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TAS WORKSHop AGENDA 

2:00 PM - Trade Aasoclatlon WOIbhop ".tklpal* ...... balon. 

2:00 PM - 2:20 PM - Trade ' •• ocialion pMk ...... CCN'1f111b "T .... 
Association Situation AnaIJ*- quea1ionnIIIre for the TAS ...... 

2:20 PM - TAS ..... coaec ... qu .. llolln ..... or __ • CCNIII.'" awt fraIII 
esaocIatfons as to a finn ciate when they wHI be faxed back to AI Fa 

2:30 PM - TAS pr ... ntaIIon on STRATEGIC PUIINING 

3:00 PM - TAS prasentIIIfon on SWOT .....,.. .. 

3:30 PM - ....... (drt.w and anacb) 

3:45 PM - Wortdng In GnMIpI: T .... ".ochdlo.,. W'OItt In gruupI to 
fdenIIfy their IdrengIbs. .......... oppoItuIlIII •• and ......... 

• :30 PM - Wortdng In GnMIpI: T .... As8ocIIllot. W'OItt In gruupI to ..... 
to idellIIfy concnde sI8pI to take - KtIons - when and by whom - to .... 
......... of their aIIer""lI., own:ome their w........ .... 
opportunilies that they have and meet any ........ to ....... IUCC •••• 

5:00 PM - Voluntllty Prlllllbilions by T .... ' .. ocllllot. of the pt ••• ..., 
..... Ils of their SWOT and Action PIanI-exampl •• of SUCCI •• 

5:30 PM - Next SIIIps by TAS ..... and AdjcMnmenI 
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WORKSHOP Purpose 

To train particIpanIs about 1he basic ooncapIs MIt skIIs of stnllegic MIt action ...... .., 
including how to conduct a SWOT ml8lysis. 

As II rasuIt of this WOIkshop. p8l'11<::lpallls wII be able to: 

• Complete II SWOT: 
Any organization, such 8$ a trade or business auDClaIloc1, or privaIIe COII.-I)' 
needs to know its lb8iaglhs, Weaknesses. gpportJ.riIJa$. MIt D' ! lib .. 1 gIc 
P1ans and Action Plans 10 improve aBsodaIion perfo.mance should be basad on 
a SWOT so that 1he asscciation is poised to establish 1he COI,diliolliS for suce III 
and then &CIs effedIveIy and accordingly. 

• PIapare an Assatioll ACTION PLAN for inplarrallatioll: 
The Association ACTION PLAN should be a living doc:urn8nI thai idei 8 .. WHO 
does WHICH action. by WHAT means, by WHEN MIt then InIc:ks 1he prOijl B I of 
each action to I1I8Ch a measurable result or objedtve of that I I I oclalloc I. 

• And, Identify prOOeble araBS for 1he ALES TAS team to provide Ia'IdIHIn lid ..... 
asslslance and advk::e to)'OUrtrade or businlU aSlOCiatlon: 

The ALEB TAS team is prepared 10 provide spedI'Ic IIIIidinIcaI I , .... to help 
)'OUr trade or busilil IS ass ociaUon to illlJ)Iement 1he ACTION PLAN MIt to meet 
with )'OUr staff MIt II DCtetion members or COII.IJlIB as to help .aglze II8I'n to 
\IOIunI8IIr and assist in 1he work of their a II DCiation. 

If 
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Strategic Planning 

Strategic Planning 

Is 

Bringing the future into the present 

So 

you can do something about it. 

"You can either take action, or hang bIIck .... WIIIt for ....... to ....... • 
• ,.... DnIc:IDIr 

.. 
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In order for 8 Trade or Business Association Adion Plan to be "0(1( III"'. there .. 
certain conditions that must be pre sent at your 1nIde or busII as I & nIX Ii Ii t)lC 

• An declive Board of Dindors .... 
CEO/ManagIng Dlredor 

• Involvel1l8nt of the lie ..... - sudI as 
......... being woIunteers OR 

Conimittees 

• An anaIyIIcaI and valid pre«:el ...... 

• 

Involves all parts of the ~ -
Board, staft and IDelRben 
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Overview of the Trade or Business Action Plann.na 
Process 

Decide 
To Plan 

+ 
Plan 

The Process 

+ 
Cr8IIIB 

Uulon I VIsIon 

+ 
Association ActIon Planning 

Process 

Form 
M"Ad Hoc" SWOT Team 

+ 
Anatym 

Stlengths. WeaknesIIas, 0pp0rtunIIie$. 'I'hAIaIs 

+ 
Idenlly 

CriIIcaI StIli egk: 118ues 
(Sbategic Plan) 

+ 
Cr8IIIB 

Association Ac:IIon Plan 

+ 
Meet wIIh the 8c&d d Dlnlcms -

The Association Irnpn:Ivemant Team 

+ 
•• ipIwnent and Mallia 

The Assoclalioil Ac:IIon Plan 
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AnalyzIng Sbengllaa. WII." ....... Oppot1unll •• & Thrllilin Your .... r.. IIIIIIon 

PI ......... & ConductII!g. SWOT AnalJsIs 

• Why Conduct. SWOT AnalysIs? 
• Business Concept 
• ConduCting a SWOT AnalysIs 
• StI ..... oglhs 
• Weal" asses 

• 0pp0rtuniIies 
• ThreaIs 
• Action Plan 

ldeidlftlng Sb .. --. ............ 0pp0t1u ...... ad TIll I." (SlTiOl') 

EvefYtrade or busiI ass enacls.on, no rnaII8I how large or smaI, no mallei Is pc ,m 'I 
in the economy and no maHer b location in the world, hal Its sII_1gIhs and .... " a IIII 
and enjoys opportLIIIIies whether they 818 recognized or I.IIf8OOg1Red. Moe ..... a 
trade or business assoda1lon is almost always faced with 1hnIats.llilharfrom ..... .. 
asSOCiation itself or in the 8COIIOIIl)' or by exlemal facIDIs thai can alia aftect .. 
perfoilll8l108 of the trade and business e SSodaIioIl - such as the goMIlIllII1l, ('OI1.,alit", 
trade or business assooialions. etc. 

The SWOT Analysis is a method of fonnaIIy II:IenIifying and SCali", II I _ by III 1M I I I' 
partk:ipanIs thai play a key role in the management and function of the 011· B 1'1 and 
who 818 on "the front line" and exposed to lhasa iss..- on a daily basis. RacoglilDali of 
StIli •• Weakr as OpportunIties and TtnaIs Is the begiI._", pci'It to 18IICII .. ", 
lhasa issues. inYoMng the people - Board. staff and IiI8fl1bats - wiIhin" ! I Dc'I" I' 
itself. 

TIle lit L111I1. Concept 

The abIIly 10 gather functional and key II,ipIayw'" along with wIunIaar nl8l11b1!$, In a 
selling to discu .. the sllIIIgIhs. waaknas8es and opportI.dIes in your aa i B WI. and 
to analyze the IhnIats thai could haIIe an adYer8e Impact on your trade or buIiI III 
II S aa:ialoll. boIh iltemaly and externally. is 8 haalltry and i_al ..... · I 10 0lIl"" 
dlange. Q!anae is a certainty In the !I!'e of n Omln''''tlnol - M ...... ,.... and 
busjnrn asqiallnl IS. 

WheneWr an argallizatiOA makes a daIge, b people haIIe to deal will. tnt. an 
ending; then with a time in bett1l8en the ok! and the new thai Is called .. "neuIraI 
zone"; and then with a new bagln.-q. 

H is ilipOll8l'lt to distinguish bet\1:Ieen chtIngIJ and fIarnIIIIDrn. Change Is sIu.BcilaI: 
.. new ofIIoa ... new boss. the new team roles. and .. new poley. TI8ftSIIion Is 
the psJCl1olOglcal process people go Itvaugh to came to tarms will the new... BaaL 
Change is external; transition Is internal. Unless transition oa:urs. change wiI not 
work. That is what happens when a great Idea falls ftaL • 

~ Export .. In ••••• CALEBJ 1 
01_AII __ ' .... 
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Pil, IlIg __ CcIn$ It •• SWOT AI...,.II 

There are many methods used by mallagers WOI1dwide to manage or ill.,.eme .. t d •• 
• to help management. emp/oyge$. lIOIunIeers and members of E II ocial ana cope witt 
1hese changes. One tool that II18II11g81'S use Is called a SWOT AllaI,)_ The SWOT 
Analysis Is a method to collect data on those factors that wII InIk.aIc:e the aYly to 
compete suocessfully. The SWOT AnalysIs can be c:onducted as a n e illig or aarias of 
meetings where persorw. are enccuaged to be open and cadet. It Is an opportunIly 
for a frank and full exchange of ideas and <IIso ISSion on the "Slate of the Assoclallo,,-. It 
Is held with the idei .Iion of identifying and puIti1g Into action pIIn and poIclel thai 
manage the change process. 

