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TAS WORK AGENDA

2:00 PM — Trade Assoclation workshop participants registration.

2:00 PM - 2:20 PM - Trade Associstion participants complete “Trade
Associstion Situation Analysis” questionnaire for the TAS team,

2:20 PM - TAS team collects all questionnaires or gets a commitment from
associations as to a firm date when they wiil be faxed back to ALEB.

2:30 PM — TAS presentation on STRATEGIC PLANNING

3:00 PM — TAS presentation on SWOT analysis
3:30 PM — broak {drinks and shacks)

3:45 PM -~ Working in Groups: Trade Associstions work in groups to
identify their strengths, weaknesses, opportunities and threats

4:30 PM — Working in Groups: Trade Assoclations work in groups to begin
to identify concrete steps to take — actions — when and by whom - 0 take
advantage of their strengths, overcome their weaknesses, sebe
opportunities that they have and meet any threats to their success.

5:00 PM ~ Voluntary Presentations by Trade Associations of the prefiminary
restlts of their SWOT and Action Pians - examples of success

5:30 PM — Naxt Steps by TAS team and Adjournment
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WORKSHOP Purpose

To train participants about the basic concepls and skills of strategic and aclion planning
including how to conduct a SWOT analysis.

WORKSHOP Objectives

As a result of this workshop, pariicipants will be able to:

» Complete a SWOT:
Any organization, such as a trade or business association, or privale compeny
needs o know its Strengths, Weaknesses, Opportunities. and Threats. Strategic
Plans and Action Plans to improve association performance should be based on
a SWOT so that the association is poised to establish the conditions for success

and then acts effectively and accordingly.

« Prepare an Association ACTION PLAN for implementation:
The Association ACTION PLAN shoukd be a fiving docurmnent that identifies WHO
does WHICH action, by WHAT means, by WHEN and then tracks the progress of
each action to reach a measurable result or objective of that association.

« And, kientify probable areas for the ALEB TAS team to provide hands-on technical
assistance and advice 1o your trade or business association;
The ALEB TAS team is prepared 1o provide specific technical assistance 10 help
your trade or business association to implernent the ACTION PLAN and 10 meet
with your staff and association members or committees t0 help energize them
volunteer and assist in the work of their association.




Strategic Planning

Strategic Planning

Bringing the future into the present

So

vyou can do something about it.

“You can either take action, or hang back and wait for a miracie to happen.”
« Pater Deucker




Conditions for Success

in order for a Trade or Business Association Action Plan 10 be successiul, there are
certain conditions that must be present at your trade or business association:

e A compelling (non-emergency) need

e Management (The Board) is committed

e An eflective Board of Directors and
CEO/Managing Director

¢ Involvement of the Members - such as
through being volunteers on
Committees

e An analytical and valid process that
involves all parts of the association -
Board, staff and members

¢ A qualified facilitator
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Overview of the Trade or Business Action Planning

Process

Decide
To Plan

Association Action Planning
Process

Form
An "Ad Hoc" SWOT Team

The Association Action Plan




Preparing and Conducting a SWOT Analysis

AGRICULTURE-LED EXPORT BUSINESSES
Car. No. A-300.001TB THE SWOT ANALYSIS TOOL BOX

Analyzing Strengths, Weaknesses, Opportunities & Threats in Your Association

Preparing & Conducting a SWOT Analysis

. & 8 5 & 8 o

Why Conduct a SWOT Analysis?
Business Concept
Conducting a SWOT Analysis
Strengths

Wesaknesses

Opportunities

Thweats

identifying Strengths, Weaknesses, Opportunities and Thrests (SWOT)

Every trade or business association, no matier how large or small, no matier its position
in the economy and no matier its location in the world, has its strengths and weaknesses
and enjoys opportunities whether they are recognized or unrecognized. Moreover, a
trade or business association is almost always faced with threats, either from within the
association itself or in the economy or by external factors that can also affect the
performance of the trade and business association — such as the government, competing

trade or business associations, etc.

The SWOT Analysis is a method of formaily identifying and stating issues by association
participants that play a key role in the management and function of the association and
who are on “the front ine” and exposed o these issues on a daily basis. Recognition of
Strengths, Weaknesses, Opportunities and Threats is the beginning point to resolving
these issues, involving the people - Board, staff and members - within the association

itself.
The Business Concept

The abillty to gather functional and key employees, along with volurdeer members, in a
setfing o discuss the strengths, weaknesses and opportunities in your association, and

to analyze the threats that could have an adverse impact on your trade or business
mmmmm bﬁwmwawwm

Ne |

Whenever an organization makes a change, its peopie have 1o deal with, first, an
- then with a time in between the old and the new that is called the “neutral

ending

2one”; and then with a new beginning.

it is important to distinguish between change and transiion. Change is situational:
the new office, the new boss, the new tsam roles, and the now policy. Transition is

memewmbmmmmm
is external; transition is intemal. Unless transition occurs, change wilk not

work. That is what happens when a great idea falls flat.

Agsiculture-Led Export mm 1
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Preparing snd Conducting a SWOT Analysls

There are many methods used by managers worldwide to manage or implement change
- to heip management, employees, volunteers and members of associaions cope with
these changes. One tool that managers use is cafled a8 SWOT Analysis. The SWOT
Analysis is a method to collect data on those factors that will influence the ability

successfully. The SWOT Analysis can be conducted as a meeting or series of
meetings where personnel are encouraged 1o be opsn and candid. It is an opportunity
for a frank and full exchange of ideas and discussion on the “State of the Association”. it
is heid with the intention of identifying and putting into action plans and policies that
manage the change process.

