequent sections covering each Phase.

Phase One: Charting the Practical Vision of the Association.

The Practical vision depicts the Association's future accom
plishments as a collage of images in chart form which projects
the accomplishments of the Association in the year 2005. The
Vision resulted from a two-step process: (a) a discussion of
the broad economic, poli tical and social trends that are
affecting the export environment of Jordan, and (b) a
brainstorm of the specific images that participants have of
the Association's capability and success in the year 2005.
Because the Association is relatively new, this Vision is
particularly critical to its future direction and viability.

Phase Two: Formulating the Strategic Directions of the
Association.

The Strategic Directions, or long-term activities and objec
tives, of the Association are the primary product of this
Phase. They are derived by (a) determining the major underly
ing blocs, or Constraints, which the Association presently
faces in realizing its Practical vision, and b) formulating
the three-to-five year Strategic Directions for the
Associa tion. These are the long - term activi ties tha t the
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Association must undertake to remove, overcome or otherwise
address the Constraints that are impeding the realization of
its Practical vision. It is important to note that the
Strategic Directions are targeted at the various Constraints
and not at achieving the vision directly.

Focusing strategies on addressing present constraints facing
the Association rather than on achieving its long- term
goals or objectives -- distinguishes this strategic planning
process from the more conventional approaches known as MBa
("management by objectives"). The difference lies in the fact
that Constraints are presently existing and substantial blocks
to the Association's effective functioning, while goals and
long-term objectives -- much like the images of the Practical
vision -- too often are either a vague wish list or fail to
take these impediments sufficiently into consideration.
Moreover, by dealing with its organizational log jams and
focusing on major environmental blockages, the Association
opens up its creative capacity and concentrates its energies
on those areas which are impeding its mission.

Phase Three: Building the 18 Month Action Plan.

Working from the Strategic Directions, a Tactical System was
developed that enacts the strategies over the next 18 months 
- October 1955 through March 1997. This system reflects the
synergy that the Association can develop as an organization by
undertaking these tactics as an integrated, coordinated whole.
Each tactic represents a discreet action that the Association
will begin and complete at various times during the next 18
months. Each is described in a Tactic Brief, including a
statement of the verifiable achievement, the start and
completion dates, the milestones, the person responsible, and
a sequential list of implementing steps, person/days and
resources required to undertake the action. The tactics were
then laid out on an 18-month Tactics Time Line, together with
the miles tones and responsible persons, and the five mos t
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critical tactics identified for the overall success of the
Action Plan.

The planning process, just described, is graphica·lly presented
below: 2

Phase One Phase Two Phase Three
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The process used is characterized by reflective discussions,
intensive brainstorm work in teams and consensus-building in
plenary sessions. The work proceeded rapidly and an enormous

2 The time horizons reflected in this depiction are based on an 18
month Action Plan rather than the more usual 12-month Action Plan used for
annualized strategic planning.
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number of ideas were communicated in a rela tively brief time.
Because the work in teams and in plenary sessions reflected, for
the most part, a cross-section of participants from the various

'groups and occupations represented, the participants also gained
insight into the views of other members of the Association, the
Association staff and the organizations with whom the Association
must work with closely during the coming months.persons with whom
they do not work on a daily basis. As a result, communication
within and across the Association and an appreciation of its tasks
should improve.

The net result
Strategic Action
components:

of the
Plan.

Conference
The Plan

is the Association's 1996
consists of six distinct

1) Practical Vision, projected out ten years.

2) Constraints Analysis, iden tifying five presently existing
major obstacles to the realization of the Vision.

3) Strategic Directions, twelve long-term activities designed to
address the Constraints over the next three-to-five
years.

4) Tactical System, consisting of twenty-one discreet actions
calculated to enact the Strategic Directions during the
period October 1995 through March 1997.

5) Tactics Time Line, mapping the implementation of the tactics
over the next eighteen months.

6) Tactic Briefs, identifying the objective, implementing steps,
s tart and completion da tes, miles tone accomplishmen ts and
persons responsible for each tactic, plus the
Association and external resources needed to accomplish
them.

It important to note that the Strategic Action Plan constitutes a
system of actions designed to enact the Strategic Directions of the
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Association. All of the tactics, therefore, should be implemented
as a totality over the coming eighteen months -- though of course
they may be phased and they may be revised as experience indicates.
They have been woven together to enact all of the strategies, and
should not be viewed as a smorgasbord of actions tha t can be
implemented selectively. The success of the Action Plan depends on
understanding that its tactical components are both interdependent
and have synergistic effects. The importance of this synergism to
overall success is reflected in the facilitator's recommendations
of how to coordinate the implementation of the Action Plan over the
coming eighteen months.

Finally, attached as Appendices 1 and 2 are the facilitator's
recommendations for the evaluation and coordination of Plan
implementation. Strategic planning, to be effective, is an ongoing
process. Not only must implementation be carefully monitored, but
on occasion even the best-intended tactics will prove to be
impossible or inappropriate and, therefore, should be redesigned or
replaced. Monthly meetings of the Association staff and Board of
Directors and a mid-course review of the Tactical System in June or
July 1996, therefore, will provide the Association with an
opportunity to make these adjustments based on the Association's
experience and external environmental changes. with the expiration
of the l8-month period, however, the entire Strategic Action Plan
should be reviewed and a new Action Plan developed for the
following twelve-to-eighteen month period.
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PHASE ONE
THE PRACTICAL VISION

INTRODUCTION

Phase One of the strategic planning process had as its objective
building the Association's Practical Vision for the coming decade.
To do this, the Conference participants firs t put together and
discussed a list of the major economic, political and social trends
and issues that are likely to substantially affect the exportation
of fruit and vegetables from Jordan over the coming years. In light
of this discussion, the participants developed a lO-year Practical
Vision of the Association's success. This phase was concluded
during the morning of the first day of the Conference.

* Trends and Issues Affecting Jordanian Exports of Fruit and
Vegetables. The participants identif ied a large number of
trends and issues which they combined into the following major
points --

o Success of the Middle East peace process
o Opening of new markets, especially through regional

economic integration
o Scarcity of water resources
o Increasing foreign competition, including increasing

demand of the Gulf states for quality produce
o Need to adapt GOJ's agricultural marketing policies
o Increasing need for investment in packing and post

harvest facilities
o Increasing importance of market and management

information, including electronic communication
o Shift to chain supermarkets in foreign markets
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* The Practical vision of the Association - 2005. The practical
vision is a collage of images presented in Chart form which
projects the accomplishments of the Association one decade
into the future. Divided into four teams, the participants
brainstormed images of the Association in the year 2005.
These were drawn together in chart form by participants in the
plenary session. The Practical vision reflects an Association
in the future which is self-sustaining through its membership
dues and services and which is active in the promotion of
exports through its marketing and information services to
Jordanian producers and exporters, through its recogni tion and
representation in foreign markets, through the cooperative
activities of its members and through its ability to bring
about more favorable policies by the Government of Jordan.