This process typically Involves. in an E S S DtIaIIon. the ChIef Exaa.dIwt 0IIita or Genelai 
Manager and the Traasurw. the staff, the BoaId of Oiecbs and 'V'OU1I8ers fIum the 
membership. It may be heIpruI. foAl example. for the heads of the vaicIIa E II adatiUi 
Committees to hold their own "mInI-SWOT Analysis- within their Coililillaa babe 
c:onducting the full trade association SWOT Analysis. In a small a B I oclation. whIR just 
about fIII8I'Y member fils a key role or btcIlon, it may be heIpruI to irwoIwI ~ In 
this 8lC8fCise. 

Conducting. SWOT ~ .. 

It Is r&C:Ol'llmended thai this proc .. B be held 8WIiIIf from the alice ...... .... 
inIIImIptions are less IkeIy to itlelfere wIIh the oonduc:t and succa II of the IILI.I .... R Is 
alSo alllcal that consensus is reached between au parties if challQ8ls to be illllll .. atlld 
and managed. Once a SWOT AnalysIs is held, it Is ilipOltallt to recot'd aI the irIIIUl from 
each partic::Ipant under each caIegoIy. A n IDlIitor Is nee 8 I a ary to oonduc:t the B & Ilion 
and a recording seaetary Is nee B S I ary to recon:! aI of the Input It Is most heIpruIl the 
recording of the Input is written on a large piece of paper. such as a FIp Chart. whIR aI 
of the meetillg participants can see each item. This enocuages folD .. up elsa ,'an or 
may engender additional ideas. T11ese papers should be SIM!Id for fuIunt raf&l8llC8. 

One of the ptOC.1 as of conducting ItIe m81lillQ to 8I'ISUN Input from aI p&i~"'11 to 
focus on one catagory at a time - seraIlQU •• then Wlalam III." GIve .... 
parIIdpent ItIe opporttrity to naport or suggest lams to be elsa I 1111 under each 
callgory. Petltaps this can be In the form of "'-atillQ. CIIIlaiu amount of time by the 
monlto! to each parIicIpant In the meeli 119. which giY8s each p&i1IOfI equal time to 
COI.b 1buII. lnitialy. this time may only be a minuI8 or two, and is called • "round". But 
as the list grows under each IDpic, It may g811S1818 mora ideas or the opportunIly to get 
-dlsper" Into a subject metier and another round is held. As long as Iher8 is conIrIIUIon 
to the SlIbject hea £ling by any partidpallt. the topic rnaltI8I should not be dele 811. 

If <lisa S lion is I8QUhd to reac:h a COl 181'11US on whether or not an lam bebllQS on .. 
list, It is NCDI.I.18Ilded that a IOI.IId be held to obtain Input from each p&i~1l _ to 
why or why not the iIan beIoIlIQS on the 1st ll!!s Is the pm "3 qf fRNna all II !!IUI. 
This is !!!l the time to resoIYe the isSIl8S that are prnelllied. LI1Iess a quidc agr •• 1lIfIt 
and decision can be made. A SWOT Allalysis Is used to Idenlly ... gaIheI . I I8S A 
rneetillQ can become sIor.l8l1 down and the p!'O(lII8 of analyzillQ Issues can beCDi •• 
cumbersome ... CMJI'WheIm the proc BSJ of IdentIIyIng Issues thai require action. The 
resolution of these isSIl8S conl8S at a later stage (See Action Pal). 

In onIar to ptepare an Action Pal, the first on:ter of busII!u& is to list the. alsgGfles to 
be disaJs 5 a £I. identifying them In a dear and condse men.-,.. as to aWlid any confusion 
over ItIe objectiY8s and their pertinence to the CMH8I Action Plan. T11ese are: 

2 
o 1111 ,.~n wd 
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The 10pic of S1iellglhs Is usually a good _1111g subject for a SWOT Analysis. a.ogIlS 
are usually quicldy Identified and are the "ice-bl'eaker" 10 a SWOT IS nlOiL • blgilS a 
fon.m that every participant Is quick to conllibute to and becomes a plalfumlo buId on.. 
Once all the sll8l1g1hs of an assodalion are detenn/lled. It. becomes I i 10 see how 
the other subject matter • weaknesses, opportmitias and threaIs - CM hIM an IlIIpacl 
on the trade or business assodation and how they CM be dealt with. 

Sb 8Itg"lS can consist of anything that conIributes 10 the $I MlDII!SS of the lallKlllltIIl. In 
the case of an agribusiness or food plocessing association. this include: a strong. viii_it 
export-orlented economy with financially strong companies that are members or that CM 
be reauited as members, physical I'&SOI.I'C88 St.ICh as the oftIce iIseIf and oftIce 
equipment and fI.mitIJre. a strong. dedicaIed membership base with voII.neers serWng 
on Committees. strong ties to donor.ftn:led orgarllzaliolls and projects that CM pICHIda 
technical assistance and lIalnlng for the sIaIf and the members. strong ties 10 the 
relevant MInistry that enables the association 10 bring petiIICIlS for poley. IagaI or 
regulatory change 10 that relevant ministly or 10 the nallonal Assembly. 1118mb •• with 
special skills or abilities who are willing 10 donate them 10 the as S DClaIi ...... OIglrizalluilal 
capabilities or systems. spacial support from others outside the B S I OCialiOll including bull 
not limited 10 bankers. gowmment ofliciBls. and other special reIaIiOIlSlips, ecc.. 

WealCIlS IS IS are probIenlS. Every an odallon has them. Unless they are Alcognlzild. 
discussed and 11lSOIved. they colltinue 10 grow and become larger problems. ftIducIng 
the potential for success. They can keep an association from 91(MI1I9 and they can tMII'I 
make on becDme smaller until it Is irrelevant 10 its marnbers. no longer SIll ues a purpose 
and becorlleS moribund. 

Weaknesses must be COllf.OIItad and dealt with. It is no ... t_TBllmalt 10 hIM 
llJea1tJ1E S SIS It is an emtalBssmalt not 10 deal with them. 

Weaknessee CM COIISist of insufIIcient opeiallitg ..... iraI, poor OIgailttiIIIiOIlaI sIn.II::IIn. 
poor Illtellllll n_IIItJ8I1llut poicles. procedI.ns and COIlbois. poor or no ~ 
policies - including dear organization charts with scopes of work for aIaIf and 80anI 
members. rumors within the associatloo that adwnaIy afrect mOl .... the wrong penIOIl 
in the wrong job. lack of iniIIaIhIe 10 take risks, lack of a ITI8IkeUng ca,ipBIgIllo aIIIad 
new members. lack of a syslam to SlI'WIJ (ox/sting manl,.,. in Older 10 .... that you 
are mssliltg their needs and damallds on an annual basis. the wrong sag for yaw 
mallbers. expensiwe producIion costs for a NEWSLETTER that conIeS out 100 _10 be 
01 as IingfUI to your msmbars. lack of COI •• ,uab! chalnsl •• a poor malllgllll18i1t 
policy that does not 8I'ICOI.I'89II up and down COI,.,ulicalian. InsuI'I'Ident phyIIIcaI 
I'&SOI.I'C88 St.ICh as oftIce fumItI.n. an oftIce. and oftIce equlpmalt 10 gat the job done, a 
financial plan to raise rewenue and spend what your association CM 1IIiae. ecc.. 

Wsllltll8S S as are genaraIy 11 .... '18110 wry organImIIon or E S I ociaIiOIl. Blakes COIAIg8 
to idaillify them and It wiI take COIAIg8Io act 10 COfI8d them. 

When idaidil'yiitg weaknesses. be sure to U$I! .... tlpill. why and how 1hese afrect the 
asso::ialior.. Examples are easily dealt with. Desaibillg problems in a general mala •• 
St.ICh as. "we lack memb8I s· Is much moftI dIffIc:uII to deal with and solve than 10 say. "we 
only have 100 members who pay 2000 LE 10 be marnbers SO we do not have enough 
funds to hire the sIaIf we need to start 10 deIiYw the new seMc8 CU CUTIIInt manb •• 
are damllildiltg." Specific. conaete examples help focus the PlobIem. 

