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Exacutive summary

The management at PICO Agriculture is classified as autocratic by its employees. Their bureaucratic regime also limits numerous internal factors within the firm’s human resources. This led to question, “How can PICO Agriculture increase the motivation of the employees by changing their managerial style?”
The initial research proposal discloses the research question and runs through the theoretical framework, methodology, and addresses issues that arise after conducting the research of the internal assessment. An action plan is also explained and schedules the time each action will take place.
The introduction is a brief summary about the company’s background and its progress throughout time. The methodology is a precise description of what will be analyzed and how maximum results will be obtained for answering the research question.
The main findings are the studies of the SWOT and PEST analyses as well as the survey statistics and absenteeism data. All analyses are formed from the information put forth from the interviews conducted, data gathered, and statistics collected from the survey conducted by the employees of the firm.
The

study concludes by recommending ways of improving employee motivation, ultimately increasing employee satisfaction and customer satisfaction, thus improving the company as a whole.

Research Proposal and Action Plan

Research Question

How can PICO Agriculture increase the motivation of the employees by changing their managerial style?

Rationale

Because of the large percentage of staff in the production are people rather than machines and from enduring external factors from diseconomies of scale, the opportunity exists for farm workers and the employees that work in the firm of PICO Agriculture to become more motivated to produce enhanced outcomes in their line of work, which will ultimately benefit the company as a whole. 
Theoretical Framework
For my evaluation, I plan to use qualitative and quantitative methods such as SWOT analysis, PEST Analysis, Maslow's Hierarchy of Needs, as well as data conducted from a survey to view every aspect that would lead to employee discontent as well as their level work efficiency.
Key Areas of Syllabus 
      1.1 Nature of business activity
1.3Organizational objectives
1.5 External environment
2.3 Communication
2.4 Leadership and management
2.5 Motivation
  

Primary Research
  * Interview with Mr. Tarek Hassan (Head of human resources) to find his views and strategy approaches on improving motivation levels, and what would be the costs or benefits of such actions. 
  * Interview with Mr. Alaa Diab (Managing Director) to obtain general information about PICO Agriculture as a whole.
  * Surveys answered by many employees and workers from

the firm and the farms to expose their main concerns.

Secondary Research
  * Secondary data, which would defend the continuing of improving motivation of employees.
  * Secondary data of how diseconomies of scale are affecting employees in Egypt and in Pico Agriculture, as well as Egypt’s standpoint in the global market.   
  * Review through Pico Agriculture's Human Resources history and background and its outcomes from them.
Anticipated Difficulties
Problems anticipated | Solutions |
Interviewees might be biased | Use the company data and many surveys to balance out any personal opinions |
Secondary data might not be relevant | Use the internet to find relevance to the data, or discard what is irrelevant. |
Limited viewpoints from farm workers collected from surveys due to lack of education | Use surveys of employees from the firm to balance out with the surveys of the farm workers. |

Action Plan
Dates | Activities |
April 2009 | Select Topic |
14.05.2009 | Complete research proposal due |
May 2009 | Review Research Proposal |
June 2009 | Fix interview time |
June 2009 | Write interview questions |
June 2009 | Write employee survey |
June 2009 | Conduct interview |
June 2009 | Conduct surveys |
September 2009 | Collect secondary data from internet and Absenteeism and Labor Turnover data |
September 2009 | Review company's Human Resource data and other if necessary. |
September 2009 | Begin SWOT and PEST Analysis |
December 2009 | Work on assembling 1st Draft of the Internal Assessment |
January 2010 | Turn in 1st Draft of Internal Assessment |
January 2010 |

Review 1st Draft and improve it |
February 2010 | Submit final copy of Internal Assessment |