This process typically involves, in an association, the Chief Exacutive Officer or General
Manager and the Treasurer, the staff, the Board of Directors and vokunteers from the
membership.  may be helpful, fore exampie, for the heads of the various association
Committees t0 hold their own ‘mini-SWOT Analysis™ within their Commities before
conducting the full trade association SWOT Analysis. in a small association, where just
about every member filis a key role or function, it may be heipful o involve everybody in
this exercise.

Conducting 2 SWOT Analysis

it iz recommended that this process be heid away from the office seting where
interruptions are less lkely to interfere with the conduct and success of the meeling. it is
also critical that consensus is reached between all parties if change is o be implemented
and managed. Once a SWOT Analysis is heid, it is important to record all the input from
each participant under each category. A monitor is necessary to conduct the session
and a recording secretary is necessary to record all of the input. It is most heipful if the
recording of the input is written on a large piece of paper, such as a Flip Chart, where all
of the meeting participants can see each item. This encourages follow-up discussion or
may engender additional kleas. These papers should be saved for future reference.

One of the processes of conducting the meeting fo ensure input from all participants is 10
focus on ons category at a time - Strengths, then Weaknesses, eic. Give each
participant the opportunity to report or suggest items 0 be discussed under each
category. Perhaps this can be in the form of allocating a certain amount of time by the
monitor to each participant in the meeting. which gives each person equal time
confribute. Initially, this time may only be a minute or two, and is called a “round™. But
as the list grows under each topic, t may generate more ideas or the opportunity 1o get
“deeper” into a subject matter and another round is heid. As long as there is contribution
to the subject heading by any participant, the topic matter should not be ciosed.

if discussion is raquired fo reach a consensus on whether or not an #em belongs on the
isnmsmndadﬁtatamndbemmmmmmmlab
why or why not the ilesn belongs on the list. This is the o M SIS
m&gmmnmmmnm“mm Mamm
and decision can be made. A SWOT Analysis is used © identify and gather issues. A
meeting can become siowed down and the process of analyzing issues can become
cumbersome and ovaerwhelm the process of identifying issues that require action. The
resolution of these issues comes at a later stage (See Action Plan).

in order to prepare an Action Plan, the first order of business is o list the categories 1o
be discussed, identifying them in a clear and concise manner as to avoid any confusion
over the objectives and their pertinence to the overall Action Plan. These are:

Agriculture-Led Export Businesses (ALED) 2
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Preparing and Conducting a SWOT Analysls

Strengths

The topic of Strengths is usually a good starting subject for a SWOT Analysis. Strengths
are usually quickly identified and ane the "ice-breaker” to a SWOT session. it bagins a
forum that every participant is quick to contribute to and becomes a platform to build on.
Once all the strengths of an association are determined, it becomes easier to see how
the other subject matter - weaknesses, opportunities and threats - can have an impact
on the trade or business association and how they can be dealt with.

Strengths can consist of anything that contributes to the success of the association. In
the case of an agribusiness or food processing association, this include: a strong, vibrant
export-oriented economy with financially strong companies that are members or that can
be recruited as members, physical resources such as the office itself and office
equipment and fumiture, a strong, dedicated membership base with voluntoors serving
on Commitiees, strong ties to donor-funded organizations and projects that can provide
technical assistance and training for the staff and the members, strong ties to the
relevant Ministry that enables the association to bring petitions for policy, legal or
regutatory change to that relevant ministry or 1o the national Assembly, members with
special skills or abilities who are willing to donate them to the association, organizational
capabilities or systems, special support from others outside the association including buit
not limited to bankers, government officials, and other spedial refationships, etc.

Woaknessos

Weaknesses are problems. Every association has them. Unless they are recognized,
discussed and resolved, they continue to grow and become larger problems, reducing
the potential for success. They can keep an association from growing and they can even
make on become smaller until it is imelevant to its members, no longer serves a purpose
anxd becomes moribund.

Weaknesses must be confronted and desalt with. It is no smbamassment o have
weaknesses. His an embairassment not 1o deal with them.

Weaknesses can consist of insufficient operating capital, poor organizational structure,
poor intemnal management policies, procadures and controis, poor or no

policies — mumgmmmmmmofmummm
members, rumors within the association that adversely affect moraie, the wrong parson
in the wrong job, lack of initiative to take risks, lack of a marketing campaign 10 attract
new members, lack of a sysiem to survey existing members in order to ansure that you
are meeting their needs and demands on an annual basis, the wrong service for your
members, expensive production costs for a NEWSLETTER that comes out o0 lete to be
meaningful 1o your members, lack of communication channeis, a poor managoment
policy that does not encowage up and down communication, insufficient physical
resources such as office fumiture, an office, and office equipment % get the job done, a
financial plan to raise revenue and spend what your association can raise, elc.

Weaknesses are generally inlernal t0 any organization or association. It takes courage
to identify them and it will take courage to act to correct them.

When identifying weaknesses, be sure o use examples why and how these affect the
association. Examples are easily dealt with. Describing problems in a general manner,
such as, "we lack members” is much mone difficult to deal with and solve than 10 say, “we
only have 100 members who pay 2000 LE to be members so we do not have encugh
funds to hire the staff we need fo start to deliver the new service our current members

are demanding.” Spedific, concrete exampies help focus the problem.

Agricuiture-Lad Export Businesses (ALEB) 3
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Preparing snd Conducting a SWOT Analysis

Opportunities

When asked, aimost every staff member or association member could probably suggest
an opportunity that may or may not have been thought of by management. These can
range from simple operational improvements that can increase efficlencies or reduce
costs, to identifying a new or improved member services. Opportunities can consist of: a
more effective way to get the same job accomplished, a new service that will differentiate
your association from the competition, a new lugo, a new way to utiize your web site and
link it to your members, a new way (o raise nondues income through advertising,
strategic alliances or other innovative and untried methods that are appropriaste for the
Egyptian economic and cultural environment, a new service that could attract new
members to join the association, buying supplies in volume 0 save money, a new
financial system that would give more curment and better information to the Treasurer, the
Board or the CEO, recreating the organizational structure to improve efficiencies or
reduce costs, elc.

