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Nine Steps to Successful Transformation and Change

Establish a Sense of Urgency

50% of companies fall in this first phase

when is wgency rate high enough? if 75% of management believe that business
as usus! is unacceplabie

the Managing Director is key

change requires a new system which in tum demands leadership

problems occur with t0o 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 1o five people during the first year
eventually coslition needs to grow t0 20 to 50 people

use off-site retreats for 2-3 days

Teamn Objectives: Assemble a group with enough power to lead the
change effort.

W



3.  Analyze Market Environment

0  the environment is the world the company axists in
change is made in this environment and so it should be carefully studied
0  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:
e S = Strengths
" w = Weaknesses
O =  Opportunities
T = Threats

4, 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 plans and programs but no vision - a vision
is more than a plan

LT - I - I |

=» Team Objectives: Create a vision that can be communicated in five
minutes. Develop strategles to achleve that vision

8. Communicate the Vision

Employess need to believe useful change is possible
important f employees are required to make short-term sacrifices especially f
job losses
¢ if downsizing Is needed, successful visions should include new growth
possibilities
include commitment to fairly treat laid-off employees
company documents and newsletters have articies about the vision
use every channel fo communicate
hehavior of managers must be consistent with words “Walk the Talk’

LT« B I+ 4

=» Team Objectives: Communicate if downsizing will occur behaviors of
managers must match words




7.

9.

Enable Others to Act on the Vision

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

= Teamrm Objectives: People must be given opportunity to support vision.
Remove barriers for organizational groups to act

Plan for and Create SHORT-TERM WINS

must see improvements in first 12 months

establish goals in the first year

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

Lo« R

= Team Objectives: identify 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-term wins fo tackie bigger problems

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

S SO O D

= Team Objectives: Do not stop after first improvements. Tackie larger
problems with the same urgency.

Institutionalize the New Approaches

change neads 1o stick

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

next generation of managers needs to personify the new approach

LI - .

= Team Objectives: Changes need to be firmly established. New
management must reflect changes. Changes must become the new
culture of the firm.
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Company Action Plan - Tempiate

Company Action Plan
Table of Contents

1. Teams and Contacts

Export Strategic Planning Team
ALEB Team

2. Resources Avallabie to Enterprise
Tool Boxes
Voluntser Specialists
Other Resources

3. Company Overview and Analysis
Company Overview
Iimmediate Key Needs (dentified

4. Action Plan (Functional Areas)

1. Financlal Management, Reporting & Controls

. Managerial iImprovement & Human Resource Development
it. Operational & Managerial

ill. Markefing & Sales

1v. Strategic Partnerships, Market Linkages, Capital Attraction
§. Chronogram of Mﬂoniaﬁm Tasks




SON XeJJie] jusuwnsedeq / uopouny ojiL uopisoy eweN

aRdwia) - usjd uopoy Ausdwon



Company Action Plan - Tempiate

Resources Avallable to Enterprise

Tool Boxes
The Financlal Planning Tool Box - Financing Your Business
The Marketing Tool Box - Marketing Your Agricuftural Business
The Business Plan Tool Box - Preparing a Winning Business Plan
Managing Your Business - Management Controls and Policy
The Marketing Survey Tool Box instructional to template
The Cultural Practices Survey Tool Bex Instructional to template
The Physical Resources Survey Tool Box (farm) Instructional to template
The Physical Resources Survey Tool Box {(non-farm) Instructional fo template

Tempiates for the Agribusiness Sector
The Marketing Survey Template
The Cultural Practices Survey Template
The Physical Resources Survey (farm) Template
The Physlical Resources Survey (non-farm) Template
Income & Expense Statement Tempilates
+ Agro-Processing
s Agro Based
Inputs/Services
* Permanent crops Production
¢ Row Crops Production
Balance Sheet Template
Statement of Changes in Financial Position Template

" Volunteer Specialists

Other Resources
¢ University of California at Davis

» Rutgers University Center for Advanced Food Technology (CAFT)