Introduction

Since 1984, PICO has contributed and improved the Egyptian export new, in-demand crops such as strawberries, table grapes, stone fruits such as plums and peaches, and many more. PICO provides high quality fresh produce to all-important markets including the UK, Europe, South Africa, the Far East, and the Gulf. Their main target is consumer satisfaction with high quality fruits. Modern Agriculture Company PICO is a subsidiary of PICO group and is owned by the Diab family. Formerly known as Diab Agriculture, it has been cultivating crops ever since the 1930s, and is now a shareholding company (ltd) since 1996.
The company began with approximately 1000 acres of land and is continuously experiencing growth. Today PICO owns and farms a total of 7000 acres of land. Today, PICO is a market leader among the leading agricultural organizations in the region. PICO’s international standards meet the highest specifications of UH and European supermarkets, who confirm their satisfaction through regular programs and visits. Production and management practices are continuously improved and upgraded to give optimum yield and timing to match customers’ needs in the ever-changing global markets. 
Within the last 10 years, Egypt has succeeded in filling a good portion of the export gap between the Southern and the Northern hemisphere, which allowed for immense growth in the capital of the company. 
While focusing on the consumer satisfaction and maintaining high quality produce, the managerial style of PICO

has been stagnant for decades. As employees struggle to find themselves in the autocratic system of the firm, employees are not motivated in their occupation, which affects PICO in total. By questioning, “How can PICO Agriculture increase the motivation of the employees by changing their managerial style?” I plan to find an alternative solution that can help motivate the employees at the firm to result in greater outcomes.

Methodology/ Procedure

Two interviews, as well as a survey that was conducted, is the basis of the Primary research collected. The first interview was taken place with Mr. Alaa Diab, Chairman of PICO Agriculture. The intention of the interview was to obtain an overview of background information about the company as well as its history and standpoint in the market today. The second interview was with the Head of the Human Resources department with Dr. Tarek Hassan. This interview was conducted to gain specific data about the human resources of the firm. Both interviews lead to conduct analyses such as the SWOT analysis as well as the PEST analysis that will distinguish the flaws, accomplishments, as well as potential of improvement, in aspects of the company’s human resources. Lastly, a survey has been conducted towards the employees in the offices of PICO Agriculture, as well as towards the employees at the production sites at the farms. This survey will expose the personal points of view of the wide range employees, which will determine whether Micro management (where only the heads and leaders of the firm create and have complete control over the firm) is suitable for PICO, and 

will also determine whether the employees are content with their occupation and individual state as an employees of the firm.
Secondary data has been collected from the firm such as background of the history of PICO’s human resources that shows the progress that PICO has made throughout the years as well as the direction that it is aiming to head in the future. Data of employee absenteeism will also be collected which will improve our knowledge of the turnover level as well how motivated employees are on attending work. All secondary data will be used to help analyze the SWOT and PEST analyses as well as to understand the context of PICO and to help bring a brighter future for the firm by amending traits through the human resources.
The aim from collecting the primary and secondary data is to provide a perspective on the investigation. Analysis of the data will then be offered, and subsequently a consensus will be generated which will respond to the initiative of the investigation

PICO Agriculture SWOT Analysis

STRENGTHS | WEAKNESSS |
-Maintains a strong reputation in both domestic and international marketplace.-The company has technical expertise and administrative accumulated over the years.-There is a vast agricultural areas under the company's action was not exploited.-The company is a dominant market share and exports produce to a large variety of destinations globally.High capital. | -Failure to separate ownership from management. Management runs in an autocratic fashion.-Lack of sufficient space in the administrative building, resulting in severe overcrowding in the office and there is no 

possibility of recruiting new staff.-A bureaucratic system is run which leads to miscommunication and wastes sufficient time. |
OPORTUNITIES | THREATS |
-The domestic market has not been covered to there be room for growth locally.-There is room for improvement, as a few sections of land are not carefully monitored.-Even though PICO exports to a diverse number of countries, they do not cover a lot of the countries individually, geographically. | -There are strong competitors competing for the same markets and with the same products.-The market of employment is open and leak workers from the company to the competition.-The currency rates are slightly decreasing which is a diseconomy of scale. |
It is illustrates that PICO Agriculture has the potential of increasing it’s capital in numerous ways such as expanding their destinations of exporting produce. There is also the capability for gaining sufficient communication as well as increasing efficiency in the workforce by adapting to increasingly innovative technique in the sector human resources.   The negative factors imply that customer satisfaction as well and employee satisfaction will increase if new systems of interaction can be placed.