Threats

Threats exdst in every business and economic environment and they can advarsely affect
trade and business associations just as they can affect the individual companies, the
business, of your members.

Theeats are not the same as weaknesses.

A threat describes exposure by the association to some potential factor that will
nagatively affect the success of the association. These are usually externally driven and
represert pressure from the government, from competing trade and business
associations, economic pressure themselves that weakens your members’ own
businesses, etc. Threats may even consist of government policies, procadures, lows
and regulations, such as the NGO law that govemns what trade and business
associations can and cannot do in Egypt, member preferences, social threats and risks,
etc.

The Action Plan

Taking Action
MMmmaSWOTWW&MmmR?MW

—ch udes the Board of Direciors and the CEO - should agresment that
msmwmmmmwm

One way to start implementing change is 10: 1) Summarize the topics by seclion, 2)
Prepare an Action List of every topic that is decided by consensus 10 rasolve, 3) assign
association Commitiees to further define the problem if necessary, 4) suggest several

1o resoiving the problem and then §) reach consensus on the approach o

approaches
take to resolve the problem.
The Action List should be divided into the four sections - Strengths, Weaknesses,

Opportunities and Threats. Further, it may be helpful to divide these into an “intemal”
and "External” sub-section under each section or heading. This helps t0 focus tsam

Agriculture-Lad Export Businessss (ALEB) 4
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Preparing snd Conducting s SWOT Anslysis

selection and provides for some “quick wins”, which is critical to measuring progress and
keeping teams actively involved.

A very important element to successful change is to lustrate fo all staff and members of
the association some immediate improvements ("quick wins®). This reinforces
everyone's commitment and sets the future course for the association.

The Intemal sub-sections consists of projects within the association or that can be
resolved internally, and the Extornal sub-sections consist of projects that impact the
association from outside or must be resolved, to a larger extent, with some extemal
input.

Once the Action List is composed and areas that require attention for the association are
defined, work shouki commence on a scheduled basis. We recommend that a set time
be devoted for this project on a once a week basis unti all the projects for the
association that arise out of the ACTION PLAN are compieted. Each project must have

a timetable and 2 responsible “project manager,” which may be the head of the relevant
Commitiee or a relevant staff member of the association. Hoiding meetings on a regular
basis provide a means fo monitor progress on each project or issue,

Preparing The Action Plan

Some areas may require more fime and resources to resolve. in this case, t may be
necessary, as a management tool, to prepare an Action Plan.

Definition of an Action Plan

An Action Pian can be described ax a written definition for implementing the irade
or business association objectives as detfermined by the resulis of the SWOT
Analysis, wherein certain major issues were identified as nesding resolution or
improving on strengths and opportunities.

uxmmdmmmmmmmmmwa

This helps hurther define the topics needing resolution. To be effective, the situation
should be restated, polential solutions listed, the individual team members responsible
for working on the problem should be named, completion dates established 10 meesure
progress and, of course, the measurable, expected conclusion.

It is critical that this process result in the association having quantifiable targets or goels
so as to ensure the success of the implementation. Objectives are established,
programs pianned, resources allocated and work is performed. It is also important 1o
identify additional or external resources, especially if specialists, consultants or additional
revenue is required. Determine the human and financial resources available to the

association to implement the Action Plan.

Agricuiture-Lad Export Businesses (ALEB)
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Preparing and Conducting & SWOT Analysis

Anything can be put in the Association Action Plan that requires ACTION. if there are
identified strengths & opportunities that can be built upon, add it to the Action Plan.
REMEMBER, an Action Plan is not categorized as Strengths, Weaknesses Opportunities
& Threats. The SWOT is a process o get the association o FOCUS in these areas & o
define issues on which the association can BUILD. In order o abtain sustainability in
resolving these issues, who's going to be ultimately responsible for the measurable
result, Le., implementing it? The FUNCTIONAL AREA in the trade or business
association - or the relevant Committes - will be!

Generally, the QUICK WINS - The "Low Hanging Frult” - that buikis morale and keeps
evaryone bought into the change process that an association is going Swough, is the
identification of weaknesses & threats that can be quickly resoived. Obviously, these are
matched with the association's strengths & opportunities that have been identified and
agreed upon. This is where Strengths & Opportunities play a part in your Association
Action Plan: Siate the Situation. Define the resolution while keeping the association's
Strengths and/or Opportunities in mind. These can usually be short 1o medium tenn
resolutions.

If the association has a problem or threat that is not offset by a cormesponding strength or
opportunily, then usually if's a much longer term to fix it, if at all. This is a very general
statement. There are obviously exceptions to it. But when ona thinks of R in these tems
& imparts this to the participants in the SWOT process, it usually starts a whole new
round in thinking about their real strengths & their real opporhumities. This round of
thinking and further involvement usually occurs no sooner than the second day of a
SWOT, whether it is an associstion or a Committee SWOT or a Board of Direclors
SWOT — that is, 3 "mini-SWOT".

As actual performance is compared o the plan, feedback is genaraied 1o adjust
workioads and the aliocation of resources.

if you do prepare an ACTION PLAN that is not matched with or supported by the
financial and human resources o implement the plan and achieve concrels measurable
results, then all you wilt do is be laying the groundwork for falkiwe and disappointment
which ultimately wit harm your assodiation. So, be realistic. Be specific. And do not
raise expeciations or the disappointments will cause members o lose fakth in you, your
leaders and ultimately the trade or business association itself,

Proparation of a Chronogram of Activities, or s Departmental Action Plan

While the association Action Plan — the *Master Document” - has a colurnn for the
completion date, bear in mind that this is the final completion date when the Solution of
the Key Need is resoived. This is the date one expects 0 see Measwable Results.
However, it is useful, and almost essential, to develop a “Commmittee™ or "minl™ action
plan. Why? Because you will probably delegate the solution to a specific Commities or
Task Force of the association ~ that is, the very people or members who have a vested
interest in seeing concrete results.