THE PRACTICAL VISION - 2005
JORDAN EXPORTERS AND PRODUCERS ASSOCIATION

FOR FRUIT AND VEGETABLES

TO\VARD AN EFFECTIVE TOWARD TO\VARD PROFITABLE
ASSOCIATION EXPORTS

EXPORT

FINANCIAL EFFECTIVE PROMOTION :MARKETING INFORl\1ATION
RESOURCES POLICIES SERVICES SERVICES

Financial Influence Improved Effective Post- DataBank
Independence Agricultural Quality Harvest Center

Policies Practices Practices

-------------------
------------------- NewMarket -------------------
Coordinated Openings Improved

------------------- Marketing Transportation -----------------------
Diversified With Planting Services Research and
Membership ------------------- Information

Coordinated
------------------- Gulf Shipments ------------------
Regularized Specialized
Exports Commodity

------------------ to Europe ------------------ Exporters -----------------------
Expanded Quality Technology
Membership Assurance Logo Services

------------------ ------------------
Organized Production
Production ------------------ Contracts

Foreign Enforcement
------------------- Country Offices ----------------------
Export Extension Training
Fees ------------------ ------------------ Center

Economic ------------------ Joint
Committee Successful Production
Membership Promotional Projects

Advertising
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PHASE TWO
THE STRATEGIC DIRECTIONS

INTRODUCTION

Phase Two builds on the results of Phase One, in particular, the
Practical vision. Participants began in the afternoon of the first
day by reviewing the elements of the Practical vision in four teams
and brainstorming the blocks and impediments that presently prevent
the Association from realizing its vision. Using this data, parti
cipants met in plenary session and clustered these blocks and im
pediments into five distinct groups. For each group, participants
identified the root cause that is reinforcing or permitting these
various blocks and impediments to continue. The Constraint
Analysis serves to prioritize the issues that the Association must
address for its future success. It also establishes the targets
for formulating the Strategic Directions.

Using the five major Constraints as the focal points, participants
worked the following day -- again in four teams -- to brainstorm a
number of strategic activities that would remove or overcome the
five Constraints. Coming together in plenary, they pulled their
thinking together into twelve substantial long-term activities that
would require three-to-five years to carry out. These they
organized into chart form, and wrote sentences on each of the
twelve Strategic Directions.

In testing the correctness of these Strategic Directions, it should
be asked whether they are likely: (1) to have a significant impact
on the Constraints over the long term, and (2) to generate
organizational momentum for the Association and its mission. The
participants concluded that the Strategic Directions accomplished
these objectives.
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The Constraints Analysis Chart

The five Cons traints range from infras tructural
issues. They recognize tha t in order for the
achieve its Practical Vision, it must address

to attitudinal
Associa tion to

o Traditional Mentality of Business that is resistant to change
and dominated by short term thinking.

o Weak Information System which does not equip Jordanian
producers and exporters to understand and meet the demands of
foreign markets and the challenges of competitors and to
appreciate the improvements in technology and training that
are necessary to compete internationally.

o Unfavorable Government Policies that regulate prices, support
monopoly in the transportation sector and generally show
little interest in trade initiatives.

o Low Awareness of Association's Potential or usefulness within
the fruit and vegetable sector of Jordan and among Jordanian
exporters.

o Low Level of Post-Harvest Technology, both as a matter of
facilities and practices, that hinders the quality and
quantity of Jordanian fruit and vegetable exports.

See the Constraints Chart on the following page. The data in the
five columns lists the various blocks and impediments that the
participants believed would be addressed by the underlying
constraint named in the column title.



ANALYSIS OF CONSTRAINTS FACING
JORDAN EXPORTERS AND PRODUCERS ASSOCIATION

FOR FRUIT AND VEGETABLES

I.
Traditional

Business
Mentality

Exporters'
resistance
to accept
new ideas

Poorly
organized
exporters

Lack of
commitment
by producers
& exporters

Reluctance
in applying
standards

Lack of long
term
planning

Absence of
budget for
promotion

Lack of
specialized
committees

Absence of
effective
lobby

II.
Weak

Information
System

Poor export
market
information

Limited
access to
information

Uninformed
competition
between
exporters

Irregular
supply of
information

No criteria
for who gets
trained

Limited
knowledge of
information
resources

Misunder
stood market
needs

Insufficient
technology
know-how

III.
Unfavorable

Government
Policies

Government
price
controls

Retail price
controls

Little
government
trade
initiative

Government
monopoly in
transport'n

Government
disinterest

Internat'l
political
conflicts

Regional
political
instability

IV. Low
Awareness
of Assoc's
Potential

Ignorance of
Associat'n's
potential

Low aware
ness of logo

No concept
of services
that justify
fees

No criteria
to select
research
topics

High costs
of overseas
offices

Limited ef
fective ser
vices to
members

V.
Low Level of
Post-Harvest
Technology

Inappropri
ate post
harvest
facilities

Limited
awareness of
benefits of
post-harvest
technologies

Unclear what
level of
techology
needed

Limited
transport
alternatives

High trans
portation
costs

NO admin.
arrangements
to secure
fees
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The Strategic Directions Chart

The twelve Strategic Directions set forth on the following chart
were grouped by the participants into three overriding objectives
and four sub-groups --

I. Increasing Export Profitability. This objective
encompasses the ul tima te ra tionale of the Associa tion and
its membership. It is supported by five strategic
activities. The Association believes that it can
influence this objective in two major ways

A. Providing Decision-Making Information, such that
producers and exporters alike can respond more
rapidly and appropriately to the changing demands
of international markets.

B. Improving Pre & Post Harvest Technology, which is
so cri tical to improving both the quanti ty and
quality of Jordanian produce exports and to
strengthening their competitive position in the
market.

II. Stimulating an Open Business Mentality. This group of
strategies, placed at the center of the chart, is
considered to be critical to the long-term success of the
Association as well as to producers and exporters alike.
The two strategic activities contained in this group
address a fundamental constraint, noted previously, that
affects a wide range of issues, in particular the
vitality and effective functioning of the Association.
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III. Enhancing Association Effectiveness. To be successful as
an organization, the Association considers that it must
function effectively both in its daily operations and
outreach to its membership and in shaping governmental
policy. Therefore, it groups the remaining five
strategic activities under the objectives of

C. Promoting Association Activities through
strengthening its internal management , involving
members in its committees and making members and
potential members aware of its purposes and
services.