PICO Agriculture PEST Analysis

POLITICAL FACTORS | ECONOMICAL FACTORSS |
-The 6 October Israeli War is still politically unstable which impacts certain areas of exporting PICO’s produce.-There are a lot of bureaucratic procedures to gain agricultural licenses, which is time consuming.-Since the company heavily depends on landmass as a mean for production, PICO is pressured with an immense amount of cost for tax

purposes because of the thousands of acres of land. | -Even though fruits are a necessity, the demand for PICO’s produce does not decrease after the economic crisis and other diseconomies of scale. However, in some situations, some costs were forced to decrease to keep the sales high.-The domestic market is not able to obtain and maintain the sales of produce from PICO as the high quality of produce demanded high costs for higher economically developed countries, and as Egypt is still a developing country, the costs of the produce will not suit Egypt’s market share.-The cost for shipping produce relies heavily on the costs of diesel gasoline that is continuously inflating and deflating globally. |
SOCIAL FACTORS | TECHNOLOGICAL FACTORS |
-The majority of the lower, middle and upper class consume fruits and vegetables.-All of the produce from PICO is mainly fruits and some vegetables, which promotes good health towards all ages.-The presentation and packaging of PICO’s produce promotes high quality fruits, which attract multiple target markets, as well as increase in sales.-The high quality of produce ensures maximum amount of nutrients.-Non-toxic pesticides are used to ensure maximum health and safety regulations. | -PICO Agriculture uses up to date irrigation systems to ensure maximum efficiently in production as well as high quality.-The company has intensively invested in the establishment of the tissue culture lab, green houses and nurseries, in order to guarantee the quality and health of its plants.-Pathological labs, Microbiological and Chemical labs, and Residue analysis labs are used to inspect

and detect fungal diseases, nematodes, viroids, viruses and other diseases that might affect the planting material, and also for making sure that all procedures follow through as planned. |
The PEST analysis indicates that, through the political factors, that a lot of time and costs are put into following the laws of the Government, which could be quite a distraction. The economical factors, however, are not as vital to PICO since fruit is a necessity. The social and technological factors are on top of their tasks as the form as covered many social factors that increase sales, while the technological factors leave no room for errors with the high quality facilities. 
PICO Employee Survey Statistics
A survey was conducted within the workforce at the firm of PICO Agriculture, as well as within the employees at the farms. They were questioned about their personal opinions on how PICO runs the management regime and how it affects them personally. Over 120 employees took the survey.
The following statistics are based on whether the employees agree or disagree with the following statements. (The statements with an asterisk are to be presented in a pie cart below) 
Statements | Strongly Disagree | Disagree | Agree | Strongly Agree |
*Employees have a voice in major decisions regarding changes in the work environment. | 10% | 59% | 28% | 4% |
I have received the in-house training in need to do my job. | 75% | 21% | 3% | 1% |
*The environment of the workplace is comfortable and safe | 4% | 26% | 36% | 34% |
*Employees are treated fairly and equally. | 55% | 25% | 18% | 3% |
*Management listens to

employees. | 13% | 55% | 27% | 5% |
*I am treated with respect by management and fellow employees | 2% | 4% | 57% | 38% |
*I feel under a great deal of stress on my job. | 13% | 29% | 48% | 19% |
  The statistics taken from the employees of the firm indicate that over half of employees mainly have no say in decision making even though the majority are qualified for their jobs. The workplace is also an important factor where the majority of the employees are discontent. The office employees however only answered this question. As seen in the statistics above, the managers initially do not take into consideration the contribution of ideas employees offer, thus deteriorating the self-esteem of the employees towards their managers, which increases the lack of communication within the workforce. On the other hand, almost all of the employees mention that they are safe and comfortable in their environment, which meets that basis of Maslow’s hierarchy of needs, which are physical and safety needs. Seeing that a lot of the jobs of the employees working in the farms are repetitive and simple tasks, some of their statistics differ than the employees of the offices due to the fact that the types of jobs differ in value, from simple and repetitive jobs, to jobs that require critical thinking as well as strong decision making skills and other proficiencies.