And because there are always a number of "mini steps” taken to accomplish a task or 8
sefes of tasks in order to resolve a key need, it is almost imperative © creste a
chvonogram by task. This enables the Association improvement Team (usually the
Board of Directors) fo delegate further responsibilities and actions accordingly.

Agricutiure-Lad Export Businesses [ALED) 6
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Preparing and Conducting a SWOT Anslysis

Reaching down into the ranks of the association stalf and the membership itself, through
delegating authority and responsibility for achievements and results, this sxercise in iself
helps to develop accountability and pays dividends in heiping to strengthen the
association itself and expand its membership. Simply by integrating all staff and the
membership into the process of becoming involved in the actual success of the
association itself, you develop a team that is united in one common purpose ~ 1o have a
strong, member-oriented association.

So, once the objectives and budget of the Action Plan have been confirmed, prepare a
Chronogram of Activities (tasks), stipuiating the timeframe for accompiishing each
activity. This is simply a summary of the salient poirts of each section and the date
accomplish certain benchmarks. The timeframe should identify the objective, person or
persons responsible ard the deadline for completion. The chronogram is a valuabile ool
to use by the various committees, SWOT Teams or Association Improvement Teams
{usually the Board of Directors) that are charged with resolving the stated Situstion or

probiem.
implementation

implementation of the Action Plan begins. The Clwonogram is a “living document”. The
chronogram is designed for the purposes of identifying the tasks and moniloring the
steps required 1o accomplish your goals. it is best to break these tasks down inlo
*babysteps” — easily achievable tasks in a relatively short time. Then as they are
accomplished and the team meets, the tasks can be chacked off and the next sheps 1o
be accomplished are added. The chronogram — or "Committee action plan” if you prefer
to call it that — is a document that you keep adding to and redistributing o the assigned
teamn members until you meet the specific goal(s) of the Action Plan. It is a very useful
tool to keep the team “on track®, specific benchmarks in sight and for monitoring

progress along the way in a imely manner.

You may wish o keep the tasks on the chronogram after you accomplish them, rather
than dsieting them. While this will require the document to grow to more than one page,
you will find it useful to be able to look back {0 see what tasks and specific people have

accompiished (or not accomplished) as prescribed.

The Association Action Plan shouid be thought of as a "living document" as well. ¥ itis
not, your association is either in trouble - because it is not dealing with its strengths,
weaknesses, opportunities and threats — or it is perfect, and the latter is not possiblel
Get in the habit of monitoring your Association Action Plan and keeping Rt updeted as
you encounter or pian for changes in your organization.

Finally, while there is a lot of “buzz” in MBA (Masters of Business Administration) circles
about “reinventing the corporation”, or “reinventing the organization,” but you and your
association should not feel compelled to do this UNLESS you are kaing money —
because you are not increasing your membership, you are losing members or you
cannot raise enough revenus to do the things or offer the services that your members
really want. The best you can possibly do for your association is to “repew” it, rather
than “reinvent” it. Utlize your existing human and financial resources - your capital
equipment, your knowledge capital and your Good Will. Plan to ulilize them. Plan the
plan - the Action Plan. Implement the Plan. And plan again.

Agricuiwre-Led Export Busineases {ALEB) 7
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Praparing and Conducting & SWOT Analysis

Selection of the Association iImprovement Toam

Usually, the Board of Direclors of a trade or business association will recognize that the
association is facing problems, that it has weaknesses and that there ae threats I its
existence or continued vitality. Hopefully, in such cases, the Board will act quickly and
decisively to do a SWOT and develop an ACTION PLAN that will revitalize the
organization.

However, if the whole Board does not recognize the importance of 8 SWOT or if the iull
Board is not commitied to conducting a SWOT, we recommend that the CEO or
Managing Director or key Board members act to identify those Board members who
realize the importance revitalizing the assodiation and get the “go ahead” o do a SWOT
and make a plan that can be presented to the full Board and approved for action. Then,
the Board would become the Associstion Improvement Team. However, & - the
Association Improvement Team — couid also be draswn from highly commitied members
who are willing o volunteer their time and resources 10 help achieve concrete realistic
results for the association, along with the CEO or managing Director and a fow key staff,

Knowing that most trade and business associations in Egypt rely on voluntoers, we
realize that most associations will have Association Improvement Teams that are
composed entirely of volunteers who come from the general membership as well as the
Board.

Recognizing these realities, the following is a guiieline for establishing an Association
improvement Team to implement and complete each Action Plan:

The CEQO or Managing Direclor of the Association or the Chairman of the Board
establishes an intemal association improvement team with representation from all major
service areas or Committees of the association, including but not limited to: membership
recruitment and retention, policy advocacy or govemment relations, finance,
Mwmmkmmnmm tachnical services, eic.

Meoember selection criteria - Members should:

+ Be interested in the role of the team / project goals
» Have high credibility within the organization

« Have high energy / results orientation

» Be able to meet project deadiines

s Have a collaborative consulting style

» Have solid analytical / conceptual skills.

Association Improvement Team — The role of the team is io:

willing to design and implement an organization-wide association
monitor the improvement plan to ensure results or, if nesded, o take corractive
action.
Once the Action Plan is initiated, carry it through to Hs logical conclusion. Efforts and
time spent will be well rewarded!

