DRAFT PROPOSAL

ENTRANCE PLAN FOR CENTRAL AND EASTERN EUROPE


Dear Colleague,

Thank you for this opportunity to present my thoughts and recommendation on how best to extend market reach into Central and Eastern Europe (CE&E). The approach that I have taken is to first view the question in its entirety, the “Full Program”. I then created a “Fast-Path Approach” to be used on specific countries. 

Please allow me to emphasize that even with the “Fast-Path Approach”, some of the questions raised in the “Full Program” must be addressed and answered. It would be extremely risky to contact and introduce any company at critical levels within the government and industry and not be positioned to deliver. In fact, as all country agencies and industry contacts are closely related, it could put the entire CE&E entrance at risk.

Please consider this a draft document. Your input and comments will be greatly appreciated.

Thank you again for the opportunity and I look forward to seeing you again.

Best regards,

Jerry M. Striplin

1 609 234 5555 cell

President

Striplin Associates, Inc

CAPTURING THE

EASTERN AND CENTRAL EUROPEAN MARKET
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INTRODUCTION

Entrance into any market must be carefully planned and executed. Entrance into the Central and Eastern European (CE&E) market is as rich with opportunity as it is with risk.

 I have approached the entrance by first taking a view of the question in its entirety, the “Full Program”. I then created a “Fast-Path Approach” that may be applied to specific countries. Please allow me to emphasize that even with the “Fast-Path Approach”, to successfully make the proper contacts and introductions at critical levels within government and industry, a number of the questions raised in the “Full Program” must be addressed and answered. 

It would be extremely risky to the CE&E entrance, any company’s future and our collective credibility to enter into any country and not be positioned to provide a local presence, delivery and long-term support.

THE FULL PROGRAM

The first portion of this paper addresses the “Full Program”. I will outline 8 elements (please see below) of the Program. I will also describe the key areas to be analyzed, the methodology, deliverables and timeframes.

THE FULL PROGRAM

1. Current Situation Analysis

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

4. Key Country Identification and Focus

5. Identify, Establish and Use In-Country Contacts and Organizations

6. Identify Specific “A”, “B” and “C” Target companies or government organizations

7. Identify and contact specific individuals with the “A” 

8. Repeat for “B” and “C” Target Countries

“FAST-PATH APPROACH”

In the second portion of the document, I will outline a “Fast-Path Approach”. This will most likely be a single country where I have maintained contacts that may facilitate entrance. The “Fast-Path Approach” includes a number of the same elements as the “Full Program”. We will create a country focus and thus a somewhat reduced effort. (Please see 1.3 below). 

The important point to remember is that as we begin our work, we will jointly determine where best to focus. I will identify the key agencies and teach the “who and the how” to the sales and management team. We will jointly discover certain information in the preliminary “Current Situation Analysis” and “Sales Readiness” elements that will guide my recommendations.

RAPID RESPONSE PLAN

In any business endeavor, experience has shown that throughout a program Business Critical Issues, Unique Opportunities and/or Burning-Platforms will be identified. In each case, regardless of the phase or event in progress, a Rapid Response Plan will be initiated. This will allow a company to capture the opportunity, protect existing market share or to leverage the event towards new revenues.

As these events are unique, the effort/cost to plan and resolve (or take advantage of) the situation will be addressed at the time of the occurrence. 
1.0 EXECUTIVE SUMMARY

I am recommending an approach that creates a “3-Demensional” target plan.







MISSION CRITICAL

To achieve the fastest possible results, the CE&E entrance must be founded on a clear understanding of the current capabilities, the support organizations, products and services, and the sale team readiness. These elements will be discussed in detail in section 4.0.

1.1  CE&E ENTRANCE PLAN…FULL PROGRAM

I would like to recommend a plan that contains the following approach. Each of these steps or elements, timeframes and deliverables will be described in detail in Section 4.0.

1. Current Situation Analysis

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

4. Key Country Identification and Focus

5. Identify, Establish and Use In-Country Contacts and Organizations

6. Identify Specific “A”, “B” and “C” Target companies or government organizations

7. Identify and contact specific individuals with the “A” 

8. Incorporate the “Cycles-of-Learning” and repeat for “B” and “C” Target Countries.

1.2 RAPID RESPONSE PLAN

As you know, experience has shown that throughout every large program Business Critical Issues, Unique Opportunities and/or Burning-Platforms will be identified. In each case a Rapid Response Plan with be initiated so that a company may capture the opportunity to protect existing market share or to leverage it towards new revenues.
1.3 TIMEFRAMES 

As in any program of this importance, the initial elements are always easier to scope and implement. As the program gains more market intelligence and in-country experience, the remaining steps will be modified and recalculated.

With this in mind, I believe the following timeframes to be my best possible estimate at this time. Please note, that many of these activities are happening simultaneously and that we will take advantage of all existing contacts to move as quickly as possible. I would also like to note, as we meet and discuss the plan in more details many of these timeframes and activities may change.