Below is a pie chart that illustrates the average level of comfort and satisfaction of the employees at PICO Ag.
Employees’ level of content within the human resources and the workforce of PICO 

The average of the following areas were rated by level of 

importance within the company with 1 being most important and 5 being least important.
  1) Health Benefits
  2) Life insurance
  3) Disability benefits
  4) Bereavement pay
  5) Retirement plan
The average of the following benefit areas were rated by level of importance with 1 being most important and 4 being least important.
  1) Employee training program
  2) Ability to make decisions
  3) Employee recognition program
  4) Comfortable work environment
Judging from the two questions above, the benefits are well taken cared for to the employees, which is one of the main factors that is keeping the employees motivated; through incentives. The second question, however, explains that employees lack recognition, which undermines their self esteem as well as their decision making skills. It is also clear that PICO focuses a great amount of attention on making sure the employees are well trained for the tasks they have to accomplish, which leaves very little room for error.
| No. of Hired Employees | No. of employees that Left the Company | Number of days absent | Total # of contact days | Total No. of Employees in the Company |
August | 8 | 11 | 2561 | 137802 | 1158 |
September | 12 | 5 | 3985 | | |
October | 13 | 15 | 2698 | | |
November | 24 | 21 | 5445 | | |
December | 39 | 6 | 3255 | | |
Total | 96 | 58 | 17914 | | |

Levels of Absenteeism and Turnover

Calculations:

Turnover = # of terminations/Total # of employees
    = 58/1158
    = 5.01%     
Absenteeism= Total # of Days Absent/# of Total contact days
    =     17914 x (1158 x 119)
    = 13.01%

The

level of absenteeism is extremely high for a workforce such as PICO Agriculture. This level indicates that the employees are not motivated to attend their work as much as they should. They reasons for the high levels of absenteeism as well as high level of turnover is portrayed through the survey that was conducted and shown earlier, where the employees were not content with the working environment. These high numbers of absenteeism result in a lack of high quality in their work and are also wasting time. The high percentage of labor turnover also illustrates time being wasted as new employees are still trained to be equipped to PICO Ag. This also results in training being wasted as the employees leave after they have been trained by the firm. This is also costly as the firm sends their employees to receive training.
Conclusion and Recommendations

The results from the research and investigation mainly reveal the direction of the management approach of PICO Agriculture. The results of both the SWOT and PEST analyses indicate that there is lack of recognition as well as a distribution of power of decision-making. There is also the system of bureaucracy that results in a lack of communication within the workforce as well as miscommunication and time wasted. The pie chart, survey data, and absenteeism as well as turnover calculations all indicate that the motivation and approach employees have towards their work at PICO is in extreme poor condition, thus, there is much room for improvement in this field.

In order to gain self-actualization, employees must be able to contribute to decisions

being made and to be acknowledged for doing so.
Employees need to be comfortable with their managers in order to gain confidence to contribute to ideas. Managers should socialize with their employees to make the environment more comfortable.
Safety needs are taken care of. However, the cramped office space leaves employees stressed and sometimes unable to work.
Physical needs are take care of.

By referring to Maslow’s Hierarchy of needs, it is clear that the employees of PICO Agriculture at the stages shown below:

Recommendations
    
By changing the autocratic system of management into one leaning towards the democratic management at PICO Agriculture, all of the employees will benefit through employee satisfaction, which leads to customer satisfaction, ultimately gaining in sales as well as profit. It will create employee satisfaction by gaining self-esteem and self-actualization, which will motivate them to increase their quality of work, which will benefit the customers etc. The abolition of the bureaucratic system into face-to-face conferences or even video conferences will boost and strengthen relationships between managers and employees which will, once again, motivate the employees into creating higher quality work in increasingly efficient time, and will inevitably decrease the level of absenteeism and labor turnover. 
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Interview

with Mr. Alaa Diab, Managing Director of Pico Agriculture
Can you please tell me a little about the history of PICO Agriculture and how it has improved over the course of the past few years?
Since 1984, PICO has managed to fulfill its mission to introduce and add to the Egyptian export new, in-demand crops such as strawberries, table grapes, stone fruits, and many more. PICO exports to all-important markets including the UK, Europe, South Africa, the Far East, and the Gulf. Our main target is consumer satisfaction with early, high quality fruits.
Modern Agriculture Company PICO is a subsidiary of PICO group and is owned by the Diab family. Formerly known as Diab Agriculture, it has been cultivating crops every since the 1930s, and is now a shareholding company (ltd) since 1996.
The company began with approximately 1000 acres of land and is continuously experiencing growth. Today PICO owns and farms a total of 7000 acres of land with four major farms, three on virgin reclaimed lands and one in the Delta region. Today, PICO is a market leader among the leading agricultural organizations in the region, introducing new agricultural techniques and new varieties as well as up-to-date management systems. PICO’s international standards meet the highest specifications of UH and European supermarkets, who confirm their satisfaction through regular programs and visits. Production and management practices are continuously improved and upgraded to give optimum yield and timing to match customers’ needs in the ever-changing global markets. Product quality is the commitment and personal attention of the employees,