» commit o project objectives

s assume ownership for achieving project

« willing to conduct organization throughout the association
» willing to tabulate diagnostic data / determine improvement priorities

Agricuitore-Led Export Businesses (ALEH) s
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Preparing and Conducting » SWOT Analysis

Action List Tompiate (Example)
Assoclation Name
Action List
Action Teoam Leader Tasks & Timing  Status

Weaknesses - Internal

. | Creats Empioyes POcy | Traneler 1o ACon Piss,

wCalee, raview) Section. Specisl Cowwnilins ¥

Agricultore-Lad Export Businesses (ALEB) )
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I._Functional Area: Financial Manage

Problem Statement:

Lack of sufficient intemal controls, recording and reporting (accounting) system to manage assoclation revenue and experdiitures.

Key Noeds

Agriculture-Led Export Businssses (ALES)
Permission Oranied by Anderson Associaies inlemational for UBAID Use

Solution Identification & Formulation | Execution of

the Solution
{Team

Membaers
Responsibie}

Journals

¢} Cusiormwr Ladgers
3 Payroll Ladgers
) Genersl Journals
g} Gaenersi Ladger

Measurabls Resuits

{owt & cade) Full wat of fesancial controls is implemanted &
cpefating. Monthly reporting underway.
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Tempiate for Assoclation Action Plan (Chronogram)

Internal Document - Not for distribution

Egyptian Trade or Business Association

Action Required
1. Flnanclal

Team

Feb
2002

Mar |
2002

2002 | 2002

June |

'Design & implement financial accounting system

Assigned

Train accountant

15

. Operational e

Contact industry & sclentific Ir institutions for information & preliminary cost data

| (enterprise budget)
Project parameters (Quantify & Qualify)

15

Complla proforma budget e
Identify current forms for tracking costs

Implement new forms for tracking operational and servioa 10 mambafs costs
Train key employees in use of forms

“+18

11l Membership Marketing T

Research market data for new members potential - by industry sector
Identify potential members demands for services
Identify resources needed to mest any new demands for services

IV. Services for members through Strategic Alliances

eN3

|
e

Compile information or data base of service providers in the area

Meet and discuss resources that your association can offer to strategic aliance

partner and what resources or services of theirs you want to add

10

Meotwlmﬂ\eBoardanddlscussmmodstolovemgemmmmugh
specific alliances

Agriculture-Led Export Businesess (ALES) -

Permiseion Granied by Anderson Associates inemationel for USAID Use
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Let’s Get Started!
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SWOT Template
Strengths

Association Name

Association Acion Pianning Process - Workshop



Weaknesses

Assodiation Name

‘Association Acion Planning Process - Workshop



Opportunities

Association Name

~Associalion Acion Planning Procass - Workshop

16



Threats

Association Name

7



NOW LET’S RECAP THE SWOT!

Aasociation Acion Planning Process - Workshop



[Date of SWOT: |

Participant

Position in Association

Contact Points
{Tel - office and moblie)

Aassocistion Acticn Planning Process - Workshop

9



Strengths, Weaknesses, Opportunities, Threats

Strengths Weaknesses
1 L] 1 »

Associstion Action Planning Procsss - Workshop




ASSOCIATION
NAME:
Assoclation Action Plan - By Functional Area 25-08-04
Mission/Vision Improvement Objective Areas

1) Financlal Management, Reporting and Controls

2) Managerial Improvement & Human Resource Development

3) Operational or Member Services improvements

4) Membership Recrultment and Retention

5) Policy Advocacy or Governmental Relations

| have read and reviewed this proposed Association Action Plan and agree with the vision and strategic outiine in principle. 1 agree that as

these strategic objectives progress, that | will undertake due diligence to accomplish and implement these steps in a timely and professional
manner,

Signature

Date:
Associstion Action Planning Process - Workshop -3

PREVIOUS PAGE BLANK
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Associstion Action Plan -~ Workshop Appendices
Assoclation Improvement Team Membership

Name Position Title Committee or Assoc.
Objective

Associstion Action Planning Process - Workehop
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I. Functional Area: Financlal Management, Reporting and Controls

Problem Statement:
~ Key Neads Solutions Team Completion Measurable Results
Members Date !
Responsible
for Exscution
N of the Solution
Comments




Assoclation Action Plan ~ Workshop Appendices

il. Functional Area: Managerial & Human Resource Development

Problem Statement:
Key Needs Solutions Team Completion Measurable Results
Members Date
Responsible
for Execution
- of the Solution
Comments

Association Action Pianning Process - Workshop
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ll. Functional Area: Operational Members Services Issues

Problem Statement:
Key Neods Solutions Team Completion Measurable Results
Members Date
Responsible
for Execution
I of the Solution
Comments
Association Action Planning Process - Workshop %
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IV. Functional Area: Membership Recruitment & Retention

Problem Statement:
Key Needs Solutions Team  |Completion|  Measurable Results
Members Date
Responsible
for Execution
... R R of the Sclution
gomments
Associstion Action W = Workshop i
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V. Functional Area: Policy Advocacy or Government Relations

Problem Statement:
| ReyNeeds Solutions Team  [Completion|  Measurable Results
Members Date
Responsible
for Execution
of the Solution
Comments
Association Action Planning Process - Workshop LB




Association

NAME:

Departmental or “Minl” Action Plan 250804
{For Internal distribution only — follow-up to meeting and implementing new benchmarks)

Mbaﬂmlmwnu&mmmmnwmmmmmmmmm Team FEB | MAR | APR | MAY |JUNE
and achieve Key Needs from Association Action Plan.) Assigned

Asioclatonacton Plaaing Pocess - Workahop - 5



TOM stopped here for Jan 2002
workshop

Appendices
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Strategic Planning - An Overview

introduction

“Where do you want to go7” the Camel askad Maha, who was trying 1o make her way
through the maze of the desert. "I don't know,” Maha nervously responded, o which the
camel said, “Then any road will get you there.”