~ExpIft""'" .1 (AU!B) 
Pa"I1I' iGnrildbyAtldellOili A 

H' 7 h ... ,liIIIOilliforUSAlDU. 
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When asked. almost every sIaff member or IUocla11m member could probably •• est 
an opportunity that may or may not haYe been 1hought of by "aaagement. Thase cal 
range from $I,..,.. operational lmpro.emenIs that can ina E8 sa efI'IdIIrlCies or nIduca 
costs. to IdenIifyIng a new or irnproIIed men_ services. 0pp0r1I.IIitias cal COl 1111 of: a 
mont effedive way to gel the same job accompIistIed. a new ...nee that wi! diIfIInII •• Ia 
your associatiOn from the c:ompetIIion. a new logo. II new way to uIIizIe your web lie a'Id 
link it to your members. a new way to raIIIe non-dues income Ihrough adWltliailllg, 
Sbategic lllIiancea or oIher innovative a'Id I.rirIIId methods that are apprupiala for the 
Egyptian economic a'Id cultural environment, II new ...nee that could aIIIac:t new 
members to join !he IiSSoaation. bl.¥ng supplies In vok.me 10 _ hlOlleY. a new 
financial system that would give more aJIT8nt a'Id beIler illfolmallon 10 the Treaatnr. the 
Board or the CEO. reaaatilg !he organizational strueIure to improve aIficiandee or 
reduce costs, etc. 

1lveats exist in every busill8IIS a'Id eCOIlOITIic envIroI.,1llll1t a'Id 1hey cal adII8niIItJ aI'Iact 
trecIe and business associations just as they cal affect the individual COIIlP8f1ie., the 
business. of your menlbers. 

Threats are not !he same as wealmaans 

A 1tII8at des c.t[bes exposure by the association to some poIaI lal facD I'IIIl wi! 
negatively affect !he SUCC8IIS of !he associalion. Thase are usuaIy exIIIImaIy drMn and 
18pI1Isent pressure from !he government, from COIlopeIiolg trecIe and buaiI III 
assodalions, eCOIlOITIic pressure themutves that waalcans your members' CIIIiII'I 
businesses, etc. Threats may evan COIISfst of go'f8lill1111111t poIcles. prooadtns. .... 
and I1IgUIationS, sud! as !he NGO Jaw that p8ITIS what trecIe a'Id busiI I II 
associations can and Clll'il1Ot do In Egypt, member pref8l8l1CB8. aac:IaI hI ats and riIIIta, 
etc. 

Now that you haYe a SWOT Analysis, what do you do with II? PI' .... !I ...... 
rag,*" COI"glmellt. !'8!H!O!'!8IbII and the abIIty to 111111111". Management -
which Indudes !he Board of DIrectors and the CEO - should AI8Ch agl88I1*Il that 
change is necessary and 1hey must CDImIit to fI,ipIemeI"'lg it. 

One way to start lniplemel"'lg challge is 10: 1} &.III.,atat the IapIca by aeclbll, 2) 
Prepare an AdIon List of every topic that is decided by COIIUnaua to 18IIOIva. 3) as '''Ii 
association Commit I as to ftdIar define the problem if R8Cn II y. 4} ...... SI8WIf8I 
appruacttes 10 resolving !he problem and then 5) nNICh COl II IIIUS on the approach 10 
take to resolVe !he problem. 

The AdIon List should be divided Into !he four sections - SIIengIhs. WealJ e III I. 
0pp0r1I.II1Itia and Threats. Further. it may be helpful to divide Ihese Into an .... 1IIIimaI'" 
and "ExIamaI" sub section under each section or heading. This,.. 10 focus Iaam 

Peine' .. GnnedbyAl ...... , 'II ............ farlJSM)lIIe 
.. 

o t. M IIiIIMI n ... 
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selection and provides for some "quick wins", wtIich is afticaI to meIISWIng PR9 III and 
keeping tea .IS adi\IeIy involved. 

A VfIfY important element to SUtXBUfui change is to IusIraI8 to aI SIaIf and ma .. _. d 
the association some invnediale imprcr.en18l11s ("quick wlnsj. This reinbees 
eveI)'On8'. c::ommilment and sets the future course for the I 5 I C.C.iatioll. 

The !ntemaI sub sectiallS consiStS of projecIs wiIhin the eslKldalkJr. or thai c:an be 
resolved illlemally, and the External sub sactions consist d projecIs thai •• !paCtthe 
assncHan from outside or must be resolved, to a larger extent, with some exIemaI 
inpul 

Once the Action list is campc lId and .... thai raqun attanIiaI. for the I II 0111 Ian .. 
defined, WOI'k should conlnence on a scheduled basiS. We RIICQIIIII8lId thai a sal time 
be devoted for this project on a once a week basis II'1II aI the .. 1Qjeds for the 
associaIlOO that arise out d the ACTION PLAN are COIllIPlelld. Each project must haw 
a timetable and a responsible "project manager," wtIich may be the head d the _ ••• 
COI,"liIIee or a relevant staff member of the a & I odaIioI.. HoIdi Ig me elit IgS on a n!IgUIar 
basis provide a me ans to monitor progn!8S on each project or issue. 

Pi ........... The AdIon PI.n 

Soma areas may raqun mona time and resoun::es to 11ISOIve. In this case.. II: may be 
neeenary. as a mJllIIg8m8fIt tool. to prepare an Action Plan. 

DeIInIIon of .. AdIon Plan 

An ActIon ",." eM be _. e,"'" ... ..., dIIIInItIon twi" fll'."' .... ... 
or buIIInetIs SAG e"""" oIJjecfha .. dl •• 1IIIInIId by ... N ..... III ... SlillDT 
AntI/pItI, .",.,." cwfaIn major Issues ... ",.,rtIIfed .. n ...... NI._ .. or 
/nrpI'oVing on .so • .".. tIIfd oppotfUItIfIes. 

It is best to divide the topics from the Action List Into fundional OIganlzalioilai or 
reporting areas within the COfY¥)8I1)'. such as: 
• FinancIal and Budgetary ManagenI8ld, RepOIRant'JIrtlntlnnlg and Coolin. 
• Managerial & Human Resource Develo,,1II8nt 
• Member Services .'iplOiilill1l8ll1s 
• Membership ReauiIment and Ralerdion 
• OpeiatiollallniplO.emenIs and 
• SlraIegIc Ara IC8S for providing II8NIces to manlbers. 

This helps fLI1her cIefine the topics needirlg resolution. To be eIfadhe. the... f 'I 
should be .estaled. pofeIdiaI solutIOns 1istJId. the IndlvldullIean nl8l!llberS '8IPOI1IIIIe 
for working on the problem should be named. cornpIetIoo't dates 8I1aM.had to nil In .. 
progress and, d COIne. the rI188IM8bIe. expected conctuaIon. 

It is alllcal that this process result In the association haIAng quadllable talgels or gOIIis 
so as to ensure the SUtXass of the IlIIplelTJ8nlatiOh. 0bjac:Ih'es .. eslablsibiid. 
pmgrams planned, resot.meS a/kIcated and WOI'k is performed. It is alSO iI'ipI)ItaI. to 
Identify additional or extemaIl1ISCllI1:8S, espacialy If specip'IIs. a:InUIanIS or additional 
A!MInu8 is required. Deteln.fle the ,.....,.... and IIl1allc:ial resources .. alabte to the 
assocIaIion to impiement the Action Plan. 
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AnyIhing can be put in the AssociaIiOlI ActIon Plan 1hat nIq\fts ACTION. If ...... 
ideiltif"ied sbenglhs & oppor1unities 1hat can be !MIt upon. add it 10 the ActIon Plan.. 
REMEMBER. an ActIon Plan is not cal8gtxized as Strenglhs, Weaknessas 0pp0nunIIIes 
& Threats. TIle SWOT is a prtlC8SIIlo get the assodalioo1lo FOCUS In ........ & to 
define issues on which the association can BUILD. In on:Ier to obain •• leII...., In 
resolving 1heSe issues, who's going to be ultimately respollsille for the InIIIIIIUnIbIe 
result. I.e.. implementing It? The FUNCTIONAl AREA In the trade or business 
E ssociation - or the relevaut CoIr,'1ilIee - wII bel 

Generally. the QUICK WINS - The "low Hanging FruI" - 1hat builds nDaIe and keeps 
everyone bought in10 the dI8nge IlIOCUS 1hat an asscciallon Is going bough. Is the 
ideillification of .... [JMlSses & !heats 1hat can be quickly resolved. ObvIously,""''' 
matd1ed with the association's sblll'lglhs & opportunIIies 1hat have been ideillilied and 
agreed upon. ThIs Is where Sbenglhs & 0pp0rtu'IIIIas play a part in ~ A •• ocialion 
.Action Plan: State the SiIuaIion. Define the resoIuIioI'I while keeping the I I odalioll's 
Sbengths and/or 0pp0rt00iIies in mind. These can usually be short 10 medium tIIIIm 
reso/uIionS. 