D. Changing Government Policy through educational work
with its members, alliances with other associations
and relations with the government.

The objective of "Stimulating an Open Business Mentality" was
placed at the center of the chart as an indication of the
importance that participants place on changing business attitudes
in the fruit and vegetable produce sector of Jordan. The two pairs
of flanking columns indicate the full range of change that the
Association intends to achieve. The chart should be viewed as a
total picture and not as a ranking of the strategic activities.
All of the strategic activities must be pursued in order for the
Association to generate operational leverage and to be successful.
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THE STRATEGIC DIRECTIONS - 1996
JORDAN EXPORTERS AND PRODUCERS ASSOCIATION

FOR FRUIT AND VEGETABLES

I. II. Ill.
INCREASING EXPORT STIMULATING ENHANCING ASSOCIATION

PROFITABILITY EFFECTIVENESS
AN OPEN

A. B. e. D.
Providing Improving BUSINESS Promoting Changing
Decision Pre & Post Association Government
Making Harvest MENTALITY Activities Policy
Information Technology

1. DataBank 3. Technology 6. Effective 8. Management 11. Effective
Services Transfer Services Expertise Lobbying

Delivery

---------------- ------------------

4. Technology 9. Association
Demonstration Marketing

-------------- ---------------------- -------------------

2. Marketing 7. Collective 12. Policy
Centers Problem- Cooperation

Solving
---------------- ------------------

5. Technology 10. Specialized
Studies Committees
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THE STRATEGIC DIRECTION STATEMENTS

1. Data Bank Services. The intent of this strategic activity is
for the Association to provide decision-making information to
its members in order to increase prof i table fresh produce
exports.

2. Marketing Centers. The intent of this strategic activity is
for the Association to establish foreign country-based
marketing centers in order to represent its interests abroad,
promote Jordanian exports and transfer information.

3. Technology Transfer. The intent of this strategic activity is
for the Association to increase awareness and understanding
among producers and exporters of appropriate production and
post-harvest technology and to encourage its use in order to
minimize costs, improve product quality according to inter
national standards, increase profits and expand exports.

4. Technology Demonstration. The intent of this strategic
activity is for the Association to educate and convince its
members of the benefits of using post-harvest technology in
order to improve the quality and profitability of Jordanian
exports.

5. Technology Studies. The intent of this strategic activity is
for the Association to assist its members and others working
in agricul tural marketing opera tions in Jordan to upgrade
their technical knowledge in order to improve the quality and
profitability of exports.

6. Effective Services Delivery. The intent of this strategic
activity is for the Association to deliver education,
training, information, demonstration, and other services in
order to change traditional management attitudes and to inform
and teach new management and pre and post-harvest approaches.
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7. Collective Problem Solving. The intent of this strategic
activi ty is for the Associa tion to form member commi t tees
around critical issues so as to find optimum sOlutions in
order to remove impediments to Association programs and to
enhance cooperation among the membership.

B. Management Expertise. The intent of this strategic activity
is for the Association to educate and train its staff through
courses and on-the-job training in-country and abroad in order
to improve effective management.

9. Association Marketing. The intent of this strategic activity
is for the Association to increase its recognition in Jordan
and abroad and to keep and increase membership in order to
strengthen its ability to improve Jordan's fresh produce
sector.

10. Specialized Committees. The intent of this strategic activity
is for the Association to form working committees around a
variety of subjects in order to encourage widespread partici
pa tion among its members and to address their particular
interests and concerns.

11. Effective Lobbying. The intent of this strategic activity is
for the Association to encourage the formulation of government
policies that favor a long-term beneficial business environ
ment for its members.

12. Policy Cooperation. The intent of this strategic activity is
for the Association to form alliances with other organizations
with similar interests in order to influence the direction of
government policy in ways that favor the private sector and
improves conditions for business and exports.
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PHASE THREE
THE ACTION PLAN

INTRODUCTION

The Tactical System Chart

Phase Three of the strategy planning process resulted in a
Tactical System, consisting of 21 discreet actions. The tactics
were selected for their ability to enact in a substantial way the
Strategic Directions over the next 18 months, October 1995 through
March 1997. They are arranged under four overarching purposes,
reflecting how they fit together as a system. Further, within this
framework, the tactics are grouped by function into five columns,
indicating how they can be organized efficiently for purposes of
implementation.

The overarching purposes, beginning with the middle column, reflect
the following emphases:

I. Effective Member Services. Participants determined that the
focal point of the Association's attention over the next
eighteen months should be on member services. Not
unexpectedly, these services were drawn for across the range
of s tra tegic activi ties. They include a broad array of
services including education, demonstration, training,
information, promotion of joint ventures and for- fee
facilities designed to improve pre and post-harvest
practices and to promote new investment and marketing
opportuni ties. Seven tactics were developed wi th member
services in mind.

II. Profitable Export Environment. These member services were
framed by a second set of six linked tactics, designed to
reinforce and enhance the profitability of Jordanian exports.
These are of two types --
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B. Export Expansion. Three tactics were developed for the
direct purpose of expanding exports. This will occur
through business tours abroad as well as by broadening
the Association's contacts and representation with
technical and marketing organizations in key countries.

C. Government Relations. Three addi tional tactics emphasize
the importance of influencing governmental action that
favors the domestic production and export of Jordanian
produce.

III. Ensuring the Association's Sustainability. A third set of
eight linked tactics are designed to underpin the first two
sets by strengthening the Association's operation's over the
long term. These tactics focus on two areas

A. Association promotion. Four tactics are devoted to
promoting the awareness and value of the Association
among its members, government agencies and the produce
and export sectors at large.

B. Association Development. An additional set of four
tactics is directed at developing the management and
management systems of the Association. These are in part
organizational, in part training and in part targeted at
the Association's fee structure in order to assure the
Association's long-term financial viability.

As a whole, these tactics enact in varying degrees all 12 Strategic
Directions. Of the 21 tactics, 5 were designated (n*n on the
Tactical System Chart, and ncn on Tactics Time Line Chart) as
cri tical for the implementation of the entire Tactical System
during the next eighteen months. These are:

o Membership Expansion (Tactic #2)
o Representation Abroad (Tactic #5)
o Packing/Pre-Cooling Center (Tactic #8)
o Pesticide Laboratory (Tactic #11)
o Management Development (Tactic #18)
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These tactics reflect the participants sense that the Association's
near-term viability, both financially and through membership
expansion, depends in large part on its capacity to provide
critical services to its members domestically and abroad and also
on the ability of its members to appreciate the value of these
services.