Managers are oftan no less at a Joss 1o deal with the maze of their “deserts”, and n
attempling to cope with their myriad options, forces, pressures, and opportuniies. For
this reason, strategic planning has emerged as a promising - even essential - discipline
of almost every organization interested in surviving and thriving. in fact, increasingly the
key role of top management is defined as a creating direction for the organization.
Strategic planning provides the mechanism for doing that.

There exist many different schools of thoughts, some more esotaric than ofhers, on how
strategic planning should be conducted. This paper will provide a basic definition of
strategic planning, describe a generic strategic planning process, cite the conditions for
successful planning, identify potential pitfalis, and identify resources that are available

What is Strategic Planning

In simple terms, strategic planning is the process whereby an organization decides what
it wants to become and how it will go about becoming that. While very simple in concapt,
a successful strategic planning process will draw on alfl of the organizaion’s capabilities

in:

» m:gasmmy

+ Forecasting sig WMM

« Creating an org

s Analyzing mMmmm
realty and vision,

» Developing action plans to resolve strategic issues, and

« Maintaining ongoing focus on the plan, making needed adjustments.

The tangible product in sirategic pianning is a document that integrates the direction of
mammmammmm MMM&&

d to close the gap botwoen current

Who Doos Strategic Planning
Strategic planning is generally seen as the province of the top management group;
without their intense involvement and commitment, the strategic plan runs the risk
becoming a paper exercise. In fact, all too often plans sit on the shelf due to lack

management buy-in.

L7

mmmammgmwmhmﬁwmm
However this is done, mmwam:&mmm
communication and support for the

3
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In additon to the commitiee, the strategic planning process relies on the use of a
consultant or faciitator who can attend to the ongoing process of the planning, thereby
freeing up the group’s leader to participate more fully in the process of the planning.

How s Strategic Pianning Done
There are basically eight steps involved in a strategic planning process. (See diagram
“Overview of the Strategic Planning Process™(p.8):

1.

Decide to Conduct Strategic Planning

Managermnent must consider the reasons for investing in strategic planning and the
mmnﬁmmbm On the basis of this assessment, 3 Clear
decision must be made as to whether or not 10 proceed.

Plan the Process

Before initiating strategic planning, on overall framework must be established for the
process including:

s Who will be on the strategic planning committes

» What steps will be involved

« How will stakeholders be included

e What will be the final product

» What will be the time-frame

» Other issues as appropriate

From the Company Improvement Team (CIT}

Whether this is the top management group or a separate SPC, the first step is the
m&mmmmwmprmmm the expected

ammmmmmmmwmmamwm
munldinghmw establish a climate of openness and honest communication
m;maaw&»sﬁcm

Formulate & Vision

Based on the SWOT, the CIT identifies a picture of what the organization would be
it were to have reached its desired state. A vision will answer the question, when this
organization has been successful:

e What will the organization have achieved;

¢ How will the organization be functioning;

e How will the organization be perceived by its stakeholders

The CIT must create a compeliing vision that serves as a context for the SWOT
analysis; it must be a vision to which they personally can comynit and which the
organization as a whole can commit.

Conduct 8 SWOT Analysis

Awmsmﬁmmm&}WWMdm

ganization, slong with & forecasting of anticipated opportunities (O) and thrsats (T)
mmmmﬁmmywmm&w Thsmmmymmwﬁn
CIT alone. However this is often a time when additional data gathering is conducted

ks

"Company Acton Planning Process - Workshop >3
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through the use of focus groups, interviews, and analysis of existing data and
documentartion, and other means.

identity Critical Strategic Issues

Once the vision is created, the CIT then assesses the gap between current reality
and the vision and identifies the most critical issues which must be addressed in
order to move from the present state to the Vision. These critical strategies issues
ame prioritized so that the organization can commit to addressing a manageable
breath of concems. Each of the issues is analyzed in terms of what is the curment

conceming that issue, what are the desired changes to be made, and what

reality 3
goal should be set for resolving the issue.
Create Action Plans

For each goal, a plan of action is identified which specifies the major actions that will
be taken to address the issue, the person(s) responsible for taking the actions, the
time-frames, and the resources requirements. These plans will become the primary

focus for implementation.
implement/Monitor

A focus is maintained on the strategic plan during the implementation phase through
amwmngmm mcrrmamm(eg. quarterly) meets 0

While these aambm building blocks of strategic planning, there are a variely of
ganizati mﬁammmm

What are the Conditions for Success
In order for a strategic planning process (o succeed thers must be:

M_ﬂ:wmm!sk:mzwmmmwl
There are, in fact, many reasons why a manager would initiate strategic planhing—
but doing it because it is the "in” thing to do is not one of thern.

Management &c ent: The strategic pian will become the basis for steering the
mmﬁm.mmmwmmwmmmmunm
way. All too often plans end up sitting on the shelf gathering dust, and theraby
feeding an overall sense of organizational inertla that can be widely felt by
employees. The basic tenet is, if you don’t want it, don’t do it.

Effec Planning Commiittes: Ultimately, the members of the planning
wﬁdmmmeqmﬂyoflhepw The members must be appropriate
io doing the job, legitimate in the overall stakehoiders’ eyes, and capable of
communicating and working effectively in a collaborative team approach.

Company Aclion Planning Frocess - Workshop 5
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+ Stakeholders’ Involvement One of the key factors that differentisies sirategic
planning from tradiional planning is the pivotal role that stakeholders, inside and

outside the organization, play in influencing the pian. Stakeholders are those who
have significant interest in the outcome, and whose support is needed 1 ensure the

a;mmmug% direct involvement in the planning commitine; sources of data for
aratior of the plan; or as reviewers of drafts prepared by the commitiee.