FULL PROGRAM
1. Current Situation Analysis




Days

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

Days

4. Key Country Identification and Focus


Days

5. Identify, Establish and Use In-Country Contacts

Days

 and Organizations

6. Identify Specific “A”, “B” and “C” Target companies
Days

 or government organizations

7. Identify and contact specific individuals with the       
Days

             “A” Company 


8. Repeat for “B” and “C” Target Countries


Days

FAST-PATH PROGRAM

1. Current Situation Analysis




Days

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

Days

4. First Key Country Identification and Focus


Days

5. Contact and use In-Country Contacts



Days

and Organizations

6. Identify Specific “A” Target companies


Days

or government organizations

7. Identify and contact specific individuals with the “A” 
Days

8. Repeat for second priority “A”  Target Countries

Days


Please note: These timeframes are based on reasonable access to the key individuals, existing research and other critical resources.

1.4 COST
As I know our work will lead to many other opportunities, I would like to propose the following:

· A day rate of $xxxx.xx (A day defined as a 24 hour period)
              If international travel is required, a day rate of $xxx for travel days is         proposed.

· Elements 1-3 be conducted as much as possible in the local area

1. Current Situation Analysis

2. Sales Readiness Assessment
3. Products and Services Readiness Assessment

      This will allow me to keep your cost to a minimum by using company telephones, computers, printers, and facilities to meet.

· The company will arrange and pay directly for the hotel

· A Per Diem rate that is standard for the company

· The company will provide local transportation

· In an extend stay I will provide my own car at no expense to the company

· The company will pay for economy domestic airline expenses 

· For work done remotely, I will bill (with receipts) the company at cost for telephone usages, etc.

1.5 SUPPORT ELEMENTS PROVIDED BY THE COMPANY

To move the program along as quickly as possible, may I suggest the following:

· A local coordinator to help with meeting coordination, contacting the “right” individuals and learning the COMPANY-SPECIFIC systems.

· A workroom with sufficient space to build the program, create a program map and post it on the walls for coordination and management updates.

· Computer systems with access to the Internet, Microsoft programs, internal mail and printers.

2.0 BACKGROUND

As noted in my 16 January letter, it is my experience that there are a number of critical components involved in achieving long-lasting success in CE&E market.

Expansion or entrance into the Central and Eastern European- CE&E* market is one of the most challenging endeavors a company can undertake. It requires:

· On the ground experience,

· Ongoing market research, brand awareness, tracking, customer satisfaction and competitive analysis,

· An understanding of specific HR requirements, such as the ability to terminate for performance, long term social and health system support, and staff retention,

· A unique pricing strategy,

· The availability of qualified personnel, technology, laws and support systems,

· An understanding of the market’s attitude toward service and quality,

· Requirements for “Time-to-Market”

· Implementing different security requirements for systems, software, physical and technical, 

· Unique sales plans and approach strategies,

· Internationalization of the products and services,

· Specific contracts with “different” country based legal and financial protection, 

· Personal contacts, 

· Partnering and alliance expertise, 

· An understanding of the business and political environment, 

· A knowledge of the appropriate laws and regulations, 

· Unique support systems for operations, sales, proposal (local language) creation, training and delivery, 

· Financial investment (physical presence, training, assessment of market and personnel, etc), 

· A knowledge of the resources available to US companies, 

· Staying power and 

· Most importantly, an “In-Country Presence”.

(*Eastern and Central Europe is defined as Russia, all of the existing and former Russian Republics or CIS, the Baltic States, Poland, Hungary, Romania, The Czech Republic, Slovakia and the former Republics of Yugoslavia. In some case, this may also include Turkey.)
To a global company, these points are not new. However, you may require expertise and on-the-ground experience to bring all of these issues into focus to create long lasting solutions.

RESOURCES 

There are a number of resources available to US companies. These resources are measured on the entrance and success of US companies into a country or region. For example:

· US Embassy 

· Gold Key program designed to set appointments at senior levels and to make the primary introductions.

· Host embassy based high-level collateral meetings

· Foreign Commercial Service Office

· The FCS is an arm of the Commerce Department. They have experts in each field (e.g. banking, telecom, IT, services, etc). It is their  responsibility to provide basic research, local expertise and knowledge of the changing laws and regulations.

· Business Council for International Understanding

· BCIU is dedicated to promoting dialogue and action between the business and government communities for the purpose of expanding international commerce.

· Commerce Department

· Funding Agencies

· Chambers of Commerce

· US

· European

· State specific

· NATO and 

· The WTO

There are a number of other organizations and some are specific to each country. The expertise is in contacting and managing these resources to obtain exactly what is needed to enter or expand a market presence.