At the same time, participants also concluded that certain proposed
tactical actions were not appropriate for the Association during
its next eighteen months. These include opening branch offices of
the Association in the desert and South of Jordan and undertaking
a number of studies in such areas as pre/post-harvest technology,
return haul efficiencies and certain areas of production problems.
It was noted that some of these concerns would be addressed in some
respects as the Association develops its contacts and its members
engage in planned business tours abroad.

It is important to keep in mind, once again, that the Action Plan
stands and falls as a integrated system. The various tactics are
interdependent, so that the failure to implement the full range of
tactics can seriously jeopardize other tactics and ultimately the
success of the Action Plan as a whole.

The Tactics Briefs

Following the design of the Tactical System, participants drafted
21 Tactic Briefs included in this Report. Each brief sets forth
the task and accomplishments of the tactic, the sequential steps
required to implement it, when these steps will be taken, the
person responsible for these steps, any special resources needed
(beyond the budgeted revenues of the Association), and the persons

who will act as coordinator and advisor during the implementation
of the tactic. The coordinator in each case is the person
responsible to see that the tactic is implemented even if the
various implementing steps are to taken by someone else. In
addition, each brief indicates the number of person days which will
be required to complete each step, and the overall total for the
tactic.
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The Tactics Time Line

Finally, the' 21 tactics were laid out on a 18-month Tactics Time
Line, showing when each tactic commences and the target date for
completion. Five tactics are expected to continue beyond March
1997. Milestones are indicated by the letter "M" on the time
lines. Milestones represent points in implementation of the
tactics when a breakthrough accomplishment is expected to occur.
Identifying milestones is useful both as a means to mark progress,
and also to evaluate future effort in implementing the tactic.
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OCTOBER 1995

JORDAN EXPORTERS AND PRODUCERS ASSOCIATION FOR FRUIT AND VEGETABLES

TACTICS TIME LINE . 18 MONTHS MARCH 1997

TACTICS Res
pon

1995 1996 1997
Oct/Nov/Dec/Jan/Feb/Mr/Ap/May/Jun/Jul/Aug/Sep/Oct/Nov/Dec/Jan/Feb/Mr

01.Bi-Month.Newsletter MS A=====================================================M=======>

02.Membersh. Expansion NJ C A==================M======================================A

03.Recognition Awards NJ A==========M===A

04.Dec-Makers Relat/ns BC A=======================M===============A

OS.Represent. Abroad MS C A==M=================================M===========================A

06.Buslness Tours KG A===================M=============M=======A

ZJ C A=================M===============A

ZJ A===M===========M=====M===========M=======M====A

ZJ A=M==M===========M=================================================A

07.Assoc'n Contacts

08.pack/Pre-Cooling C.

09.Technical Training

lO.Demonst'n Center

11.Pesticide Lab.

12.Field Days

MS

KH I C

YB

AM=====M======M===M=============M=A

A===============================M===A

A========M========================================================A
~

13 JOlnt Ventures MS
I I

A-----------M---------------------------A'. 1\----------- 1\
14.Informatlon Center MS A=============A

1S.Policy Priorities BC I I A=======================A

16 1 , S . I I.Po lCy emlnars PC A====================M===M=======M===A

17.Pol.Actlon Strategy BC A=M============================================================>

18.Management Develop. BC C A================M=============================================>

'J 19.Committee System BC A=====A

20.Member Meetlngs MS I I A===============================================================>

21.Fees System BC I I A=====================================M===========================>

~ A - Beginning/Completion Dates of Tactic
M - Milestone (Breakthrough Achievement)
C - Critical Tactic for entire Tactical System

> - Continuing Tactic
BC/PC - Chairman of Board or Policy Committee

[All other initials refer to named individuals]



TACTIC BRIEF # 1

TITLE: BI-'VEEKLY NE\VSLETTER

Task and Accomplishment through March, 1997 Beginning Date:
Nov. 1, 1995

Develop a bilingual bi weekly newsletter to report
Association activities, market information, training Completion Date:
opportunities and pre/post harvest technology beginning On-going
November 1, 1995.

IMPLEl\1ENTING STEPS WHO WHEN NO.
DAYS

1. Set-up a news-letter committe and decide its Maha Oct. 1 7
numbers and members.

2. Determine name Comm. Oct.8 1

3. Decide on the fixed table of contents Comm. Oct.8 1

4. Determine if it will be free, subsidized or for profit Comm. Oct. 8 1

5. Decide on volume, subscribers and distribution plan Comm. Oct. 8 1

6. Consult a specialist in newsletter writing on: format, Comm. Oct.8 7
content, design, printing, distribution, set up costs.

7. Study if a person or company should be used to Comm. Oct. 8 7
manage the newsletter.

8. Write and edit newsletter Comm. Oct. IS 7

9. Prepare draft for printing and proof Oct.22 7

10. Publish and distribute Nov. 1 ---------
39

1\1 - 3rd issue. Jan. 96

Resources required:

JD 1,000 per month = JD 18,000 in 18 months

Coordinator Advisor
Maha Shawareb, Executive Director Newsletter Committee: Mr. Haddadin

Dr. Loubani



I

TACTIC BRIEF # 2

TITLE: 1\1E1\,lBERSHIP EXPANSION

Task and Accomplishment through March, 1997 Beginning Date:
October 6, 1995

Increase Association membership to 200 dues paying
members, encompassing all agribusiness sectors. Completion Date:

January 16, 1997

Il\:lPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Detennine qualifications for new members Majid Oct. IS 1

2. Develop an installment plan for dues payment Oct.21

3. Obtain Board ofDirectors approval Oct.28

4. Reach out to Jordan agribusiness sector via:
a. Meet with prospective members to explain Majid Oct.30 7

Association's goals and services
b. advertise Association's goals and services Nadal Oct.30 I

5. Screen applications Khadigeh Dec.3D 3

6. 1\1 Obtain Board of Director's aproval for 50 new Board of March 1
members. Directors

7. Survey public decision makers and determine who Majid Jun. 1 I
qualify to join on honoury basis

8. Schedule Board visits to invite public officials to Nadal Jun.3D II2
become members. --------

14 1/2
Resources required:

ill 2000- car rental and advertisement.

