IMPLEMENTING STRATEGY
CHAPTER 9
Step 1: Develop Operational Goals
Operational goals refer to outcomes to be achieved by an organizational department, workgroup, or
individual member. Operational goals serve to spell out the practical implications of strategic goals. The
time horizon of operational goals is typically one year or less, and they can be seen as the building
blocks of longer-term strategic goals (that tend to be one to five years), which in turn are expressions of
even longer-term vision statements (that tend to be five years or longer).
The table below contrasts the traditional approach of SMART goals (typically associated with FBL
management) and SMART 2.0 goals (associated with SET management.
CHARACTERISTIC

DESCRIPTION

Specific vs.
Significant

The goal is precise regarding what is to be accomplished
The goal is challenging and engaging

Measurable vs.
Meaningful

The goal to be accomplished can be assessed objectively
The goal has meaning beyond simply maximizing productivity

Achievable vs.
Agreed-upon

The goal is within reach, yet also challenging
Members participate in developing their own goals

Results-based vs
Relevant

The goal has clear, demonstrable outcomes
The goal is linked to important issues for a variety of stakeholders

Time-specific vs
Timely

The goal has a clear time by which it is to be accomplished
The goal is appropriate for the times and situation






SMART 2.0 goals are significant, both in terms of being challenging and in terms of being
motivating to members. The idea of goals that are challenging is consistent with SMART goals
that are challenging-yet-attainable.
SMART 2.0 goals are meaningful in that they go beyond simply maximizing productivity or
financial well-being. Meaningful goals enable employees to connect their job to their personal
sense of purpose, to make a positive difference in the world, and to feel more valued and have a
sense of belonging in their workplace.
SMART 2.0 goals are agreed-upon by the people who are expected to implement them.
Whereas the FBL approach is biased toward the top-down assignment of goals, a SET approach
is much more open to bottom-up involvement. While the FBL approach advocates participation
in goal-setting in some circumstances (such as when participation can help to help to resolve
conflict among multiple goals), the SET approach welcomes participation even if it does not
necessarily provide cost-savings to the organization.
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SMART 2.0 goals are relevant, both for the organization’s mission and vision, and for the
aspirations of members and other stakeholders. In a SET approach, in addition to attending
financial well-being, goals are also relevant for social and ecological well-being. Because SET
managers are concerned about a variety of forms of well-being and stakeholders, they may have
socio-ecological goals that are not relevant for FBL managers.
SMART 2.0 goals are timely. Given the social and ecological issues facing humankind (Chapter 4,
5), there is great need and opportunity for innovative thinking and goals that are consistent with
the SET perspective.

2: Develop operational plans
Step 2: Develop Operational Plans
Once operational goals have been set, they serve as the basis and impetus for making operational plans.
Operational plans specify what activities will be used to meet a goal, when they should be accomplished
(in light of existing commitments and constraints), and how the required resources will be acquired.
FBL, TBL, and SET approaches will follow similar checklists to develop plans, but there will be notable
differences in how they perform these steps.
 In SET organizations other employees and stakeholders will be more involved. SET approaches
are more likely to involve employees in order to increase their social well-being, but also
because they believe the variety of input will make for better plans.
 SET managers are also more likely to consider a wider range of non-financial issues, thus making
for a more holistic plan.
 Because there are more factors to consider in planning from a SET perspective (i.e., factors
related to a wider range of financial, social, and ecological goals), this often means that such
operational plans need to be more complex and emergent. This complexity may also require SET
plans to be more flexible and fluid, though the relative simplicity of FBL plans also facilitates
quick adaptations.
 When it comes to identifying constraints and preventing negative externalities, SET managers
are more likely to consider the effect of their actions on the ecological environment and on
other stakeholders.
Step 3: Implement and Monitor Goals and Plans
Step 4: Learn From the Strategy in Action
Stakeholder Maps
Entrepreneurs can use stakeholder maps to help manage the interplay between formulating and
implementing strategies. A stakeholder map is a description of the organizational resources a new startup has (and needs) in order to manage the key forces (and key relationships it needs to establish and
maintain) in its industry. Recall that stakeholders are parties that have an interest in what an
organization does because they contribute resources to the organization and/or are affected by its
operations.
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The New Entrant
 Mission and vision: Developing its mission and vision statements helps to identify what value
the start-up will create, what industry it will operate in, and what approach to management it
will follow (FBL, TBL or SET).
 Organizational resources: Entrepreneurs need to think deeply about and spell out what
resources the organization needs, and they must identify a set of valuable, rare, inimitable and
non-substitutable resources. Because SET entrepreneurs are more deliberately aware of, and
grounded in, the larger community, they may become aware of regulatory and other barriers to
entry earlier. And because there are more stakeholders who benefit from SET start-ups (e.g.,
because SET management enhances socio-ecological externalities), there will be more people
providing help and counsel. In contrast, FBL entrepreneurs have a narrower agenda—
maximizing their own financial self-interests—and will likely get less support from the larger
community. TBL entrepreneurs will be somewhere between the two.
 Internal stakeholders: In addition to recognizing the key resources in the firm, entrepreneurs
must also be aware of the internal stakeholders who control those resources. The most
important stakeholders are the entrepreneurs themselves. In start-ups by a lone entrepreneur,
it is helpful for the entrepreneur to reflect on what she or he wants out of the new venture,
both personally and professionally (e.g., Chapters 1, 4 to 6). The same is true when a new
venture is led by a group of entrepreneurs, or by a family. Members should sit down and discuss
with each other what they want, and also how they will handle disagreements.
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Suppliers
 How entrepreneurs think about and manage suppliers varies by management approach. Both
FBL and TBL entrepreneurs seek to have power over suppliers, but SET entrepreneurs are open
to being influenced by suppliers and other stakeholders.
 In addition to direct suppliers of inputs, SET entrepreneurs pay attention to socio-ecological
externalities associated with a supplier’s suppliers. For example, rather than purchase fair trade
goods from a wholesaler, Ten Thousand Villages wants to purchase directly from producers
because this helps to establish a direct relationship valued by consumers.
Rivals (competitors)
 Rivals set constraints on what entrepreneurs can and cannot do. For example, entrepreneurs
must consider rivals’ prices and product lines when choosing their own organization’s prices and
product lines. By their nature, SET entrepreneurs often do not compete directly with FBL and
TBL firms. Rather, SET entrepreneurs offer a different value proposition.
 If a SET entrepreneur sells coffee and chocolate, it is likely to be fair trade and organically
grown. And in contrast to TBL firms like Walmart, in SET firms the retail employees who sell it
are more likely to be paid a living wage.
Buyers (customers)
 Paying customers are essential to business organizations because they provide the revenues
needed to pay salaries to members, to purchase inputs from suppliers, and to provide financial
returns to owners.
 SET entrepreneurs emphasize building relationships, often inviting customers to be involved in
the design of goods and services.
 Likewise, the prices in a SET firm are not set to simply maximize profit. SET entrepreneurs want
to enhance global social and ecological well-being, and assume that customers do as well.
 Rather than win customers through conventional marketing or offering the lowest price, SETmanaged organizations attract like-minded customers with their reputations for ethical conduct
and social responsibility.
Other Stakeholders
 Finally, the stakeholder map explicitly identifies other stakeholders associated with an
organization’s financial, social and ecological externalities. For example, does the organization
pay a living wage so that its employees’ families are able to have adequate food, shelter and
education? What about its GHG emissions, and those of its suppliers? Do its practices contribute
to increasing income inequality?
Summary
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