It should also be noted that other countries, as well as the CE&E, have similar goals to place and sell their products and services into the US. These needs can be leveraged to the company’s advantage.

3.0 APPROACH for the FULL PROGRAM and “FAST-PATH APPROACH”

The overall approach is designed to improve the existing situation, protect existing investments and to win market share. I will outline each of the 8-Elements in 4.0. However, the overall program will include the following.

CURRENT SITUATION ANALYSIS

· Current market penetration

· Existing and planned organization

· In country and corporate support

· Support Systems

· Organizational and technical

· Current revenue and pipeline

· Win-Loss review of key proposals

· Product and services portfolio

· Mar/Com Plan

· Partners and Alliances

· MARKET RESEARCH AND INTELLIGENCE

· Obtain new data if required

· Prioritize countries and markets

· Obtain required new intelligence

· Use in-country resources

·  CREATE A HIGH-LEVEL STRATEGIC PLAN

· This plan will insure the CE&E plan is in synch with the corporate objectives…by the region and country specific.

· Transfer the “Who and the How” to the sales and support teams.

· That we address the business critical or “Burning Platform” issues immediately while the full strategic and tactical plan is developed

· Create strategic alliances and partnerships

· PRODUCT AND SERVICES PORTFOLIO MATCH TO MARKET

· Review existing portfolios and compare to specific market needs

· Insure support systems and appropriate pricing, contracts, etc.

· FOCUS ON THE MOST APPROPRIATE MARKETS

· Create a Mar/Com plan

· Implement and monitor

· UNTILISE THE RESOURCES ( As noted under Resources on page 3)  

· The resources would be used to focus our efforts on specific markets, companies, partners and individuals.

· Create market awareness and credibility

· COMPLETE THE STRATEGIC

· CREATE A TACTICAL PLAN

· IMPLEMENT THE PLANS BASED ON AGREED PRIOIRTIES
4.0  DETAILED ENTRANCE PLAN… “FULL PROGRAM”

I am proposing the following:



FULL PROGRAM ELEMENTS

1. Current Situation Analysis

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

4. Key Country Identification and Focus

5. Identify, Establish and Use In-Country Contacts and Organizations

6. Identify Specific “A”, “B” and “C” Target companies or government organizations

7. Identify and contact specific individuals with the “A” 

8. Repeat for “B” and “C” Target Countries

The first activity that I will perform will be to:

· Create a detailed Program Plan and to

· Review with the management team to modify and reach agreement

ELEMENT #1

  CURRENT SITUATION ANALYSIS… “FULL PROGRAM”


METHOD

1-on-1 Interviews

Documents

Research

DELIVERABLES

· RISK

· ISSUES

· BURNING PLATFORMS

· MISSION CRITICAL ISSUES

· BASE PROGRAM PLAN

AREAS of FOCUS
· Executive Team

· Sales Management

· Product Management

· Delivery

· Program Management

· Finance

· Legal

· Support

· Mar/Com

· R and D

· Country requirements or enhancements

· HR

· Skills

· Retention

· Operational Support Systems

· Design, Billing, Service, Reporting, etc.

ELEMENT #2 

   SALES READINESS ASSESSMENT… “FULL PROGRAM”

METHOD

1-on-1 Interview …in person or via telephone

Documents

DELIVERABLES

· ISSUES

· READINESS STATUS

· PLAN TO IMPROVE

AREAS OF FOCUS

· Experience and Expertise

· Needs Assessment

· Post win-loss reviews

· “Hearts and Minds”

ELEMENT #3  

 PRODUCTS AND SERVICES READINESS ASSESSMENT


METHODS

1-on1 interviews

Research 

DELIVERABLES

· RISK ASSESSMENT

· ISSUES IDENTIFIED

AREAS OF FOCUS
· Market Intelligence

· Regional Adaptability

· Internationalization

· Country Certification

· Competition Analysis

· Documentation, local language

· Country specific contractual requirements

· Source Code issues

· Security

· Logistics

· Local language

· Field modifications

· Local in-country supportability

· Enhancements

· Training

ELEMENT #4

KEY COUNTRY IDENTIFICATION AND FOCUS
METHOD

Research

Contacts

Local and US Government

DELIVERABLES

· Country Prioritization 

A –FAST TARGET,

 B SHORT TERM,

 C- LONG TERM

· Country Specific Contacts

AREAS OF FOCUS

· Market Intelligence via

· FCS

· EIU

· Personal Contacts

· Chambers of Commence

· etc

· Existing Presence

· Determine where the comapny has an existing presence 

· Leverage using Market Intelligence

· Attributes

· Ability to pay

· Competition

· Penetration

· Laws and regulations

· Funding to buy

· People available to support and use

· Partnerships and Alliance

· Complimentary

· Technical, Business or Political

· Credibility

· Mar/Com

· Previous

· Conferences

· Advertising

· Social impact

· Support and Delivery Plan

· Language

· Training

ELEMENT #5

IDENTIFY, ESTABLISH AND USE IN-COUNTRY CONTACTS AND ORGANZATIONS … “FULL PROGRAM”.