Coordinator Advisor
Nadal Jweihan Laurette Mansour



TACTIC BRIEF # 3

TITLE: RECOGNITION A'VARDS

Task and Accomplishment through March, 1997 Beginning Date:
January 7, 1996

Establish a recognition program that recognizes individuals
from within and outside the Association for their outstanding Completion Date:
contribution to the expansion of Jordanian exports. May 31, 1996

IMPLEl\1.ENTING STEPS WHO WHEN NO.
DAYS

1. Set criteria:
a. consult other service associations Majid Jan.15 1
b. discuss proposed criteria with management Majid Jan.30 1/2

and Board of Directors

2. Determine types of awards Board Feb.lS 1/2

3. Announce to members opening of nominations, the Maha Feb.28 3
criteria and the deadlines for awards.

4. Screen candidates and select awardees Board Mar.31 1/2

5. M Hold awards ceremony. Karim Apr.30 1/2
--------
6

Resources required:

JD 5,000 - advertising, fax and ceremony

Coordinator
Nadal Jweihan

Advisor
Laurette Mansour



TACTIC BRIEF # 4

TITLE: DECISION-MAKER RELATIONSHIPS

Task and Accomplishment through March, 1997 Beginning Date:
October 1, 1995

Establish contacts with 18 influential government officials
to enlist their support for the policies, purposes, and Completion Date:
activities of the Association. August 31, 1996

Il\1PLEMENTING STEPS WHO WHEN NO.
DAYS

1. Prepare brochures or cover letter that describe the M.S. Oct. 31 3
Association's purpose and activities.

2. Identify 18 decision-makers relevant to the Board Nov.30 6
Association in the government. Members

3. 1\1 Visit with at least ten of those identified. Board Apr.30 10
Members

4. Invite all officials to Association's activities. Nadal On- 1
gomg

5. Visit with all remaining officials on list. Board Aug.31 8

Members --------
28

Resources required:

JD 5,000 - brochure.

Coordinator Ad\'isor
Chairman of Board of Directors Board of Directors



TACTIC BRIEF # 5

TITLE: REPRESENTATION ABROAD

Task and Accomplishment through March, 1997

Establish official representation of the Association abroad
(at 3 points at least) in two stages: (a) under the umbrella
of different public institutions (i.e. Embassies, Jedco... ),
(b) separate offices managed by the Association.

Beginning Date:
Oct. 25, 1995

Completion Date:
Stage 1: Dec.lS, 1995
Stage 2: Mar.31, 1996

Il\IPLEl\1ENTING STEPS

Stage 1: October 25, 1995 - June, 1996

WHO WHEN NO.
DAYS

Nov. 1 5
Nov. 1 3
Nov. 10 15

Nov.15 10

Nov.30 1

1. Determine the representation points
2. Determine the suitable public institutions
3. Develop a framework ofcooperation between

Association and the Public institutions
M 4. Sign a cooperation agreement with the

seclected institutions.
5. Write job description

6. Hire qualified staffabroad (JD 60,000)

Stage 2: July, 1996 - March, 1997
First Office:
7. Rent a separate office (JD 15,000)
8. Purchase office equipments, furniture

(JD9,000)
M 9. Start operation through the new Association

offices abroad
Two more Offices intended

Resources required:
JD 84,000 - staff, office rental and equipment

Board
Board
Board

Board
Chairman
Board
Chairman
Board
Chairman

Staff
Staff

Staff

Mar.31
1997

Dec.15

Ju!. 31
Aug.6

Aug.lS
Cont'g.

12

46
3
3

6

Coordinator
]\·1aha Shawareb, Executive Director

Adyisor
EA Chairman, JAMDP



TACTIC BRIEF # 6

TITLE: BUSINESS TOURS

Task and Accomplishment through March, 1997

Undertake at least two business tours abroad to observe pre
and post harvest technology, marketing and management
practices for grapes in Greece and for green beans, peppers,
eggplants, cucumbers and strawberries in Spain and Morocco.

Beginning Date:
Oct. 15, 1995

Completion Date:
September 30, 1996

IMPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Detennine cost of the trips Nov.30 3
(A) Greece 1995
(B) Spain / Morocco

2. Obtain Board approval Dec.15 1/2

3. Obtain financing Dec.I5

4. Get business contacts in each country
(A) Greece Nov.I5 7

1996
(B) Spain / Morocco Dec.I5 7

5. Plan the trip:
(A) SpainIMorocco Jan.IS 12

1996
(B) Greece Apr. 15 12

1996

6. Determine what part of cost to be paid by participants Jan. 15 1/2
1996

7. Arrange airlines, hotels, meals, ground transportation:
(A) Spain / Morocco Feb. 15 4

1996 4
(B) Greece May]5

]996

Coordinator
Khalil Abu-Ghannam - Member

Advisor



TACTIC BRIEF # 6 (Continued)

TITLE: BUSINESS TOURS

Task and Accomplishment through March, 1997

"Continued"

Il\1PLEMENTING STEPS

8. Select participants:
(A) Spain / Morocco

(B) Greece

9. Implement trip:
1\1: (A) Spain / Morocco

1\1 (B) Greece

10. Obtain trip reports, slides and notes from participants:
(A) Spain/Morocco

(B) Greece

11. Hold seminar for tour participants:
1. Plan seminars: (A) SpainIMorocco

(B) Greece
2. Hold seminars: (A) SpainIMorocco

(B) Greece
3. Prepare seminar reports: (A) SpainIMorocco

(B) Greece

Resources required:
- JD 30,000 - Financing for a portion of cost for each

participant.
- Additional amount - Consultant to plan and arrange trip

and seminar

Beginning Date:
Oct. 15, 1995

Completion Date:
September 30, 1996

WHO WHEN NO.
DAYS

Feb. 15 1
1996
May 15 1/2
1996

March 14
31,96
Jui. 31 7
1996

Apr. 15 2
1996
Aug. 15 2
1996

Apr.lS 1
Aug.15 1
Apr.30 1
Aug.31 1
May15 1
Sep.15 1

---------
82 1/2

Coordinator
Khalil Abu-Ghannam

Advisor
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TACTIC BRIEF # 7

TITLE: ASSOCIATION CONTACTS

Task and Accomplishment through March, 1997 Beginning Date:
October 10, 1995

Establish at least five contacts with foreign Associations,
Companies and Agents in areas of interest to the Completion Date:
Association through exchange ofvisits and information July 31, 1996
beginning on October 10 in order to develop working of the
Association.

IMPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Develop a list of the specific needs of Association AMDP Oct.IO 7
members. Hold a special meeting of members for +
this. Board

2. Prepare a short list with specific goals and AMDP Oct. 10 2
objectives, using the list in 1 and the information +Maha
already available at the Association offices.

3. Make contacts with foreign organizations. Maha On-
going

4. Determine criteria for participating in the visit or to Board Oct. 15 2
meet a visiting specialist or delegation

5. 1\'1 Undertake study tour to Israel on pre-post harvest Maha+ Oct.20 2
technolgy AMDP

6. 1\'1 Receive visits by importers from foreign markets. Maha+ Dec.! 3
AMDP

7. M Visit a trade Association in the USA that is similar AMDP Feb. I I
to the Association.

8. M Undertake an exporters trip to Europe Maha+ Mar. 1 12
AMDP

9. 1"1 Visit a fifth destination to be determined as AMDP July 7
per step 1. --------

Resources required: 36
JD 22,000 - travel assistance.