".‘O’C’0!"00*#”9'.#0..‘.’@

Enterprise Budgets:
Apples
Apples, Organic
Artichokes
Asparagus

Beans, Large Lima
Beans, Baby Lima
Beans, Garbanzo

Beans, Common Dry Varieties
Broceoli

Brussasls Sprouts

Figs, Conadria Variety

Grapefruit

Grapes, Table, Thompson Seedless
Lemons

Lemons, Organic

f.ottuce, Loose Leaf
Lettuce, Leaf

Lettuce, lceberg
Melons, Honeydew
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e Land Grant Universities Cooperative Extension Services e Okra
1. Industry Contacts » Olive Qil
2. International Trade & Business Associations in the Agribusiness Sector (196) « Olives, Manzanitio
3. Unilateral Agencies ¢ Onions, Dry Bulb
¢ United States Department of Agriculture e Onions, Processing
» Office of international Cooperation and Development (OICD) ¢ Oranges, Valencia
» Foreign Agricultural Service (FAS) .
¢ Small Business Administration (SBA) . g:gﬁ:i},?:g;?:ﬁu
* Small Business Development Centers (SBDC) ¢ Peaches, Cling
4. Bilateral Agendes s Pears, Green Bartlett
* United States Agency for Intemational Development (USAID) e Peppermint, OI
e Overseas Private Investment Corporation (OPIC) « Peppers, Bell
e Small Enterprlsa Fund s Peppers, Chili
5. Multilateral Agencies e Plums, Friar Variety
¢ United Nations Food and Agricultural Organization (UNFAO) ¢ Potatoes
¢ International Fund for Agricultural Development e Prunes, French
* Opportunity * Raisins
7. Intemet/World Wide Web * Ralisins, Organic
8. Commercial Directories o Safflower
_ ¢ Strawberries
* Technical Literature * iomat?t.: P ,
« Official Methods of Analysis of AOAC Intemational L pooss. oroani, Frocessing
e Harmonized Customs Tariff System e
¢ U.S. Grading Standards for Various Frozen Fruits & Vegetables ° Vege » Mixed, Lrganic
e U.S. Harmonized Tariff System ¢ Watermelon, Drip Irrigated
¢ Importing into the United States
¢ FDA Pesticide Analytical Manual
¢ Language of the Food Industry — Glossary of Supermarket Terms in the U.S.
¢ Directory of the U.8. Canning, Freezing & Preserving Industries
e USDAJFAS Forelign Buyer Lists for Numerous Processed Food Products
¢ U.8. Code of Federal Regulations for Food and Drugs
L ]

FDA Guide to Minimize Microblal Food Safety Hazards for Fresh Fruits &
Vegetables
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e 8 5 8 8 s s
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Membership Directorles for Many U.S, Trade Associations

Frozen Food Handling & Merchandising

European Regulations Manual

EU Markets for Egyptian Processed Food Products

Guidelines for the Organic Foods Industry

Animat Production Standards for Organic Meat and Dairy Products

Guide to Regulatory Requirements for Exporting Organic Foods into
International Markets

IQF Strawberries in Egypt ~ Preliminary Feasibility Study for a Joint Venture

Applications of Biotechnology to Crops — Benefits and Risks
Fast Cooling Technical Manua!

Food Ryglene, Microbiology and HACCP

HACCP: A Practical Approach

HACCP User's Manual

Introduction to HACCP: An Essential Element for Competing internationally
Keller-Soft — HACCP Compliance Software

Prerequisite Programs for HAACP

Food Safety — HACCP Practical Help

Catalog of Publications for Chemical and Microblological Laboratories

ISO 8000 International Standards for Quality Management

Many technical articles & periodicals

Many U.B. food processing equipment company brochures
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Situation/Mission/Vision Improvement Objective Areas

1) Financlal Management, Reporting and Control

2) Managerial Irﬁprovmont & Human Resource Development
3} Operational/Production improvements

4) Marketing and Sales

5) Stratagic Alllances, Market Linkages and Capital Attraction

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

Sig.
Date:
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l. Functional Area: Financial Management, Reporting and Control

Problem Statement:
Koy Noads Solutions Team Completion Measurable Resuits
Members Date
Responsibie
for Execution
of the Solution
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Company Action Plan - Template

. Functional Area: Managerial Development & Human Resource Development

Problem Statement:
Key Neads Solutions Team Completion Measurable Results
Members Date
Responsible
for Exscution
of the Solution
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. Functional Area: Operational/Production Improvements

Problem Statement:
Key Nesds Solutions Team Completion Maasurable Results
Members Date
Responsible
for Execution
of the Solution




Company Action Plan - Template

IV. Functional Area: Marketlhg and Sales

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




Company Action Plan - Template

V. Functional Area: Strategic Alliances, Market Linkages, Capital Attraction

Problem Statement:
TTKeY Needs Solufions Team Completion Moasurable Results
Members Date
Responsible
for Execution
| of the Solution
Comments
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Departmental Action Plan
{(For internal distribution only - follow-up to meeting and implementing new benchmarks)
Action Required (Use as departmental work plan to identify detailed steps required fo Team Aug | Sep"{ Oct | Nov | Dec
implement and achieve Key Needs from Company Action Plan.) Assigned *f