METHOD


RESEACH AND CONTACTS


BY PRIORITIZED COUNTRIES A,B,C
DELIVERABLES

· ID COMPANIES TO MEET

· ARRANGE MEETINGS

· ASSIST IN PLANNING THE

PRESENTATION

· DEVELOP AN “END-GAME” STRATEGY

AREAS OF FOCUS

· POLITICAL ORGANIZATIONS

· FCS

· Embassy

· CHAMBERS

· OTHERS

· LOCAL PARTNERS

· ID

· PLAN

· SET MEETINGS

ELEMENT #6 

IDENTIFY SPECIFIC “A”, “B” AND “C” TARGET COMPANIES OR  GOVERNMENT ORGANIZATIONS
METHOD


INTELLIGENCE GAINED FROM PREVIOUS STEP 


RESEARCH


FORMAL MARKET RESEARCH
DELIVERABLES


· COMPANY Prioritization A –

FAST TARGET,

B SHORT TERM, 

C- LONG TERM

· Country Specific Contacts

AREAS OF FOCUS

· MARKET INTELLIGENCE

· CONTACT SOURCES

ELEMENT #7

IDENTIFY AND CONTACT SPECIFIC INDIVIDUALS WITH IN “A” COMPANIES 

METHOD

INTELLIGENCE GAINED FOR PREVIOUS STEPS

USE ASSISTANCE OF IN-COUNTRY AGENCIES, PERSONAL CONTACTS AND POTENTIAL PARTNERS/ALLIANCE

CONTACT BY TELEPHONE, E-MAIL AND LETTER


DELIVERABLES

· IDENTIFY SPECIFIC INDIVIDUAL

· EXECUTIVE,

· MIN. OF FINANCE

· MIN OF TRADE

· CFO,

· IT…CIO,

· PURCHASING

· ETC.

· HELP TO CREATE AND REVIEW INDIVIDUALIZED PRESENTATION… LOCAL LANGUAGE, SECTOR, ETC.

· ARRANGE MEETINGS

· CREATE AN “END-GAME-STRATEGY”

· JOIN TEAM AS REQUIRED

ELEMENT #8

REPEAT STEPS 5-7 FOR “B” and “C” TARGET COUNTRIES


5.0  “FAST-PATH APPROACH”

The “Fast-Path Approach” is designed to: 

· Perform a Current Situation Assessment that focuses only on the critical business issues, sales effectiveness/readiness, and organizational elements

· Quickly focus on a specific country, agency, company and individual.

· Transfer the “Who and How” to the sales team

· Identify and contact individuals as quickly as possible…in single country where I have maintained contacts (or in some cases where the company has an excellent reputation) where I may facilitate the entrance. 

The “Fast-Path Approach” includes a number of the same elements as the “Full Program” but on a greatly reduced scale. We will create a country focus and thus a reduced effort. (Please see 1.3 above). 

The important points to remember are:

· The first activity that I will perform will be to:

· Create a detailed project plan and 

· Review with the management team to modify and reach agreement

· A reduced effort increases the risk overlooking a key issue

As we begin our work, we will jointly agree on where best to focus

· I will identify the key agencies and teach the “who and the how” to the sales and management team.

· We will discover certain information in the preliminary “Current Situation” and “Sales Readiness” phase that will guide our recommendations.

· RAPID RESPONSE PLAN

As outlined earlier, experience has shown that Business Critical Issues, Unique Opportunities and/or Burning-Platforms will be identified. In each case a Rapid Response Plan with be initiated so that FISERV may capture the opportunity to protect existing market share or to leverage it towards new revenues.

FAST-PATH APPROACH

1. Current Situation Analysis 

2. Sales Readiness Assessment

3. Products and Services Readiness Assessment

4. Key Country Identification and Focus

5. Identify, Establish and Use In-Country Contacts and Organizations

6. Identify Specific “A” Target companies or government organizations

7. Identify and contact specific individuals within the FIRST “A” Company or Government Agency

8. Repeat for the remaining “A” Companies.

In each step, the DELIVERABLES outlined in the same steps of the “Full Program” will be the same.  However, the depth of the information will be reduced.
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LONG TERM TARGETS





HOT TARGET COUNTRIES
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POSITIVE ENTRANCE CRITERIA


KNOWN CONTACTS
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TARGET “A” COUNTRIES


MEET THE ENTRANCE CRITERIA


MKT INTEL POSITIVE


CONTACTS QUICKLY ESTABLISHED





TARGET “B” COUNTRIES


REQUIRES MKT INTEL


WILL MEET ENTRANCE CRITERIA WITHIN 12 MONTHS
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