Coordinator Advisor
Maha Shawareb Executive Director M1DP



TACTIC BRIEF # 8

TITLE: PACKING / PRE-COOLING CENTER

Task and Accomplishment through J\farch, 1997

Establish packing I pre-cooling centers consisting of 3
units in Jordan Valley and in another areas to serve
members I needs and to serve as a source of revenue for
the Association.

Beginning Date:
Oct. 1, 1995

Completion Date:
July 1, 1996

IMPLEl\1ENTING STEPS WHO WHEN NO.
DAYS

1. Determine the capacity and location of the units Board of Oct. 15 2
(Technical study - JD 4,000). Directors

2. Secure the sources of financial support for the
units:
(a) identify the potential donors Maha Dec.30 7
(b) prepare function proposals Maha Jan.I5 1
(c) approval funding (JD 105,000)

3. M Order and take delivery of units MaIm Feb.28 2

4. Design training and management system for the Maha Apr.30 2
centers (see study)

5. Prepare for center operations Board
(a) establish locations for units Chairman May 30 5
(b) hire technical staff(3 employees) - (JD 9,000) Maha ]2
(c) train staff(JD 2,000) Supplier

6. Start operations. Staff
July 1 --------

Resources required: 31

JD 4,000 - technical study
JD 105,000 - units
JD ] 1,000 - technical staff and training
JD 120,000

Coordinator Advisor
Zuhair Jweihan Board Members I JAMDP



TACTIC BRIEF # 9

TITLE: TECHNICAL TRAINING

Task and Accomplishment through March, 1997

Undertake five training events in the areas ofmarketing,
management and pre/post harvest practices in order to
improve decision-making and produce quality.

IMPLEMENTING STEPS

Beginning Date:
October 15, 1995

Completion Date:
October 1996

WHO WHEN NO.
DAYS

1.

2.

3.

Training needs assessment

Identify types of appropriate training mechanism

Develop criteria to select produce for business
marketing and pre / post harvest training

Oct.95

Nov.95

Nov.95

20

7

7

4. Prepare training material (per activity)

5. 1\1 Implement five business management (markets)
program

6. 1\1 Implement five pre/post harvest training activities
for same products as above.

Resources required:

- Business marketing (management)
- Produce Marketing specialists.

Nov,Feb, 15
Apr,Jul, weeks
Sep. 12
-same as weeks
above-
-same as 35
above days

-------

231

Coordinator
Zuhair Jweihan

Advisor
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TACTIC BRIEF # 10

TITLE: DE1\10NSTRATION SHIP1\-1ENTS

Task and Accomplishment through March, 1997 Beginning Date:
October, 1995

Conduct four demonstration shipments in order to
demonstrate to Association members the necessary steps of Completion Date:
post harvest practices as well as to improve existing markets March 31, 1997
and to open new ones.

Il\IPLEl\IENTING STEPS WHO WHEN NO.
DAYS

1. Study export markets with respect to product, Zuhair 10
demand, types, quantities, quality, and import needs. +Maha

2. Identify participating exporter / grower and Zuhair 7
importers. +Maha

3. Set up required procedures and quality standards. Zuhair 7

4. 1\1 Set up the demonstration shipments and expedite.
a. shipment to the Gulf (2) Emil Oct.95 8
b. shipment to Malaysia (1) Zuhair Nov.95 10
c. shipment to Europe (I) Feb.96 8

5. Observe out-comes and market performance at Zuhair Oct.95 20
destinations. Nov.95

Dec.96
6. Report and evaluate results. Zuhair Nov.95 20

Dec.96
Mar.97

7. Present results in a seminar for members. Zuhair Dec.95 2
Jan.96

Resources required: Apr. 97 --------

92
JD 20,000 per activity

Coordinator Advisor
Zuhair Jweihan, Member Dr. Yilmaz I1ker, M1DP



TACTIC BRIEF # 11

TITLE: PESTICIDE LABORATORY

Task and Accomplishment through March, 1997

Set-up a pesticide residue laboratory for certification
recognizal by EU to minimize rejection of Jordanian
produce at destinations in EU.

Beginning Date:
January 1, 1996

Completion Date:
October 31, 1996

Il\1PLEMENTING STEPS WHO WHEN NO.
DAYS

1.

2.

3.

4.

Contact EU and obtain infonnation on the Yousef
appropriate residue levels for major produce
exports from Jordan and the procedures for EU
certifYing a pesticide laboratory.

Develop a design and specifications for a pesticide Maha
laboratory (consultant).

Investigate options of converting an existing Yousef
pesticide laboratory (consultant).

Develop a business proposal (complete with capital Maha
and operational budget and management and
training resources) (consultant).

Feb.28 12

Mar.31 4

MayIS

Jun.30

S. 1\1 Secure funding for capital and at least first year
expenditure.

Maha Sep.30 24

6.

7.

Order equipment.

Set up and initial operation.

Oct. IS 4

Oct.31 44

8. Train the staff

Resources required:
JO 50,000 - equipment and expertise.

Coordinator
Yousef Barakat, Member

Advisor
Dr. Yilmaz Ilker, M1DP
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TACTIC BRIEF # 12

TITLE: FIELD DAYS

Task and Accomplishment through March, 1997 Beginning Date:
October I, 1995

Hold bi-montWy (total 8-9) field days in order to familiarize
members with appropriate production, harvesting, and post Completion Date:
harvest handling practices. March I, 1997

IMPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Develop a program for the field days. Oct. I 6

2. Develop a list of sites to be visited, and identify Oct.30 6
participants within and outside of Association.

3. 1\1 Hold field days (bi-montWy) Dec.95/ 9
Mar. 97

4. Report activities and outcomes in the Association Dec.95/ 4
newsletter. Mar.97

Dec.95/ I
5. Present highlights in a seminar to members, and Mar.97

obtain feed back. ---------
26

Resources required:

JD 2,250 - (JD 250/ trip for logistics).

Coordinator Advisor
YousefBarakat, Member Dr. Yilmaz Ilker, JAMDP
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TACTIC BRIEF # 13

TITLE: JOINT VENTURES

Task and Accomplishment through March, 1997

Arrange at least five visits to promote joint ventures among
Jordanian growers, exporters and investors, and between
Jordanian and foreign companies.

Beginning Date:
December 1, 1995

Completion Date:
October 31, 1996

Il\tIPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Investigate agricultural joint venture activities - Nov.30 28
procedures, practices, rules and regulations, role of
government - in Jordan and abroad.

