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Initiative
e

Financial Forecast &
Variance Reporting

SOP Development & KPI
Dashboard
Implementation

CRM & Digital Systems
Deployment

Customer Segmentation
& GTM Strategy

Governance Charter &
Risk Framework

Strategic
Domain

Financial

Operational

Technology

Market &
Customer

Governance &
Compliance

Strategic KPI Matrix

KPI (Target Output)
Output)

Monthly variance reports
delivered & reviewed

All core processes
documented; KPIs tracked
quarterly

CRM & accounting tools
active; backups and access
controls in place

Personas, GTM funnel, and
brand assets published

Strategy, board charter
signed; risk register and
compliance policies
implemented

Baseline

Target (%)
(%) (%)

Weight (%)

15

25

15

25

20

(%)

Status

Not Started

Not Started

Not Started

Not Started

Not Started

All initiatives are currently in "Not Started" status. The Strategic KPI Matrix tracks 5 key domains with assigned strategic weights and
targets. The highest weighted domains (25% each) are Operational and Market & Customer, highlighting their importance to
organizational priorities. Technology initiatives show the lowest baseline scores, indicating the greatest improvement opportunity.
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1. Executive Summary

This diagnostic assessment was conducted to evaluate Ikhwezi's institutional
readiness for growth, funding, and operational scaling.

he process followed a structured, evidence-based methodology grounded in global
enterprise readiness frameworks (TOGAF, CMMI) and adapted to South African SME

development standards.

The analysis benchmarked Ikhwezi's current state ("As-Is") against a strategically
defined future state ("To-Be"), identifying critical capability gaps and designing a
costed, prioritized roadmap for transformation

Ikhwezi has strong potential but must address strategic and
operational gaps to meet institutional funders' expectations.

Implementing recommended interventions will improve operational
excellence, investment readiness, and scalability, strengthening its
position in a competitive, investor-driven market.
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1.2. Recommendations

Implement a Growth Plan

. Roll out the prioritized five-domain Growth Plan over the next 6—,
9 months, with clear roles, timelines, KPIs, and a budget
allocation of R420,000.

Strengthen Financial Systems

. Develop a fully integrated financial model with dynamic
assumptions and monthly variance reporting.

. Formalize financial controls and conduct quarterly leadership
reviews.

Standardize Operations

. Create and adopt SOPs for all core business functions.
. Establish departmental KPIs and embed a performance review
culture.

Upgrade Technology

. Deploy a CRM system, integrate a cloud-based accounting tool,
and implement basic cybersecurity protocols.

Enhance Market Strategy

. Document customer segments and a GTM strategy.
. Develop a brand identity system and launch data-driven
marketing initiatives with clear ROl metrics.

Formalize Governance

. Develop Strategy Document and Business Pla

»  Appoint a functional board or advisory council, adopt a
governance charter, and maintain a risk register with quarterly
updates.

. Establish compliance policies covering HR, finance, data
handling, and sector regulations.
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1.3 Key Findings

International Readiness Baseline

. Ikhwezi demonstrated varying maturity levels across five
business domains: Financial, Operational, Technology, Market &
Customer, and Governance.

»  Thereare significant gabs that can hinder scalability and
scalability and investor appeal if not addressed.

Gap Magnitude

. Priority gaps were quantified using a weighted scoring model.
Several critical initiatives presented gaps exceeding 40%,
signaling high-priority deficiencies

. Domains mostly in need of urgent intervention include
Technology Infrastructure and Market Strategy

Document Evidence

. Over 100 documents were reviewed, with many showing
conceptual or draft-level progress rather than full
implementation.

»  Several key documents—such as a comprehensive GTM
strategy and a board governance policy—were either absent or
incomplete.

Capability Gaps

. Financial forecasting is in place, but more robust planning and
controls are needed. Operations lack standard procedures, clear
KPIs, and consistent performance tracking. On the tech front,
automation is minimal, and key systems like CRM and
integrated accounting are missing

. Market & Customer: Customer segmentation and brand identity
are not systematically documented. Marketing efforts lack clear
conversion metrics and ROl tracking.

. Governance: Basic compliance measures are in place but there
is no formal governance charter, risk register, or structured
board oversight.

May 05, 2025
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2.1 Methodology

This section outlines the structured process followed to assess Ikhwezi's desired state,
current state, gap analysis, and roadmap design.

The evaluation was designed to be objective, evidence-based, and aligned with both South
African SME development standards and global enterprise readiness frameworks. The
primary goal is to determine how well-positioned the business is to scale, attract funding,
and operate efficiently.

This diagnostic process applied a structured methodology to assess Ikhwezi's institutional
readiness, identify critical capability gaps, and develop a costed, prioritized roadmap for
transformation.

The methodology followed an evidence-based approach, grounded
in the company’s submitted strategy documents, operational
information, and narrative responses.