If the as soclalion has a pn:IbIem or Ihreat 1hat is not offset by a COII8SpOi1ldlr1g .... 1gIh or 
opporIUnIly, then usually it's a much longer tIIIIm to fix It, If at aI. ThIs Is a wry .. .... 
stalement. There are obviously 6xcepIions to It. But when one IhInks of lin ..... tIIIIms 
& imparts this to the par1icIpants in the SWOT process, it usually starts a whale MW 
fOU1d in thinking about their real sb.1g1hs & their real appcJI'U1IIias. ThIs fOU1d of 
thinking and further imIohement usually occurs no sooner then the MCOIId day of a 
SWOT. whelher it is an BUocIaIion or a CoII.lllln SWOT or a Board of Ilin!IcD's 
SWOT -that is. a "ri'Ii-SWor. 

Do not I!I!!Q!D an Af1Iim Plan wi!h ob!ec1Mts wbIcb are not !' 11 ""wi ... .,. the 
DIlIse. 'Y'i'1!N' tI!I!w! and fjrmjW rasourpes or "liM ............. II!!!t .. 
assoaation may not be able to obIa!n In !he !mmIdiaIB fuIJ.n. 

As acIu8I perfOl'lnallC8 is COIlip8I8d to the plan. feellback Is ge .. uU to .... 
workloads and the aIIocaIIon of 1tISCU'08S. 

If you do piep8l'tl an ACTION PlAN 1hat Is not matched willi or .lIlI*tIid by .. 
tinMcIaI and human resourc:as to i~18fIt the plan and ac:hIe .. COIlCie .. 1I'I8IIIU'IIbIe 
resultS. then aI you wII do Is be laying the groundwork for faIIt.n and dlllIIJP(IfI .... 1l 
which ulti .. al Iy wII harm ~ association. So, be Fe er Iic.. Be apedIIc. ArId do not 
raise expectations or the dlsapllaillimants wII cause nanbers to lose faIh In you. ~ 
leaden; and ullimallllly the Irade or business asl ociallon iIIeIf. 

,. .... !IIIon oIa CIIronogiMi 01 ActIvtlIaa, or a Depa ....... AdIoft ..... 

WhEe the association ActIon Plan - the ·UBIIeI Doc:LI1a1t" - has a coUnn for the 
COIllplelion date, beer in mind 1hat this Is the final COIlipIeIion dale when .. SoIIIIIon of 
.. Key Need is rasohed. ThIs Is the dale one eJq)8ds to Me MaasI.nbIa RII Ills 
HoweYar. it is useful. and almost essential. to develop a ·C .. "iull .- or "mini" action 
plan. Why? Bec:ause you wiP probably dllillgate .. solution to a spacIIic CoIliull B or 
Task Faroe fA the association -1hat is. Ihr wry people or nanbers who have a ~ sskd 
bll8lest in saalng COIICiete resultS. 

And becaUSe !here are always a number fA "mini steps" taken to ac:c:olllpilih a task or a 
sarles fA tasks in order to resolve a key need, it is _!lOSt ilip ... athe to alala • 
ci1roroOglam by task. This enables the AssocIaIion IrnpnMI'I18iIl Team (usually Ihs 
Board of OiIedors) to dalegate further responsibilltlas and actions acooulil'lh. 

~ Export •• , IIIII (AI.E8) • 011111 ... __ n .... 
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" ......... .neII CondI .. Ii. SWOT AlIII, II. 

Reaching down inIo the ranks of the associa1Ion stall' and the OllOlbeIship iIseIf, hough 
delegating auIhOrity and responsibility for achIe¥emenIs and I1ISlIIts, this eedw in IIseIf 
helps to develop acaullabllty and pays dMdends in helpillg to ..... ' .. 
associaIIon itself and expand Its membelstlip. Simply by illllgn1lllllg aI ataft and the 
membaship inIo the process of becol'ning invoIYed in the actual IUCC U of the 
associaIIon itself, you develop a team that Is united In one \XllilIU' purpose -10 hava a 
sheng, member-oriented assDelatlon. 

So, once the objectives and budget of the AdIon Plan hava been COl ........ PI .... a 
Chlonogram of AdIvIIies (tasks), stipulating the tlmeframe for 8COOiliplillflillg each 
acIivily. this Is simply a summary of the sa6anl poinIs of each secllon and the dallllo 
ac:corf1IIIsh certain benchmarks. The limefIame should !dady the objediwI. person or 
persons responsible and the deadline for completier.. The cIlionog'81111s a .... i00i 
to use by the various COIII.iltsaS. SWOT Teams or Assoc:iation '.rprow ... 11 Teams 
(usually the Boanf of DirecIDrs) that are charged with I1ISOIving the staled SItuation or 
problem. 

1mp18nWiAilillton 

Implementation of the AdIon Plan begins. The ChrorlOglam Is a "M1g documenr. The 
chroIlOgiam Is designed for the purposes of klentilyW.g .. tasks and "aiDing lie 
steps required to accomplish your goals. It Is best to br8ak these tasks ... InIO 
"babysteps" - easily achIeYabIe tasks in a nelatively short time. Than as Ihey .. 
accomplished and the team meals, the tasks can be c:hec::ked off and .. next slips 10 
be accomplished are added. The c:hronogram - or "COili,iltl a action plan" I you pnafar 
to cal it that - Is a document that you keep adding to and redistrIIuting 10 ... II \lied 
team membeIS until you meet the specific goaI(s) of ... AdIon Plan. It Is a YIfIf'/ UI1IfuI 
tool to keep the team "on 1nK:k", specific balChnarks In sight and for nulilolilg 
pt09l B S S atong the way in a timely 11 •• 181'. 

You may wish to keep the tasks on the cIliOllOgiam aftar you 8C00i1'tfllah .... rae.
than deleting them. WhIe this wi! reqt.dnI the document to grow to more than one page. 
you wit find It useful to be able 10 look back 10 see what tasks and specific pecipIe hava 
ac:x:omp/ished (or not ac:x:omp/ished) as pnssaibed. 

The Associalion AdIon Plan should be thought of as a "M1g documenr as WII. • It Is 
not, your aSlKIClalioll Is either in tror..tIIe • becat_ It Is not dal' 19 wIIh Is .. alglta. 
v.eaknasses, oppor1UnIIles and Itveats - or It Is perfect, and the latter Is not pilllitlel 
Get in the habit of nulitor'oi'Ig your As_DelatIon AdIon Plan and keeping 11lPl11'ld. 
you encoooter or plan for charlg8S In your organlzalloiil. 

Finally. while IIere Is a lot of "buzz" in MBA (MasIera of Bulin. I I Adlilint ........ ) did I 
about "reirrNillillg the corpoIallon", or "'8in ... ,,1II1g the organI2alkir,," but you and your 
asaocialion should not feel can'tfla'ad to do Ihis UNLESS you .. lOlling ItIOII8y -
bec:at_ you .. not incraasing your mambaship. you .. lOlling n.llbeIs or you 
C81.1Ot raise enough rewnue to do .. tI*Igs or oIrar ........ that your '118I'1ber'8 
really want The best you can poelibfy do for your 6 II tlCIaIIon Is Io)alll r it, IlIIIher 
than "rairMInI" it. UIiIiz8 your eJdsIIrlg ht.man and financial AII/IDRI8S - your '"8IJ iIaI 
equipment, your knowledge capital and your Good Wil. Plan 10 uIIIizB them. Plan the 
plan - the AdIon Plan. Implement the Plan. And plan again. 

~ Export a.' ' •••• 1 CilE8l 7 Pal,,: j',GnnfldbyAndlman." 5 ....... i8Iai .. farUSAlDU. 01_l1li .... " NIl 
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PI..-I"U Mel ConIlu: ....... 1WOT ~I. 

Usually. the Board or DIredors or a trade or busIn B I S assodalb ... racognize 1hat ... 
assocIa1ion is facing pmbIems. that It las wealme IS as and \hat there ae Ib BIts 10 Is 
exislelloe or oontinuad YIIaIIty. Hopefully. In such CESBS .... Board .. act quiddy and 
decisively to do a SWOT and de\lIIop an ACTION PLAN \hat .. 11,. ... ze ... 
organization. 