2. Report findings to the Association Board. Dec.IO 4

3. 1\1 Hold two-day seminar to assist members fully Mar. 1, 20
understand to procedures involved and benefits 96
derived from joint ventures (consultant).

4. Promote specific joint venture (at least five visits) Apr. 1/ 25
between Association members and investors within Oct. 1
Jordan and abroad. 1996 ---------

77

Resources required:

JD 5,000 (VOCA Consultant)

Coordinator
Maha Shawareb, Executive Director

Advisor
JAMDP



TACTIC BRIEF # 14

TITLE: INFORiVIATION CENTER

Task and Accomplishment through .l\'Jarch, 1997 Beginning Date:
November 1, 1995

Establish a marketing, pre and post harvest technology and
management information center Completion Date:

February 28, 1996

IMPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Determine which market information data sources to Maha Nov. 1 1
use and obtain costs. 95

2. Decide what publications and subscriptions to obtain Maha Nov.lS 2
for library. 95

3. Order publications and subscribe to data services. Maha Jan.l, 1
96

4. Set up computer database and library filing system. Maha Jan. 15, 7
96

5. Begin issuing weekly information to members. Maha Feb.I, 7
96 ---------

18

Resources required:

JD 1,300 - data and publication subscriptions and
computer consultant

JD 2,600 - apple power PC with modem

I

Coordinator Advisor
Maha Shawareb, Executive Director, EA Kelly Harrisson



·
TACTIC BRIEF # 15

TITLE: POLICY PRIORITIES

Task and Accomplishment through March, 1997 Beginning Date:
April 1, 1996

Determine policy priorities and strategies (position papers)
for the Association that will guide its efforts to change Completion Date:
government policies and regulations. October IS, 1996

Il\1PLEMENTING STEPS WHO WHEN NO.
DAYS

1. IdentifY policy consultant. Board Apr. 1, 1/2
96

2. Consultant and Board ofDirectors decide on priority Board Apr. 15, 2
Policy changes desired. 96

3. Consultant prepares "position papers" for top 3 Consul- Sept.IS
policy issues. tant 96

4. Board decides policy action priorities and strategies Board Oct. 15 2
for each policy 96

--------
5 1/2

Resources required:

JD 14,500 - 45 days of consulting time.

Coordinator Advisor
Board Chairman Abrar Sattar and Kelly Harrison



TACTIC BRIEF # 16

TITLE: POLICY SEl\IINARS

Task and Accomplishment through March, 1997 Beginning Date:
June 1, 1996

Hold three seminars on policy areas of importance to the
Association and produce policy papers in order to educate Completion Date:
government officials, members and non-members about a March 31, 1997
profitable export environment.

Il\lPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Seclect a team to prepare and present the seminars. 1

2. Review priority issue position papers prepared in tactic 8
brief 15.

3. Identify and approach other private sector
organizations with similar aims, and identify list of 4
appropriate government officials.

4. M Hold three seminars involving Association members
to discuss policy issues and propose solutions: 9
(A) seminar 1 Nov.96
(B) seminar 2 Dec.96
(C) seminar 3 Feb.97 --------

22
Resources required:

ill 3,200 - consultant to prepare facilitate seminars
10 days

Coordinator Advisor
Chairm of Policy Committee



TACTIC BRIEF # 17

TITLE: POLITICAL ACTION STRATEGY

Task and Accomplishment through March, 1997 Beginning Date:
November 1, 1995

Conduct at least one workshop and follow up actions to
improve member understanding and capacity to use political Completion Date:
action and influence to change government policies and Ongoing
regulations.

I~fPLEl\1ENTING STEPS WHO WHEN NO.
DAYS

1. 1\1 Membership 112 day workshop on polictical action Consul- Nov.30 5
and influence (how to use personal contacts and tant 1996
voting prior to obtain policy changes).

2. Invite policy decision-makers to association Board On-
meetings, workshops, etc. gomg

3. Send newsletters to policy decision-makers. Maha On-
gomg

4. During parliamentary elections board members meet Board Sep.96 15
with candidates to explain association policy
demands. --------

20

Resources required:

JD 1,500 - Consultant to prepare and lead the
workshop.

Coordinator
Chairman of Board

Advisor
Abrar Sattar



TACTIC BRIEF # 18

TITLE: l\:lANAGEl\fENT DEVELOPl\1ENT

Task and Accomplishment through March, 1997 Beginning Date:
November 1995

Conduct at least two training events to strengthen the
capability of the Association to develop its public relations, Completion Date:
internal procedures, policy planning methods, and objectives Continuing
and goal setting.

IMPLEMENTING STEPS WHO WHEN NO.
DAYS

1. Evaluate existing staff capabilities according to Board Dec.l 7
acceptable assessment criterias (including new staft).

2. List key staffdefeciences and prepare objectives Board Dec.8 7
with specific objectives.

3. Design appropriate internal training programs. Maha Jan.lS 18
On-

4. Bring in foreign and local specialized trainers in Maha going 3
management development.

On-
5. Conduct regular staff evaluations. Board gomg 16

Feb.&
6. M Attend two overseas training. Mar. 7

7. Have Association administration and board meet Adm.+ 18
regularly to discuss task no.2. Board

Jun.l0
8. Provide training to new staffby the already trained 12

staff
On-

9. Report on training opportunities in the bi weekly going 36
newsletter. -------

124
Resources required:

JD 17,000 - 2 training courses.

Coordinator Advisor
Board Chairman AMDP
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TACTIC BRIEF # 19

TITLE: COMMITTE SYSTEI\I

Task and Accomplishment through March, 1997

Implement a committee system for 10 committees to organize
the Association around key areas of concern in order to
expand member involvement in the work of the Association.

IMPLEMENTING STEPS

Beginning Date:
October I, 1995

Completion Date:
November 30, 1995

WHO WHEN NO.
DAYS

1.

2.

3.

4.

5.

IdentifY key areas ofcencern, produce, and services.

Prioritize list in (1).

Choose 2 areas of concern, 5 main export crops, and 3
service areas, e.g. policy, grapes, information..

Identify and select teams and team leaders for each
committee.

Conduct a board meeting to approve the committee
and teams.

Resources required:

Oct. 95 1

Oct. 95 1

Oct. 95 5

Nov. 5
95

Nov. 1
95

13

Coordinator
Board Chairman

Advisor
AMDP
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TACTIC BRIEF # 20

TITLE: I\IEMBER I\JEETING

Task and Accomplishment through March, 1997 Beginning Date:
November 1, 1995

Organize at least one meeting each month in order to
address concerns between Association members and other Completion Date:
entities in the production / marketing chain and report on Continuing
other activities.