Valid Process: While this document provides a generic process, most
organizations will need to modify and elaborate this process o meet unique
requirements and conditions. Further, the process must be one that establishes and
maintaine enough momentum to enable continuity and focus to the effort. Finally, it
must allow sufficient time within sessions for they're to be thoughtful
defiberation, and sufficient tme betwoen sessions 0 enable the gathering and
analysis of critical information.

mmymthmM)wMWMdm The major
mmmwmmfaﬁmm they ofisn lose the chance ©© be
substentive contributors to the plan, lm leaders oftenn work with a faciitator,
orienting and guiding them in their preparations, debriefing after the session, and

WWWW@MWMW

m and who would be a m OFg)EN onal

%

Company Aion Panning PTocess - Workshop
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CAT. No. A-TB-3-99 Change Management

1.

Cc OO O

O O O

3.

Nine Steps to Successful Transformation and Change

Establish a Sense of Urgency

50% of companies fall in this first phase

when is urgency rate high enough? If 75% of management believe that
business as usual is unacceptable

the Managing Director is key

change requires a new system which in tum demands leadership

problems occur with too many managers and not enough leaders

need frank discussion about reality and unpleasant facts

Team Objectives: Examine market and competitive realities,
identify and discuss crises, potential crises or major

opportunities.

Create a Powerful Guiding Coalition

the change group needs to have power
the group has to work as a team - three to five people during the first year

eventually coalition needs to grow to 20 to 50 people
use off-site retreats for 2-3 days

Team Objectives: Assembie a group with enough power to lead the
change effort.

Analyze Market Environment

the environment is the world the company exists in

change is made in this environment and so it shouid be carefully studied
the group has to work as a team - three to five people during the first year
Team Objectives: Use SWOT analysis to check environmental

constraints and opportunities:

Company Adiion Planning Process - Workshop %
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O = Opportunities
T = Thrests

Create a Vision

based on SWOT analysis, the management must create a new vision

the vision must be easy to communicate

a strategy to achieve that vision must be developed

failed transformations have plenty of pians and programs but no vision - a
vigion is more than a plan

Team Objectives: Create a vision that can be communicated in five
minutes. Develop strategies to achieve that vision

Communicate the Vision

Employees need o believe useful change is possible

important if employees are required to make short-term sacrifices especially
if job losses

# downsizing is needed, successful visions should include new growth
possibilities

inciude commitment to fairly treat laid-off employees

company docurnents and newsletters have articles about the vision

useée every channel to communicate

behavior of managers must be consistent with words "Wak the Talk”

Wﬁmmm&m

Enable Others to Act on the Vision

change organizational structure s0 managers can act
expand job descriptions
change performance appraisal

Compearty Acion PIanning Process - Workshop %
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7*

= Team Objectives: People must be given opportunity to support

L A~ B~ T -

L= - B - SR I -

LI - -

vis fon. Remove barriers for organizational groups to act

Pilan for and Create SHORT-TERM WINS

must ses improvemnents in first 12 months
astabiish goals in the first year

achieve objectives and reward people with promotion and even money
pressure is important element

Team Objeciives: ldentify potential short-term wins. Make sure
that these are achieved to send the correct message.

Consolidate improvements and Produce More Changes

celebrating a win is OK, but do not rest

need to embed new ideas in the company

maintain urgency

maintain the coalition of change makers

use short-ierm wins to tackle bigger problems

renewal takes years not months - peaks came after 2-3 years

Team Objectives: Do not stop after first improvements. Tackle
farger problems with the same urgency.

institutionalize the New Approaches

change needs o stick

new behaviors need to stay - if not imbedded they will disappesr.
help people 10 see the connections

next generation of managers needs to personify the new approach

Team Objectives: Changes need to be firmly eostablished. New
management must reflect changes. Changes must become the

new culture of the firm.

Companty Action Planning Process - Workshop
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Company Action Plan - Example
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Company Actlon Plan - Example

-

DOO Oranzerli
~Zlk Vinolug"

June 1996

. 3’*
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Company Overview

DOO “Oranzeril”
(Zik Vinojug)

Zik Vinojug is a one hundred (100) hectars greenhouse and
farming operation located near Gevgalia in southern Macedonia.
They operate thirty two and one-half (32.6) hectares of plastic and
glass greenhouses, plus sixty hectares of open field farming. Zik
Vinojug employs two hundred seventy (270) workers.

Zik Vinojug is currently twenty-seven percent(27%) privately
owned - 17% employee and 10% pensioners - with plans
underway to purchase 57% of the company by June 1996.
Primary products are tomatoes and cucumbers, with 1995 sales of
3,945,520 DEM, a drop of 26% from 1994 sales.

The COIRDRE

products where compefition is severe and markets limited. They
have requestsd MBRC assistance to improve financial
management systems, -study crop diversification possibiiities,
perform market ressarch and develop a business plan to finance
their possible new activities as weli as deveiop new geothermal
energy sources to reduce greenhouse heating costs.

Improvement Objective Areas

6) Financial Management, Reporting and Control
Company wants to develop and implement a cost accounting
system,

2) Operational and Managerial Iimprovements

a. Company wants to identify new crops in order to diversify its
products.

b. Desires operational analysis & business strategy overview.

3) Marketing and Sales
Company wants to locate new markets for its products.

4) Strategic Partnerships, Joint Ventures and Capital
Attraction
Company wants to prepare a business plan to obtain credit for

developing a new greenhouse geothermal energy source and to
diversify business activities.

5) Development of new business in the Agricultural Industry
Zik Vinojug desires to use wastewater for aquaculture

I have read and reviewed this proposed Company Action Plan and agree with the vision and strategic outfine in principle. | agree that as these
strategic objectives progress, that | will undertake due diligence to accomplish and implement these steps in a timely and professional manner.