1ioINIMJr, If the whole Board doas not I1ICOgI'Iiz8 ... inpClI1alloe or a SWOT or .... U 
Board is not COI ••• 1iU&d to conducing a SWOT, WII f8COi1i.&id 1hat ... CEO or 
Managing DlrecIor or key Board nailbenl act to kIantiI'y those Board 1I&nber8 who 
re sr,e ... impor1anoa nMtaIIzIIlg Ihe aS8OdaIion and get Ihe -go ahead" lID do a SWOT 
and make a plan that can be presented to ... U Board In! approll8d for acIan. Then. 
... Board would become Ihe Assodallon IqJrUlI8I118Ilt Tean. HoLlft""''', it - ... 
Association Impnr.ament Tean - could also be drawn from highly COI ••• iIIad nanbars 
who are wllillg to voIt.r1teer their 1ima In! resouroas 10 help ac:hiewe COIiCiSlE ,a SF lie 
results for the ass ocIatioil, along with Ihe CEO or managing DIredor In! a few key s1aff. 

KnowIng that most trade and business associalions In Egypt rely on wIunIaers. WII 
realize that most nscdatlons wII have Association lrnpn:Nenali Teama 1hat .,. 
COl I !pOSed entirely or voIt.r1teers who come from Ihe Q81&'81I1& •• 1I1ip as wei as ... 
Board. 

Recognizing thesa realities, ... foIIDwfng Is a guidelne for esIaIll hitg an All eel h. 
lmprowJIilent Team to implemlnt and COIlIllle1i8 each Ac:tion Plan: 

The CEO or Uallagillg DIredor or Ihe Aseodallon or Ihe Chailnta .. G ... BoInI 
astabIIshes an lnIemaI associaIIon ""PfOwement team with "",118 Italian from .. ", 
service areas or Colli, lilt a as or Ihe associatIan, including but not •• dtsd to: nanbenlip 
rec:ruitment and letenIIan. policy advocacy or goo.;emmelil nlaliolls, finance. 
publlcatlOIiS. I"II8I1<e1ll1formatioli services. tec:tli'lical services. etc. 

••• Iber .... etlan ell...,..· Members should: 
• Be il18lesll8d In Ihe role G Ihe team I projed goals 
• Ha\te high aadIbiIty within ... CXgBIizatlon 
• Have high anergy I results orIeillalion 
• Be able to meet projed deadllias 
• Have a CllMrhAalilla consuI1Ing style 
• Have sold anaIyIIcaI/ COl iC8PCUaIlkils. 

,\I.oclatlon 1mpr0WlMld TUIII - The role of ... team Is to: 
• COli. lit to project objectives 
• assume ownllllNp for achlevillg project objac:tw8 
• wiling to conduct cxgalltzatioo dIagnoeis tIVougtioUt Ihe 1181> I 11 •• 
• wiling to labll.ate diagnosIIc data I determine in1:Mouemenl pIioriIIas 
• wiling to deSign and i.Iplerr&Jt an OIgB1i1zatioo1 wide B I s oti I ,. )j I 
• moroilClllhe ..... o.emenl plan to ensure results or, If naaded, to lake COI.8CfMt 

aoIIon. 

Once Ihe Action Plan Is 1niIiaIad, C8I'i')' It through to iIs logical conc:Iusion. Etroi1s and 
1ima span! WIll be well rewan:fed! 

• Pan 5 , •• GnnIId by AndII..n .till: ; 5 Itdlii ........ b' USAID ..... 011811,.. ..... " .. 
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SWOT Template 
Strengths 

A8sodation Name 
~ ------------



Weaknesses 

AssDCiallon Natne ___________ _ 

Dme _______________________ _ 

15 



Opportunities 

A~~I~ame ________________________ __ 

Dme ______ ---------------------

1. 



Threats 
As~NIUn8 ________________________ __ 

DMe __________________________ _ 
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NOW LET'S RECAP THE SWOTI 
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-------
ASSOCIATION 
NAME: 

AMocl.tlon ActIon Plan· By Functional Area 25'()8.04 

MlsslonMslon Improvement Objective Are.s 

1) Financial Management, Reporting and Control. 

2) Managerial Improvement & Human Reaource Development 

3) OperatIonal or Member 8ervlcea Improvement. 

4) Mernberahlp Recruitment and Retention 

5) Policy Advocacy or Governmental ReIdona 

I have read and reviewed this propol.d Association AcIIon Plan and agree with the vision and Itrateglc outline In principle. I agree that 81 
these strategiC objectives progl'lll, that I will undertake due diligence to ac:compllah and Implement theN steps In a timely and prof ... ional 
manner. 

Slgnature'---____________ _ 

Date: 
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Association Action Plan - Workshop Appendlcea 

III. Functional Area: Operational Members Services Issues 

Problem Statement: ___________________________________ _ 

KeyN'" SolutIons Team Completion Mtuurable Results I 
Memben Date 

Responalble 
for execution 

_ .. " ..• _ .. ,-
._-,. ---- of the Solution --
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Association ActIon Plan - Workshop AppendICH 

V. Functional Area: Policy Advocacy or Government Relations 

Problem Statement: ----------

Key Solutions Team Completion Measurable Results 
) Membtrs Dat. 

Responslb .. 
for Execution 

I- or the Solution 

Commttdl 
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Strategic Planning· All Overview 

InIrUductIon 

"Where do you want to goT Ihe camel asked Maha, who was trying to make .. .., 
through Ihe maze of Ihe desert. "I dm't know: Maha ~ responded. to wI1ich Ihe 
camel said, '"Then ant road wiI get you Ihent." 

Mallagers are often no less at a loss to deal with Ihe maze of their "d III "-, and in 
atlelllpll1l9 to cope with their myriad opllolls. forces. pi SH na. and oppoIU •. II. For 
this AMISOn. sb slagic _*.119 has emarged as II piolllisl1l9 - even a 11I11diaI - cllcillll_ 
of almost every organization i.lerested in SlW\I'IvIng and 1hrtvIng. In fact. incn I f IgIy Ihe 
key role of top management is de filled as a creatlllg diedlon for Ihe Cllgaliz ..... 
Stlalegic planning prtMdes Ihe mec:lalism for doing that. 

There 8lIist many difrelent schools of 1houghII. some more esoteric Ihan others. on how 
stJ legic planning should be conducted. This paper wiI pnMde a basic delllilo .. of 
stJategic planning. dauD a generic stJalegic plallning process, die Ihe (:101I(lIoIIS for 
sua: e s sfu! planning, idantify potential piIfa/II, and Identify I'eSOlBtl8S Ihat are 8\ .'." to 
managers for receiwlg stJel gic plarliling services. 

Whlllia Sbideglc ....... "1Ing 
In simple terms, sb alagic planning is Ihe ptOC8S8 whereby an organiZillltlD .. decides whII 
it wants to becOf'I18 and how it wiI go about beooIlling that. WIlle very lil!pla in COIIICIIpt, 
a successful sbalegic planning process wiI draw on aI oflhe organlzalon's' .... 1 
in: 
• Anafyzlng 11$ current maIIly 
• FOIec ... 1It 19 signIficaIlt opporU1itIes and IhreaIs 
• CnwIitIg an orgaizaUut1al vision 
• Analyzing shalegic isIues needing to be adell eased to doae 1he gap b8tI aan curanI 

maIIly and vision. 
• De\oeloping action plans to rasoI\Ie sIIategic isJ!II.a, and 
• Maintaining ClIp Ig focus on Ihe plan, making neaded adjust .... iI$. 

Tbe tangible product in 8IJalsgic pial_ling is a doamsnt that 111_ at: I Ihe dIIeCSlo .. of 
Ihe CllgaizatiorL On a more f'urw:anentaI level, slIalegic pIaI.1II1g rasuIIs in a 
ma .. ageI ...... group that is more 8IJalegicaly focused. and when done .... to aJAllOl1 
Ihe achievGl118nf of Ihe organi:zal/oi 181 vision. 

Who Doea StII P gIc """'Ig 
Stlategic pIar."Iing is generally seen as Ihe ptOYince of Ihe top nwtSgeI'I8I" gRIILIP; 
without their irltetlSe invoIwIment and COIflllilrnent. Ihe sIIalagic plan n.ns the risk of 
bec:omiJlg a paper _cise. In fact. aI too often plans sit on 1he shelf dua to lack of 
management buy-In. 

In some cases. a COI.ii_ that is formed to prepant Ihe plan for top management does 
sbalegic pIanI1Ing. HoIIWiMtJI' this is dona. there must be a silang Ilrlkaga betWeen Ihe 
!PC and toP management to 8I'IIIUr8 ongoing cohmunlcaliorl and lqlp()I't for the 
product. 