II\1PLEI\-IENTING STEPS WHO WHEN NO.
DAYS

1. Establish a meeting conunittee Majid Begin- 2
ning of

2. Develop a mailing list. Nidal each 1
month

3. Develop a meeting agenda. Board starting 1x18
from

4. Rent suitable meeting hall (JD 2,000) Majid Nov. 1 1x18
1995

5. Invite experts speakers (JD 2,000) Board 1x18
Memb.

6. Plan meeting refreshment (JD 2,000) Nidal 1x18
-------
76

Resources required:

JD 6,000 - logistics and speakers.

Coordinator Advisor

Maha Shawareb, Executive Director Association Board ofDirectors
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TACTIC BRIEF # 21

TITLE: FEES SYSTEM

Task and Accomplishment through March, 1997

Establish a system offees (membership and service fees) for
the Association. By March 1997, total fees should cover the
administrative and promotional expenses of the Association.

IMPLEMENTING STEPS

Beginning Date:
October 15, 1995

Completion Date:
Continuing

WHO WHEN NO.
DAYS

1. Study what and how fees are collected by similar
associations abroad.

Oct.95 30

2. Report findings to membership and request their input. Nov.95 15

3. Decide on the mechanics and accounting system of fee Dec.95 30
collection; decide on actions to be taken against
violations.

Jan. 96 1
4. Present results to Association Board for approval.

Aug.96 ---------
5. M Start collecting fees (service) 76

Resources required:
ill 10,000 per month - maintaining the Association
office (salaries, rent, etc.. ).

Coordinator
Board of Directors Chairman

Advisor
JAMDP



APPENDIX 1

COORDINATING IMPLEMENTATION

The Strategic Action Plan is intended to be implemented as
an integrated system. The tactical actions' reinforce each
other and enact the Strategic Directions as a whole. This
ensures that the constraints to realizing the Association's
Practical vision are addressed on a broad front. This is
the best assurance for success of the Action Plan.

Because of the importance of implementing the tactical
actions as a system, the leadership and staff of the
Association should hold meetings on a monthly basis to
review implementation to date and to determine which blocks
to implementation, if any, have arisen and should be
addressed. Sometimes dealing with blocks requires
additional personnel and other resources, and sometimes the
blockage can be dealt with by an innovative suggestion or
assistance from another perspective.

The monthly coordinating meeting can normally be limited to
two-to-three hours if well-organized and discussion is
limited to the relevant points. The proposed agenda, set
out below, should move quickly, using the Tactical System
Chart and the Tactics Time Line as guides. This is also a
good occasion to highlight events and achievements in
implementing the Association's tactical actions and to
recognize persons who have made special contributions to the
Association's success. For this reason, and in order to
encourage good communications and innovative thinking across
the organization, as many as possible of the Association
staff and tactic coordinators should attend the monthly
meetings. However, as the meetings will be held largely in
Arabic, this may limit the participation of Project
advisors.

PROPOSED AGENDA

1. Open Meeting and set agenda of the day. Each person
should have copies of the Strategic Action Plan at
hand, and particularly the Tactical Chart and the
Tactics Time Line.

2. Tactics Report. Receive one or two minute reports (not
lengthier) on each tactic from the person responsible
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for its implementation. (See those persons identified
as "Coordinator" on each Tactic Brief). Each report
consists simply of:

2

a. The main accomplishments of the previous 30 days.

b. Whether the Tactic is on target in terms of the
Tactic Brief. If not, where do things stand?

c. What blocs, if any, are impeding its
implementation. It is important that the group
not engage in discussion at this time on how to
deal with the blocs. Only questions of
clarification should be entertained. The convener
of the meeting simply keeps a running list 
preferably on a flip chart or white board - for
all to see.

3. Recognition of Accomplishments. Special events and
persons should he highlighted.

4. Review and Blocs. The convener now reviews the list of
blocs that have been identified. Where there are a
large number, it is usually useful to have the group
cluster them where they have a similar cause. In this
way, they can be addressed in a concerted and targeted
fashion.

5. Corrective Action. After all blocs are reviewed and
clustered (if appropriate), determine what corrective
action should be taken by consulting all in attendance.
In some cases, the blocs can be dealt with entirely
within by the Coordinator and the persons responsible
for the specific implementing steps.

In other cases, the insight or resources of the broader
group are needed.

6. Special Reports. The meeting is also a useful time to
schedule special reports on topics of current interest
by various members of the Board of Directors or the
Association staff.
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APPENDIX 2

PLAN EVALUATION

The Strategic Action Plan was constructed through the use of
four different time horizons:

Practical Vision
Constraint Analysis
Strategic Directions
Tactical System

10 years
Present
3-5 years
18 months

The critical horizon is the 18-month Action Plan. However,
it is important to keep in mind that many changes and new
insights can occur during this period, and that planning
should identify and reinforce effective action through
learning, and not promote rigidity or counterproductive
activity. Therefore, the planning cycle should contain a
point for mid-course review of the Tactical System at
approximately 9 months, and a comprehensive review of the
entire Strategic Action Plan at the end of the 18-month
period. See the diagram set out in the introductory section
of this report.

Mid-Course Review. This consists of a one-day gathering of
the entire Board of Directors, interested members and staff
in order to reflect on the previous nine months of action,
determine what has been learned by the Association through
its action, identify any unforeseen blocks or environmental
changes that are disrupting its efforts, and determine
whether and to what extent the Tactical System should be
revised for the second half of the 18-month period. This
amounts also to a reality test of the Action Plan itself.
It also ensures both learning and flexibility in planning,
and contributes to more effective action.

Annual Strategic Planning. While this Strategic Action Plan
of the Association covers eighteen months, normally the plan
should cover twelve months and the Plan should be reviewed
in its entirety during the last month of the operating year.
While much of the previous year's Strategic Directions may
in fact remain valid for subsequent years, they still must
be reality-tested against organizational performance and
changes in the external environment. In any event, the
review will uncover new initiatives and raise a revised set
of priorities.
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It will normally require 3 days of intensive workshops to
properly assess and revise the Strategic Directions, as
needed, and to build a new Action Plan, including the Tactic
Briefs and a 12 or 1S-month Tactics Time Line. The
advantage for the Association in the second and subsequent
years of planning is having the base line Strategic Action
Plan from the previous year to work from and having
benefitted from the planning and communication skills
developed over the previous year. Therefore, the planning
process will be more relaxed, and the participants will be
better able to engage in an in-depth reflection on the
revised Strategic Directions and new Action Plan. This is a
natural part of the learning curve in an institutionalized
strategic action planning process.