While the financial groundwork is in place, gaps in control, planning,
and structure must be addressed to support confident growth and
transparency
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2.1.1 Establishing To-Be

The first step involved determining the desired level of
maturity Ikhwezi must attain to effectively implement its
growth strategy and meet institutional funding criteria. This
“To-Be" state was derived from:

»  The company’s business plan, which articulated its
growth trajectory, market ambitions, funding strategy,
and operational scale-up model.

. Strategic themes such as market expansion, rural
sourcing, inclusive agribusiness, and public-private
collaboration.

»  Target operating norms observed in comparable
agribusiness ventures undergoing institutional readiness
or preparing for blended capital.

Each business domain—Financial, Operational, Technology,
Market & Customer, and Governance—was assigned a target
score (e.g., 80% or 85%) that represents the minimum level of
capability required to meet strategic objectives and engage
with high-level partners or funders.
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2.1.2 Scoring the As-Is

Ikhwezi's actual performance was assessed based on evidence
submitted via the ZOHO form and supplementary
documentation, including:

. Financial spreadsheets (cash flow forecasts,
assumptions)

. Organizational structure charts, CVs, and team
descriptions

. Company registration and compliance documents
. Strategic briefs, market summaries, and partner letters
. Informal declarations and supplementary descriptions

(including where information was marked “Not
Applicable”)

Each business domain was broken down into key initiatives.
For every initiative, a score from O to 100% was assigned based
on:

. Presence, quality, and relevance of supporting documents
. Level of implementation (conceptual, drafted, in-use)

. Alignment with best practices and funder expectations




To-Be Analysis

May 05, 2025

2.1.3 Gap Analysis

Once both the Current (As-Is) and Target (To-Be) scores
were defined, the gap for each initiative and domain was
calculated using the following formula:

Gap = Target Score - Current Score

Each gap percentage served as a signal of strategic
deficiency, execution risk, or unrealized opportunity. To
support prioritization, each gap was categorized as:

. High Priority — Gaps of 40% or more
. Medium Priority — Gaps between 25% and 39%

. Low Priority — Gaps less than 25%
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2.1.4 Designing Interventions
Interventions

Based on the prioritized gaps, a set of strategic interventions
was defined.

These included:

. Practical, funder-aligned steps such as developing SOPs,
deploying CRM software, drafting board governance
policies, or building a GTM strategy.

. Outputs framed as measurable KPIs to enable milestone
tracking and progress reporting.

" Interventions tailored to Ikhwezi's current level of
institutional maturity, resources, and stated ambitions.

Each intervention directly maps back to a specific domain gap
and addresses the root cause of underperformance.
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2.1.5 Budgeting Interventions
Interventions

All'interventions were assessed using a structured prioritization
matrix, evaluating:

. Impact on business outcomes and investor appeal

. Urgency based on operational risk or time-sensitive
opportunities

. Ease of Execution, considering available resources and
internal capacity

. Cost of delivery, benchmarked against South African market
rates

»  Strategic Fit with Ikhwezi's growth model and stated
intentions

The most important initiative from each domain was selected to
form a 5-part implementation roadmap, supported by:

»  Assigned roles and responsibilities

Estimated implementation timeframes (6—9 months)

. KPI milestone indicators

A total projected budget of R420,000

The result is a costed, time-bound Growth Plan designed to close
Ikhwezi's most critical capability gaps and position it for
institutional investment, market expansion, and scalable
operations.
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2.2 Framework Used

The analysis applies a blended evaluation framework combining elements from:

. TOGAF (The Open Group Architecture Framework) — for structuring business capability
domains

. CMMI (Capability Maturity Model Integration) — to rate process maturity and documentation
. SME Benchmarking Standards — adapted to reflect South African operational realities
Each business area (Finance, Operations, Technology, Market, and Governance) is assessed across

key initiatives, with a defined set of criteria for success. These criteria are matched to the
business's stage of growth and type of industry (agribusiness).

Where relevant, scoring decisions were justified through reviewer notes,
and assumptions were transparently flagged.

This ensures traceability and consistency throughout the analysis.
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2.3 Evaluation Dimensions

The evaluation spans the following five domains:

. Financial: Liquidity, profitability, financial forecasting,
controls, and cost management

. Operational: Organizational structure, process
standardization, staff capacity, and performance tracking

. Technology: Use of business systems, automation,
cybersecurity, and digital readiness

. Market & Customer: Clarity of market segmentation,
customer targeting, value proposition, and brand
positioning

. Governance & Compliance: Legal standing, board
structure, compliance policies, and risk management

Each domain includes 3-5 initiatives scored on two
dimensions:

. Achievement Level (0%—100%): Based on document
evidence and implementation status

»  Strategic Weight (%): Reflecting the initiative's criticality to
scale and investment readiness
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2.4 Document Review Process

IOver 100 documents were submitted via Zoho and reviewed manually. These were
sorted into domain categories, with redundant files removed. Each document was
assessed for:

. Completeness and relevance
»  Evidence of implementation (not just intention)

. Recency and alignment with initiative objectives

2.5 Use of results

When data was unclear, assumptions were flagged and partially
recognized. For instance, while the cash flow sheet initially lacked
support, a later-validated “Assumptions” tab was found and factored
into the score.