Col........, Adon PIa."'" Proc ! II .. WoIutKJp 51 



I 
I 
I 
I 
I 
I 
• 

In addition to the COll'lllillae, the sbal8gic p/anIWIg process raIies on the usa of a 
consultant or facililator who can attend to the ongoing process of the ".IIng. IBIlby 
freeing up Ihe group's leader to participafB moniI fuRy In the process of the pial I;ling. 

How Is Strategic PI8nnIng Dona 
There are baslcaly eight sIeps imIoIved In a sbal8gic planning PlCX B 55 (See diagI." 
"'OIIenriew of the Strategic PlannIng Proce 8 s"(P.8): 

1. Decide to Conduct StJaI8gic PlannIng 

Management must consider the Alnons for investing In stal gil: .... 19 and the 
cosIsIcomfnIIme reqldrad for sooc us On the basis of this a I B '.il. • clair 
decision must be made as to wheIher or not to prot:lI B d. 

2. Plan the P'OCB55 

BefoIe initiating sbategle planning, on overall r..'Ie.iIDItt must be ealablshed for the 
process including: 
• Who will be on the sbal8gic plarli'Jlllg coll'lmittee 
• What steps wiI be imIoIved 
• How will slakeholders be inc:Iuc:Ied 
• What will be the final product 
• What wIR be the time-fIamII 
• 0Iher issues as appn:Ipriate 

3. From the ~ IlIIpro\'8Il'I8IIt Team (CIT) 

Whether this is the top I11111I8g8IIIent group or a sepiWale SPC, the Iiist slap is the 
OIielitation fA the group about the sbalegic pIaIulilig pm: S I J, their role, the acpeded 
products. and !he PlOCIISS for preparilig the plan. There may also be a need for_ 
team building In order to establish a climate of apemS 55 and honest OOII.,U*=allol, 
that is aiticaI to a SU« B S 5 fIJI SPC eft'OIt. 

4. Formulate a VIsIon 

Basad on the SWOT, the CIT Idlilintillas a pictI.n of what the organlzplloo WDdd be if 
it were to have reached Ita desired stale. A vision wiI BlI$lJAlir the question, when IhI8 
0Ig8IlizaIi0n has been SU« BSsful: 
• What will the OIglnlzation have achielled; 
• How will the 01 ganI:t.atiotl be functioning; 
• How will the organization be pen:eIVed by its SIakahoIders 

The CIT must CI'IiIiIIe a COI'f1I sling vision that se... as a 00i IIiIld: for the SWOT 
anaJysis; it must be a vision to which they personally can 00i1.,1it and which the 
organization as a whole can 0011., lit. 

5. Conduct a SWOT Analysis 

A IigOI'OUS anatJsil is done of the existing sbe .. glh$ (8) and 'lllll'a II a (W) of the 
organizatiOn, aforIg wiIh a forecastillg of anlidpated opporlunitias (0) and IhreaI:s (T) 
wiIh which !he organization may need to contend. This analysis may be done by the 
CIT alone. However !his is often a time when additional data galtl8fii1g is conducted 

Comparrf AdIOO Plllnnlng '"-' - Worbhop 
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through the use of focus groups. llita IIiews. and 8Il81)sis of exlslnD daIII and 
documentation. and other m BaIlS. 

6. Identify Critical Slraleglc Issues 

once !he vision Is aeated. 1he CIT then a ass e s 1he gap betl."Je .. curn!IIflt AII8Ily 
and 1he vision and identifies 1he most aiticaI issues which must be addl! IlBd In 
order to ITIO'II't from 1he pnIIIent staIB to 1he Vision. These aitIcaI stu, gin Inues 
ant prioritized so !hat 1he cxganizaliuol can commit to addhiSsing a managaable 
breaIh of conc:erns. Each of 1he issues Is 8I'I&Iyzed in terms of what Is 1he a.mInt 
reality concemlng !hat Issue. what ant 1he desinId changes to be made. 8Ild what 
goal should be set for resolving lie Issue. 

7. Qeate ActIon Plans 

For each goal. a plan of ac:IIon Is Identified which specifies !he major acIioIlS that wi! 
be taken to address lie Issue. lie penson(s) responsIJIe for taking lie actioo'IS. !he 
tirne-frames, and the I1ISOI.Irt8S requirements. These plans wID became lie pei •• y 
focus for ImplemeutaUon. 

8. ImplementlMOnitor 

A focus is maintained on the sbalegll: plan dt.wIng the Implementation phase thn:lugtt 
a monitoring mechanism. The CIT. on a nIgUIar basis (e.g., qualta!)') maeIB to 
review progress on the plan. SUccesses ant celelnafled and dMiall:lllS fIom 
expected resuIIs ant addressed. 

1hroughoUl this pnxess. Ihere may be a .-alal process d irMIhilg. 
communiCatinIJ wiIh. and n18"&glllg extanaI siakehoIdeI"s to enstn their IAIPPOft for 
and cooperation will !he final plan. 

While IlaSe ant the basis bIiIding blocks of stla'egic pial_ling. thent .. a vaiety of 
processes that orgaIlizaIions use to conduct their pial ring proceSI BI. 

WhIIt .. tile CoIwItIoIIs for SlIce ••• 
In order for a &batagic pial I iii III process to succeed Ihere IIIJIl be: 

• A Comp.mna N9!d: Stlatagic pIaIvIilg is in WlgU8; fft1 good ... eager wi! do .. 
There are. in fact.1nfft1 AlBSOOS why a manager would illIUate &bit' gIc pIaIl*V
but doing it becallS8 it Is the "in. thing to do is not one of Ulem. 

• .............. ComirA.1tIIt: The sbatagic pi8Il wi! become the balls for .. urlng the 
organization. and thelefore management must be fuIy convnItted to use it in this 
way. M too allan plans end up sitting on the shelf gaIhat1ng dust, and thereby 
feeding an CMII"&II sense of organizational inertia !hat can be widely felt by 
ampIO'j88S. The basic tenet Is. If you don't want It. don't do It. 

• An elJ!d!¥t Pltn¥1ina CommIH": UIIi.18bs1y. lie msmb.s of the pIaIlliIlII 
co .... itt8a wi! determine the qualty of lie pi8Il. The m.-.Ibera must be appropIlaI& 
to doing the job, legitimate in the 0Y8I'8II stakeholders· eyes, and capable of 
communicating and working eIfectiveIy in a coItaboratIIIe team approach. 

33 
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• StaIc!hoId!!!!' II!V9!v!ment One of !he key fadors that dIII'&.' II B • I gil: 
planning trom traditional pIarii'Iing Is !he pivotal role that sIakehokIaIa. Ineida and 
outside the o,ganizallorl. play in influencing !he plan. Stakeholders 1ft thole who 
haw significant infellllSl: in !he outcome. and whose support Is neaded 10 .... lie 
success of the plan. StakfIhoIders I'JpicaIy Indude en1*Jy B B &. II denIsl groups. lister 
organizations. and f1.ntefs. S1akehoIders are U5UIIIy included in .. I gil: pIaIaling 
eiIher through: direct involvement in !he planning Wlli1i1tS a; sourcas of data for 
pteparation of !he plan; or as nwi8v;ers of drafts p!8p8RId by the CiOiil."U. 

• A '!lid P,w",: WhIle this docunent pn:Mdes a generic p!OCm. most 
OIgallizations wi! need to modify and fIIabOIale this process 10 meet unique 
~nts and conditions. Fur1her.!he process must be one that eslablishes and 
mailllainS enough momentum to enable oontinuity and focus to the eIbt. AnaIy •• 
must alloW suffIc:Ient Ume within sessions for they're to be genuhIIy IhoughIfuI 
deliLeiation. and suffIc:Ient Ume between sessions to enable lie gaIheIillg and 
analysis of ailicallnformation. 

• A flueIIft9d FacIIIIaIpr; The facillaIIon of sIIalegll: p!arl.-q requhs .. pial •• ", of 
!he 0YerB1I process. planning each IndMdual nulan or maelil", and nldrl8gil", 
discussions during !he meeling. WhIle most sIIalegic pial •• ", CiOilir"OSIl have. 
leader. they are seldom advised (or want) to play !he part of facM iii N. The major 
reason is that by attending to facililatioo, needs. they otten lose !he challice 10 be 
substantive contributors to !he plan. Inslaad. leaders otten work wIh a fa· .... 
OIientillg and guiding them in their preparations. debt.,..", after !he S B a aion. and 
managing the organizational follow up to !he sbalegic pIann/ng m a liigl. 