Sig.
Date:

| Company Action Planning Process - Workshop
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Company Action Plan
L Ares: Finan
Problem Statement: )
Company does not have a cost accounting system for its different agricultural products.
Key Needs ) Solutions | " Team Complation Measurable Results
Members Date
Responsible
for Execution
1) Company cannot detect 1) Design an appropriate agricultural D. Butrov / 30June 968  System designed and started
production cost problems because  product costing system by identifying financial
a product cost accounting system  fixed and variable costs through an volunteer T/B/N
does not exist, operational analysis. &D. A
Anderson

2) Train operating and financlal
2) Financial management training  personnel in the implementation and use V. Zajkov/A.
must be conducted to design and  of a cost accounting system using the Vesna &

implement a cost accounting “Managing Your Business Tool Box - financial
system so the company can Management Controls and Policy”, volunteer T/B/N
pinpoint operational and financial  Articles V, 1X, X & X| Tool Box and & D. Anderson,
weaknesses and strengths Templates as models. Maznevska

15July88  Training conductad.
30 July 96 System implemented.

)




B N M T e e e

Assoclation Action Plan - Workshop Appendices

Company Action Plan
. Functl a: |
Problem Statement:
Company depends on growing traditional greenhouse crops for its mainstream revenue and needs to diversify and develop higher value crops.
Key Needs Solutions o Team | Completion " Measurabie Results
Membenrs Date
Responsible
for Execution
1) Cropping program dependent 1) Conduct rapid assessment of viable  D. Butrov w/ 30July98  Rapid assessment of alternative
on traditional crops with infense  altemative crops adaptabie to the greenhouse & crops conducted.
local market competition, avallable growing conditions. horticultural
crops
volunteers
TBMN &
D.J. Anderson,
Gawvriiovski &
5Aug 96  Feasibility studies of high val
2) Company not totally avalling 2) Prepare feasibliity study for growing 1 eas value
itself of current resources such as:  herbs, ginseng, sweet beli peppers and  D. Butrov w/ N crops completed.
a) more inexpensive energy other high value greenhouse crops. greenhouse
sources Detail as follows: horticultural 30 Aug 98  Crop diversification decisions
b) available greenhouse ¢ estimated production crops & fin, taken,
infrastructure not used year s market vaiue mgmt.
round o production costs volunteers
c) good technical m e economic retums EI?N &
Into higher value J. Anderson,
diversify igher value crops  ,  management capabiiity e
Maznevaka

(Company Action Planning Process - Workshap
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Problem Statement:
Company depends on local market for sales and desires to diversify and expand markets.

Koy Needs

Solutions

1) Production capacity high, but
local markets smali and very
competitive,

1) Source market information on
Identified markets using trade statistics,
government trade agencies, industry
contacts.

2) New market information missing

on which to make sound marketing
decisions,

2) Pursue identification and opening of
different, more attractive markets,

Focus on entry to a new trial market to
gain exparience. trial shipments.

Enter new market with reguiar shipment

Team
Members
Responsible
for Execution
of the Sclution

Date

D. Butrov./ 15 Aug 96
B. Andonovw/
gresnholse
volunteer T/B/N
&D. A

30 Aug 96
Anderson, D.J.

15 Sep 08

30 Oct. 96

Complstion

Measurable Resuits

Markst info received and
reviewed

New markets identified

New market selected and
preparation made for entry

M|
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Company needs a business plan to obtain financing for development and rehabilitation of geothermal wells and pipeline for heating purposes,

Problem Statement:
Koy Neoods Solutions
1} Company neads financing for 1) Devalop and present feasibility study for

additional gecthermal welis to repiace  developing new hot water wells and replacing
axpensive bunker ofl heating source, o repairing existing pipeline.

2) Existing geothermal delivery 2) Develop s business pian for BOD

pipsiine is eighteen years old, approvel, using MBRC staff assistance and

corroding and requives replacement. tooi box for “Preparing 8 Winning Business
Plan”.{Ses also V.. Development of New

Business.....)
Seek financing for approved projects by
presenting business plan to finenciel

V. Zejkov !
A. Veana /

D. Butrav /

V. Cuginski /
8. Andonov &
D.A. Anderson,
Gavrilovskl,
Mazneveka

v2,AV.D8,
V.C.BA,DA,
J.Q., 8M.

Completion Measurabie Resuits
Date

15 July 96 Feasiblity study prepared

15 August 98  Business pian prepared
15 Sept 66 Financlal institutions contscted

30 Oct 96 Credit obtained
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Problemn Statement: )
Cougjypany s planning start-up of a new agribusiness diversification into fish farming, and lacks the information necessary to perform a feasibility
study.

Key Noeds

1) Company has retum heating
water which could be used for
warm water aquacutture
production.

2) Needs a business plan to
obtain approval and financing.

Solutions

1) Conduct a pre-feasibiiity study to
determina if sufficlent:

» capabilities

*  1OSOUTCes

o damand

axist to

(if go) proceed with a feasibility study to
include:

« anterprise budget

o technical requirements

« physicsl requirements
* market demand

2) Prepare a separate business plan to
present to the BOD for approval utiiizing
the Business Pisn Tool Box

Team
Mambers
Responsible
for Exscution
of the Solution

Completion |
Date

Measurable Results

V. Zajkov/

D. Butrov/
Cuginski / &
D.A. Anderson,
D. J. Anderson,
volunteer T/B/N,
Gawrilovski

1 July 98 Determination made if
conditions exist to merit a

feasiblity study

15 08
Ao Feasibility study complete

V. Zajkov /
D. Butrov/
V, Cuginski /

1 Sept 06
Business plan complated and
approved
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A.Vesna &

Quallfy potential lenders D.A. Anderson, 10 Sept 86
D. J. Anderson, Shortiist prepared of lenders
Submit business plan volunteers 15 Sept 98
T/BIN, Business plan submitted to
Gavrilovski, lenders
Maznevska

Comments




