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Grupo Agropecuario La Norteita stands as the leading producer and marketer of apples in terms of market share, production 
volumes, and sales. With over 50 years of history, they have emerged as a key player in the production, preservation, 
industrialization, packaging. and marketing of apples and their derivatives in Mexico and Latin America, known for their high 
quality standards. 

The slogan "Our Strength is Our People refers to the importance that employees have for the success of this institution. That's 
why we chose to implement a Change Management strategy for the Operational Excellence project "FOCUS," which took place 
from July 2023 t0 February 2024. 

The comprehensive Change Management program facilitated by London Consulting Group aims to increase the adoption and 
usage of all changes implemented throughout the project. It focuses on developing the talent and instilling a new mindset among 
the Executive, Managerial, and Middle Management teams in the core areas of the organization. 

The Change Management strategy included: 

Change Alignment and Preparation: Establishing the change vision with the Executive team, proposing a project 
identity, and developing an awareness strategy for the organization. 
Role Enablement: Preparing Sponsors and Key Leaders in their roles to ensure the correct implementation of change 
through effective communication strategies with each department. 
Change Strategy by Project Area: We define and implement a strategy for each of the areas to raise awareness and 
involve employees in the project's identity. 
Talent Development & New Mindset: Assessing the ADKAR of individuals involved in various initiatives and 
developing talent through the Agile Leadership program for the front line and second line, and the Leadership 
Accelerators program for middle management, providing methodologies and knowledge necessary to support project 
implementation. 
Individual Development Plan: Comprehensive development methodology that enables personal growth for the 
organization's directors. 
Innovation Hub: Space where leaders are empowered in the use and adoption of agile methodologies, aiming to develop 
and implement projects that impact the profitability of the business and the user experience (UX). 

The intervention of the London Consulting Group enabled participants to use agile methodologies such as Design Thinking. 
Scrum/Canvas, and Design Sprint, collaborative methodologies enabling ideation and prototyping. These were put into practice 
through 16 innovation projects in our work areas that helped reduce costs and enhance savings. Among the key projects, the 
following stand out: 

Efficiency of input supply to impact the overall packaging process efficiency. 
Streamline response times of departments linked in the Value Chain. 
Digitize group training through an internally developed ELeaming platform. 
Reduce downtime in packaging through an application that detects and categorizes machineinduced stops in the 
process. 

Thanks to the program, we now observe a significant change in attitude, increased interest in and participation with digital 
technologies, and greater collaboration and agility in addressing daytoday challenges within our teams. 

The program and its various interventions with our res guided the necessar te management to take the company to 
the next level. Consequently, we are deligh to highly recommend London Consul Group's comprehensive Change 
Management program as a professional ir fiative that contributes to and facilitates the nee personal and organizational 
change in such a dynamic era. 