Paying aaentiOn to these success fadors wi! enable most orgarMzaUons 10 avoid pMr' •• 
and ultimately ensure the avsilabilily of a valid and useful plan. FacIItaIoIs for sII I gil: 
planning generallY have bac:kgRUlds in Organization 08n'DJllia'1t (00) theory and 
skiIs. including team building. group proc B IS and organizational ct'atge.. Sal.::&",. 
faciIifatoI generallY involves finding 00 ptaclllionln who haYe stJ Isgll: ....... 
expeliellC8. and who would be a good organizational "111". 

CoII'.,any AdIoft ~ Proca .1 • WookallOjl 
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Change Management 

Nine Steps to Successful TlWISIbmNttion and Change 

1. Establish a Sense of Urgency 

o 50% of companies falin this first phase 

o when is Ulgency rate high enough? If 75% of management baillYe thai 

bUsiness as usual is unaocaptabIe 

o the Managing DirectoI is key 

o change requints a new system which In tum demands leadership 

o problems OCCUI' with too many managers and not enough leallers 

o need frank discussion about reality and unplaull'!ll fads 

~ Team Objectives: Examine IIUIrket .... com ................ . 
Identify .... discuss crI.... poIentIeI c...... or mat1M' 
opportunities. 

2. Create a Powerful Guiding COIIIItIon 

o the change group needs ID have power 

o the group has ID work as a team -Ihrae ID five people during the first Y'B' 

o eventually coalition needs ID grow ID 20 to 50 people 

o use off-sile .elleals for 2-3 days 

~ Team Objectives: Assemble a group with enough po.", to ........ 

change effort. 

3. Analyze Market Envil"Ol"oment 

o the envirorment is the world the conrpany exlsIs In 

o chenge is made in this envirorment and so It should be car8fuIIy studied 

o the group has ID work as a team -Ihrae ID five people during the first Y'B' 

~ Team Objectives: U .. SWOT allll.,." to check environmental 

con.balms and opportunities: 

Company AdIon "".*111 Process • WorIcshop 



I 
I 
I 
I 
I 

4-

s • Sb .. .,.,.. .. 

W • Weelmaues 

0 • OpportunIties 

T • Tlnl'. 

Create • VIsion 

() based on SWOT analysis. the management must aaate a new vision 

() the vision must be ertJIS'f to COIMII.BIIc:a1e 

() a sbaltigt to achieve that vision must be de\: eloped 

o failed transfonnalions have plenty of plans ... programs but no vision - a 

viSion is more than a plan 

::::> Team Objectives: C .... a vision thai can be communlc.a.d In .. 
minutes. Develop sbategles to achIeWIthaI vision 

5. Communicale the VIsIon 

() Employees need to belieYe useful change is polIsible 

() Irnportant if employees are required to make ahort-tenn saallicas 8111*' I Fy 

If job losses 

o If downsizing Is nuded, SU« I uful vfsions IhouId include new geo .... 

po 5 sibilities 

o inClUde COili,itmenl to fairly treat IaId-off enlPD:W III 

() oompany documents ... newsIefters have arIc::Ies about the vision 

o use fIItWY dlBllI18I to OQI"'1URIcate 

() behaViOr of managers must be consistent wiIh words -WBllf.. the Talk" 

::::> Team Objectives: CommunIcate If downslzlllg wll occur 
behaviors of ........ muat match WOlds 

8. Enable 0ItIers to Act on the VIsion 

o c:hIIn!J8 organIzaIionaI structure so ""18g8nS can act 

o 8)(p8I'Id job des Cliptions 

o chaI'Ige perfoInlBllCe appraisal 

Compeny AdiOn I'IlInlllllll Ptoc: III • Wulaihop 
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::::) Team Objectives: People must be given opportunity 10 .upped 
vision. Remove baIrler8 for organl:adJonal gnxtps 10 IICt 

7. Plan for and Cntata SHORT-TERM WINS 

o must see irnproll8m8lds in first 1211101'1Ch11 

o establish goals in lhe first 'J811I 

o achifMI objec:tives and reward people with prornotioI. and awn II1CII'I8y 

o pntsstR is importallt element 

::::) Team Objectives: ldenlify potential short ........ wins ...... ... 
that these 81'8 achieved 10 send the COIlact ma .... , 

o celebiatillg a win is OK, but do not rest 
o need to embed new ideas in the company 

o maintain urgency 

o maintain lhe ex: sidon of change rnakefs 

o use short term wins 10 tackle bigger problems 

o renewal takes yeatS not months - peeks came after 2-3 years 

::::) Team Objectives: Do not slop ...... ftntt Improwem.' .... T .. 1Ita 
larger problems with the •• me urgency. 

9. .....Utudonallle the New Appn:Iacb •• 

o change '--10 stick 

o new bahaviors need 10 stay -If not ilnbedded they wi! dIS_I •. 

o .-people 10 see the COI."l8dIoI1S 

<> next gefi8lllllon of ft1aIlIIQ8I1I .--10 personify the new approach 

::::) Team Objectives: Char ..... need 10 be ftnnly •• rrtl.had. New 
~ must s\lflect changa8. C ..... must become the 
new culture of the linn. 
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Company Action Plan - Example 
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._-----
Association Action Plan - WOI1cshop AppendlcM 

ComQlny Oy!ryltw 

DOO "Oranzerll" 
(Zlk Vlnotug) 

Zlk Vlnojug Is a one hundred (100) heclare g .... nhouee and 
farming operation iocatc:ftUI' Gawgalla In 1ICItIIbem Macedonia. 
They operate thirty two and ona-half (32.&) Meta .... of plaatlc: and 
glass greenhouses, plus sixty hecla .... of open field farming. Z1k 
Vlnojug employs two hundred HY8nty (270) ........ 

Zlk Vlnojug Is currently lwenty-HY8n percent(27%) privIIteIy 
owned - 17% employee and 10% .pensIona - with plans 
underway to purchase 57% of the company by June 1996. 
Primary products are tomatoes and cucumbers, with 199& .. 1eI of 
3,945,520 DEM, a drop of 26% from 1994 ...... 

The COl P pll .'111 1,/:..." ..... 1l1li0" \IIII11a1lie 
products where competition Is HY8re and markets Hmlted. They 
have requested MeRC assll1ance to Improve fInIIIldaI 
management systems. .study crop' dIYwsIIIcdon .. pc 111bM ... 
perform iiladcehel5arch and develop-a bulinlll plan toan.ce 
their pouIbie new activities II well II d8\I1IIop new geaItIermIl 
energy sources to reduce gl88I.::.ou. heItIng CCIItI. 

Improvement Oblectlve Are .. 

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

2) Operational and Managerial Improvements 
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 Ventu .... 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 buslneu In the Agrlculturallndulltry 
Z1k Vinojug desl .... to use wastewater for aquaculture 

I have read and reviewed this proposed Company ActIon Plan and agree with the vision and strategic outline In principle. I agree that as thase 
strategic objectives prog ...... that I will underlaka due diligence to accomplish and Implement these steps In a timely and professional manner. 

Slg. ___________ _ 

Date: '----------------------
I CompIny ActIon Planning PIQCIII. W"-"-

[-------------. . .... - m --- 40 I 



....... -. .• . ---------Association ActIon Plan - Workshop Appendices 

Company ActIon Plan 

I. Function Are.; Flnancl.1 M!I!lCI!ment R.portInq 'nd Control 
Problem Statement; 
Company does not have a cost accounting system for Its different agricultural products. 

Key Naa. 

1) Company cannot detect 
production cost problema becau .. 
a product cost accounting system 
does not exist. 

2) Financial management training 
must be conducted to design and 
implement a cost accounting 
system 80 the oompany can 
pinpoint operatlonal and financial 
weaknesses and .IIRMthA 

COmnWda 

SolutIon. 

1) Design an appropriate agricultural 
product costing system by identifying 
flxed and variable costs through an 
operatloll8l ana\y8ls. 

2) Train operating and financial 
personneiln the Implementation and UN 
of a cost accounting system using the 
·Managlng Your BusIness Tool Box
Management Controls and PoIIcy", 
AttIcIee V, IX, X & XI Tool Box and 
Templates 81 moc:IeIs. 

Team I Completion 
Membera Date 
~bIe 
for Execution 
of tht Solution 

--- -----. 

O. Butrovl 
financial 
volunteer TIBIN 
&O.A. 
Anderson 

V. Zajkov I A. 
Vesna& 
financial 
volunteer TIBIN 
& O. Anderson, 
Maznevaka 

30 June 96 

15 July 96 

30 July 96 

Measurabla Rasulta 

System designed and sterted 

Training conducted. 