beginning as early as land preparations and continuing all the way to planting and harvesting. After post harvest operations, logistics ensure optimal, safe deliveries to fulfill program obligations to retail shelves on time.
Within the last 10 years, Egypt has succeeded in filling a good portion of the export gap between the Southern and the Northern hemisphere, which allowed for immense growth in the capital of the company. PICO continues to maintain commitments to programs that introduce more new crops as well as new promising varieties to enrich Egypt’s basket of fresh produce exports to the international markets with assured quality standards.
Can you please tell me social factors that the company incorporates?
Well, since we export fruits and vegetables, we maximize the awareness of vitamins and nutrience in our produce, which ultimately attracts more customers. We also ensure that there are no pesticides that are toxic in order to gain as much positive reputation, which will also affect our sales positively. Our packaging is also very appealing, which ensures higher sales then if it were regularly packaged.

Interview with Dr. Tarek Hassan, Head of Human Resources

Dr. Tarek Hassan, can you please tell me what are the strengths and weaknesses of PICO Agriculture?
Well, firstly, the strengths of the firm is that it has a large market share of the region and has a high and respectable reputation. It also has a high capital that has grown over the past few decades. We also maintain many alliances globally in many countries and have a large variety of locations to distribute to, which does not

leave us dependent on only a few locations, which adds to our stability. 
The weaknesses, however, is that the management is run under what is called a ‘Micro Management’ where only the managers have the right to make any decisions and do not have to consult with any other employees. They basically do as they please and have the right to. This obviously weakens the esteem of many employees with is shown in the lack of efforts in some of their work. They also lose efficient time dues to the bureaucracy that is happening in the regime. This also leads to miscommunication as well as valuable time lost.
What are the opportunities of PICO at the moment?
PICO des not distribute the produce locally, only internationally. If we were to do so, we would be entering another market share where we would definitely be the highest quality, which the firm can benefit greatly from. Also, there are a couple of sections in the crops that are not carefully monitors. If they were to be monitored, we could gain higher results in the produce of that region. There is also the opportunity to export to many areas of the countries that we already export to. We only export to a maximum of two destinations in each country, however, as we export to greater areas, our sales can increase.

Can you please tell me some political factors that PICO incorporates?
We have to be aware of taxes from the government because of our ownership of many acres of land. We also have to consider certain places that we export to because of the impact of the Arab- Israeli war of October 6th. Also, there are a lot of bureaucratic procedures that the government

undergoes to allow for our exporting of produce, so that is quite time consuming as well.

PICO Agriculture Employee Survey
Please circle one of the options based on you preference
Employees have a voice in major decisions regarding changes in the work environment.Strongly AgreeAgreeDisagreeStrongly Disagree |
I have received the in-house training in need to do my job.Strongly AgreeAgreeDisagreeStrongly Disagree |
The environment of the workplace is comfortable and safeStrongly AgreeAgreeDisagreeStrongly Disagree |
Employees are treated fairly and equally.Strongly AgreeAgreeDisagreeStrongly Disagree |
Management listens to employees.Strongly AgreeAgreeDisagreeStrongly Disagree |
I am treated with respect by management and fellow employeeStrongly AgreeAgreeDisagreeStrongly Disagree |
I feel under a great deal of stress on my job.Strongly AgreeAgreeDisagreeStrongly Disagree |
Please rate by level of importance with 1 being most important and 6 being least important.
  * Health Benefits
  * Life insurance
  * Disability benefits
  * Bereavement pay
  * Retirement plan
Please rate by level of importance with 1 being most important and 6 being least important.
  * Thank you for taking the time to fill out this survey
Employee training program
  * Ability to make decisions
  * Employee recognition program
  * Comfortable work environment
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