This re-validation process ensures materials are judged fairly on
substance rather than format.

Inform the Gap Analysis Matrix

Shape the Growth Plan and Roadmap

Populate a KPI Dashboard for progress tracking

Feed into investment readiness assessments and stakeholder
decision-making

The methodology ensures alignment between current capabilities and
the strategic requirements for scale, resilience, and funding eligibility.
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3 To-Be/Desired Analysis

Summary

This section lays out Ikhwezi's vision for its ideal future across five key business
areas—defining the maturity levels and systems needed to attract investment,
boost operations, and enable scalable growth, all in line with the KPI targets and
strategic roadmap set out

3.1 Financial Management - Desired State
Target Readiness Score: 80%

Ikhwezi needs a strategic, forecast-driven financial
system built on a 3-year model with monthly reporting,
tied to projects, sales, and cost centers, with strong
controls and quarterly leadership reviews to ensure
accountability and investor trust.

Key To-Be Features:

. Integrated forecast with dynamic assumptions and
scenario models

. Monthly variance reports generated and analyzed

. Documented financial controls (e.g., approval
matrices, audit logs)

. Finance system enables dashboarding and real-
time access
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3.2 Operational Model

Target Readiness Score: 80%

Ikhwezi should streamline operations with defined roles, KPIs, and SOPs across core functions,
build a performance-driven culture through quarterly reviews, expand key teams, and use data
to boost efficiency and accountability.

Key To-Be Features:

. Documented SOPs for all functional areas
»  Assigned KPI owners and performance dashboards

. Functional org chart with filled critical roles

Quarterly internal reviews and process audits

3.3 Technology Infrastructure — Desired State

Target Readiness Score: 75%

Ikhwezi should leverage technology strategically through a cloud CRM,
integrated accounting tools, strong cybersecurity, and real-time data
access to support growth and informed decision-making.

Key To-Be Features:

CRM system tracks customer lifecycle and communications

Cloud-based accounting with expense tagging and invoicing

Daily or weekly backups of all business-critical data

Cybersecurity basics in place (password policy, antivirus, access
control)
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3.4 Market Strategy

Target Readiness Score: 85%

Ikhwezi's market approach should be driven by data and focused on growth, starting with
clearly defined and validated customer segments to shape its go-to-market strategy. A
consistent brand identity must guide all outreach, supported by campaigns that build trust
and visibility, while tracking key metrics like conversions, CAC, and LTV to refine performance.

Key To-Be Features:

. Customer segments and personas developed
. Documented GTM strategy with acquisition funnel
. Brand identity guide with visual and tone standards

. Marketing analytics dashboards to track CAC, ROI

3.5 Governance, Compliance & Risk — Desired State

Target Readiness Score: 80%

Ikhwezi should follow a formal governance model with an active
board or advisory council, manage risk through a quarterly register,
uphold a compliance calendar and core policies, and ensure audit
and reporting systems are in place

Key To-Be Features:

. Adequate approved company strategy document

=  Signed governance charter and board/advisory committee
Risk register with owners and mitigation plans
Basic compliance policies (HR, finance, legal, sector-specific)

Annual review and board oversight schedule.
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4. Conclusion

4.1. CONCLUSION AND CALLTO ACTION

Ikhwezi Farm represents a unique convergence of proven
agricultural experience, market demand, and social
impact. The farm’s revival and expansion are grounded in
a robust operational plan, a diversified product portfolio,
and an established track record of supplying premium
markets.

More than just a farming venture, Ikhwezi Farm embodies
empowerment, resilience, and sustainability — values
that resonate with both commercial partners and
development-focused investors. With the right funding,
Ikhwezi Farm will not only generate solid financial returns , ,
but also create meaningful employment, promote

environmentally responsible farming practices, and
contribute to national food security and export growth.

Thank you
for your
interest!
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4. Conclusion

4.2 VValue Proposition for Funders

Funders and investors are presented with a compelling
opportunity to support a business that combines
financial viability with measurable social and
environmental benefits.

Key value propositions include:

. Established Market Access: Proven history of
supplying high-end retail chains and restaurants,
with prior clients willing to re-engage.

»  Growth Potential: Clear roadmap for production
scaling, value-added product development, and Thank you
market expansion, including exports.

for your
interest!

. Social Impact: Creation of jobs, skills development,
and community empowerment, particularly for
youth and women.

. Sustainability: Commitment to environmentally
friendly farming practices and Global GAP
certification.

. Strong Management: Experienced leadership,
supported by consultants and professional
advisors, with a legally documented succession
plan.
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