System Implemanted. 

CCOiiiiii!iiAQi~ii~P!:QD .11 • Wo!I!!foop Oil I 
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Association Action Plan - Workshop Appencllcu 

II. Function Arta: Operational and Mnptrt" 

Problem Statement: 

Company ActIon Plan 

Company depends on growing tradltlonal greenhouse crops for its malnstraam revenue and needs to diversify and develop higher value crops. 

Key NMCIa SolutIons Team I Completion I M ... urUle Results 
Members Date 

1) Cropping program dependent 
on traditional crops with Intense 
local market c:ompet/tIon. 

1) Conduct rapid assessment of viable 
alternative crops adaptable to the 
available growing conditions. 

2) Company not totally availing 2) Prepera feasibility study for growing 
Itself of current resources such 81: herbs, ginseng, sweet bell peppers and 
a) more Inexpensive energy other high value greenhouse crops. 

sources DetaIl 81 follows: 
b) available graenhcule • estimated production 

Infrastructura not used year • I11IIrket value 
round • production castI 

c) good technical management to • economic ratumI 
dlverslfy into higher value crops • n'IIIrIIIg8ITI8 cepeblllty 

Respon.lble 
for Execution 
of the Solution 

D. Butrovwl 
greenhouse & 
horticultural 
crops 
volunteers 
TIBIN& 
D.J. AndeI'8Ol'l, 
GavrIIovsId & 
Maznewka 

D. Butrovwl 
greenhouse & 
hoI1icultural 
crops & fin. 
mgmt. 
voIunteerI 
TIBIN & 
D.J. Anderson, 
GavrtkMkl& 
MaznevIka 

30 July 98 

1SAug98 

30 Aug 96 

Rapid aS88BSment of altematlve 
crops conducted. 

Feasibility studies of high value 
crops compIetad. 

Crop diversification decisions 
taken. 

I Comp!nY AdIOn Planiiingf>roc.- • wOltilhOD I - .. --- - 42 I 
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Auoclatlon ActIon Plan - Worbhop .AaaendfoM 

Company Action PI.o 

III. Function ArM: M .... na IOd ..... 

Problem Statement: 
Company depends on local market for ..... and desIree to dlvenllfy and expand mal1<ets. 

K41yN .... 

1) Production capacity high, but 
local mar1tetl small and very 
competitive. 

loIut1on1 

1) lou .. mar1<et Infollilalion on 
ldenllfled mar1tetI using trade statistIcS, 
government trade agencies, IndUltly 
contacIs. 

2) New market Infonnalion missing 2) PuI"lUlIdentll'lc8Iion and opening of 
on which to make IOUnd marketing different, ITIOI1I attractive mar1tetI. 
decision •• 

Focul on entry to a new trial market to 
gain experience. Irlal shipments. 

........ new market with regular shipment 

T .. m I ComPllltion Me.,... Date 
rt...,onalble 
for EUCUIIon 
or the SolutIon 

D. ButrovJ 15 Aug 98 
B. Andonov w I 
.g''',,"1oUIe 
volunteer TJBIN 
& D. A. 30 Aug 98 
Anderaon, D.J. 
Anderaor .. 
GavrIIovIId 

D. Butrov., 15 Sep 98 
V. ZaJkov, 
B. Andonov w I 
.gretr.:louse 30 Oct. 98 
volunteer TIBIN 
&D.A. 
Anderson, D.J. 
AndIrIon, 
GlMlkMlkI. 
Munavlka 

M ... urable Rnults 

Market Info received and 
Al\iewed 

New mar1tetlldentlfled 

New market selected and 
preparation made for entry 

Market entered 

~ Actlon ""'''PI'oqII!l~WOriiiiii! m~T~- - .... I 
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._------
Association Action Plan - Workshop App4IndlCft 

(;gmPlny Action PI.n 

N. Function Area: StrateAlc P'_IIh., Jotnt V.nturu & C,pIta! Attrict!pn 

Problam StatemtDt: 
Company needs a bulln ... plan to obtain financing for development and rehabilitation of geothermal wells and pipeline for heating purposes. 

KeyN .. da 

1) Company needI financing lor 
additional geoIherrnaI wella 10 repIIce 
expensive bunker 01 '-Illig IOUI'CI. 

2) Exlstlng geoIheInlll deIIwMy 
pipeline Is eIght •• n )l'81l'i old, 
corroding and 1Wq!.In. IlIPIIIOIfI'IIIIL 

SoIuttons 

1) DwIIop and prl.1IIt fe.,lbIIIty etudy lor 
developing .-hot water .... and AIpIacIng 
or repaiI Mig ultlillg p/pIIIInII. 

2) DwtIIoP' buIk1eU plan lor BOD 
epprowot, """' MBRC ataff M8iItance and 
tool bole lor "PIaparIIIg a Winning Butlneal 
PIan".(SeI aIIo V .. ~ of New 
BuIIneII ..... ) 

IMk fInIncInQ for 1PPI!MId proJects by 
".lIntIng buIIneII pIIn 10 ftn8ncIaI 
inItIIuIIonI pt'e\ItoUIIIy IdenIIfted by COIIIPIftY 
IIfIdMBRC .. 

Ttam I Comptlluon I U .. u ..... Rtsults U........ DIItt 
Rtspo.-.IbIt 
for EucutIon 

of the 8oIutIon 

V. ZajkoVl 
D. Butrcwl 
V. CUginIId / 
B. AI't6ont:N & 
DA AU_lOll, 
GaIIItovIkl 

V. ZajkoVl 
A.. Veenel 
D. Butrcwl 
V. Cuglnekll 
B. Anctonov & 
OA AndIr'Ior;, 
GIM1IOvIkI. 
MIanIMIU 

15 July 98 Feasibility etudy prepared 

15 Augutt 98 ButIneea plan prepIIIId 

15 Sept 98 Flnenclll inIIIIutlorIe conlecled 

v.z.. A.. V .• D.I.. 30 0cl98 Credit a_lnad 
V. C .• BA. DA. 
J.O •• S.M. 

(.~ AcIIon PIIInnInQ Ploc .1. "W~ . . ..... J .. c ••• _. _ •••••• ,., •• ,::=::--, .. ,--- ill 
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._------
Assoclatton ActIon Pie - Workshop Append1ce8 

gompany ActIon Plan 

V. Function am: DeyeIopmtnt of Nm aUlln."lo thl Agrtcultura1lndyttrv 

Problem Statement: 
Company Is planning start-up of a new agribusiness dlvenliftcallon Into flsh farming. and lacks the information necessary to perform a feasibility 
study. 

K41yN ••• 

1) Company haa retum heating 
water which could be uaed for 
warm water aquaculture 
production. 

2) Needs a bull.,.., plan to 
obtain approval and finencIng. 

SolutIons 

1) Conduct 8 pre-teaaIbIIIty study to 
determine If sutllclent: 

• C8pIIbIIIIIes 
• I'88OUI'CII 

• demend • xlatto 

(If go) proolld with 8 feasibility study to 
Include: 

• en1erprIM budget 
• technical requlrln'lentl 
• physical requIrem8ntI 
• market demand 

2) ... .,... upatlte buslI'IIIs plan to 
preeent to the BOD for I9ProvaI utilizing 
the 8uIIneM PIen Tool Box 

Team I Completion 
Membera Date 

Relpo. ... lbIe 
for ExacutIon 
of thlloIutIon 

v. Zajkov I 1 July 98 
D. ButroY I 
Cuglnlkll & 
DA Anderson, 
D. J. Anderson. 
volunteer TIBIN • 
GavrItovIkI 

V. ZajkoY/ 
D. ButroYI 
V. Cuglnlld I 

1S Aug 98 

1 Sept 98 

Me_urabla Ralulte 

Determination made If 
conditions exlat to merit 8 
feasibility study 

Feasibility study complete 

BuaIneII plan completed and 
8PPfO'* 

no;;:- .. . . ..... ,.. ....... .... "'~ 
!~ AI;Ilon PIenI*Ig ~ II • w!!I!!!!!!gD 

--,-_ J ....... ,.,',.. ... I 
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Commentl 

Qualify potentlallenderl 

Submit bUll"... plan 

LCorIIpIny AcUonPi8nnlng"'~JIJl·W~ 

A. Vesna& 
D.A. Anderson. 10 Sept se 
D. J. Anderson. 
volunteers 15 Sept se 
TIBIN. 
GavtIIovski, 
MazneYlka 

Shortlist prepared of lenders 

Business plan submitted to 

\enders 

411 


