
 

ST.9  
Define the 
strategic goals

This activity guides you through 

the process of defining strategic 

goals for the company that are 

aligned with the value chain vision 

and the high priority strategic 

factors.

INPUT

List of key stakeholders from the activity PR.3 

Build the right external partnerships.

A vision of a sustainable value chain from the 

activity PR.6 Develop a value chain vision.

Categorized set of strategic factors to support 

strategy development from the activity ST.7 Do 

a SWOT analysis.

OUTPUTS

A set of strategic goals that address the high 

priority strategic factors used in the activity ST.10 

Generate ideas for new products, markets and 

selling points.

Requires dialogue



The purpose of defining strategic goals is to provide specific and 

tangible short-medium term targets that will help the company make 

progress towards its company vision. The activity makes use of 

the TOWS template, which complements the SWOT analysis that 

was completed previously. For the formulation of strategic goals, a 

Company Vision template is used.

HOW TO GO ABOUT IT

To develop the strategic goals you should:

1. Take the strengths, weaknesses, opportunities and threats from 

the SWOT analysis and list each one in the appropriate cell of the 

TOWS template

2. Select one of the sustainability hotspots and generate ideas for 

how it could be eliminated (if it is a negative impact), or enhanced 

(if it is a positive impact) by considering combinations of strategic 

issues – starting with ‘Strength-Opportunity’ combinations.

3. Do the same for ‘Strength-Threat’, ‘Weakness-Opportunity’, 

‘Weakness-Threat’ combinations.

4. Select the most promising idea for how to eliminate/enhance 

the sustainability hotspot and then use this as the foundation to 

formulate a strategic goal for this hotspot that describes:

Which sustainability hotspot is addressed

What the desired change or improvement is

How you will know when the goal has been achieved

The date by which the goal will be achieved.

A template that follows this formula for creating strategic goals is 

provided in the Company Vision template.

5. Repeat this process for each of the sustainability hotspots until you 

have strategic goals defined for all of them.

6. Once you have created a goal for each of the hotspots see if there 

are any other high priority issues from the SWOT analysis that 

have not been addressed. If there are, create additional goals to 

address these other issues as you think necessary.

7. Check if there are any pre-existing strategic goals that are still 

consistent with the new company vision and other strategic goals 

– include them if they are. 

ST.9 Define the strategic goals

Strengths Weaknesses

Opportunities

Threats

Template of TOWS



8. Review the list of strategic goals you have created to check the 

following:

Do the goals focus on outputs? 

If you showed the goals to anybody in the company would they 

understand them without additional explanation?

Is there a combination of both short-term goals (typically 1-2 

years) and long-term goals (3-5 years)?

Are there fewer than eight goals? Any more than this will 

become bewildering and dilute their value.

Are the goals consistent with the company vision? 

If the company achieves all of the goals would it have made 

significant progress towards the company vision? Or is 

something else required?

9. Once you have reviewed and revised the strategic goals make 

sure you have recorded them all in the Company Vision template.
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STRENGTHS WEAKNESSES

OPPORTUNITIES STRENGTHS-OPPORTUNITIES strategy ideas WEAKNESSES-OPPORTUNITIES strategy ideas

THREATS STRENGTHS-THREATS strategy ideas WEAKNESSES-THREATS strategy ideas

Used during activities

ST.9

TOWS Project VersionDate



Used during activities

ST.9

Strategic goals

STRATEGIC GOAL #

What hotspot or other SWOT 

issue does the goal help to 

address?

What is the desired change?

How will you know if the goal 

has been achieved?

When will the change be 

achieved?

Final formulation of the goal:

STRATEGIC GOAL #

What hotspot or other SWOT 

issue does the goal help to 

address?

What is the desired change?

How will you know if the goal 

has been achieved?

When will the change be 

achieved?

Final formulation of the goal:

Project VersionDate



STRENGTHS

Well-optimized manual processing of tuna  
thanks to skilled, loyal workforce.
Effective, innovative and adaptable sales and marketing 
team.

WEAKNESSES

No internal capacity for packaging material innovation.
Low profit margins mean little financial capital for investment.
Lots of female workers but none in Senior Management Team.

OPPORTUNITIES

Some markets interested in 
sustainably sourced fish.

Good relationship with fishermen 
could be used to encourage more 
sustainable fishing methods.

STRENGTHS-OPPORTUNITIES strategy ideas

Use sustainability as a selling point, focusing on sustainable 
sourcing and low carbon footprint (thanks to manual 
processing)
Offer tuna processing as a service to fishermen who want to 
sell their own canned tuna 

WEAKNESSES-OPPORTUNITIES strategy ideas

Charge a premium price for the sustainable product to increase 
margins
Invest profits in collaboration with packaging supplier to create 
more sustainable packaging
Create a new Senior Management role focused on 
sustainability and encourage applications from females
Improve the working conditions of the company’s employees 
(who are mainly women and the spouses of fishermen) by 
creating family-friendly policies

THREATS

Significant fish loss and waste 
between point of catch and point of 
consumption.
Unsustainable fishing methods causing 
tuna stock depletion.
Competition from rival tuna processers 
driving down profit margins.
Reports of slavery-like conditions on 
board some tuna fishing vessels that 
belong to our suppliers.

STRENGTHS-THREATS strategy ideas

Get marketing team to create an education campaign 
targeting key points of the value chain were losses occur
Get sales team to engage retail customers to support value 
chain collaboration to address over-fishing and working 
conditions on fishing vessels.
Diversify into other types of fish, particularly ones that are not 
overfished and that require more manual processing.

WEAKNESSES-THREATS strategy ideas

Headhunt the production manager from one of the rival tuna 
processors in the region
Hire a new production manager with significant experience of 
value chain waste reduction
Stop selling tuna and start selling canned seafood instead 
(crab, mussels, squid etc).

LEARNING CASE STUDY OF TOWS
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STRATEGIC GOAL #1

What hotspot or other SWOT 

issue does the goal help to 

address?

Significant fish loss and waste between point of 
catch and point of consumption.

What is the desired change? Reduce fish and product loss between point of 
fish purchase (fish market) and arrival at retailer 
by 30%.

How will you know if the goal 

has been achieved?

Using the metric:  weight of fish purchased per 
net kg of product sold. Benchmark value will be 
established and will then calculate the average 
value of this metric each month using fish 
purchase invoices and product sales data.

When will the change be 

achieved?

Within three years

Final formulation of the goal: We will reduce fish and product loss between 
point of fish purchase (fish market) and arrival at 
retailer by 30% within three years.

STRATEGIC GOAL #2

What hotspot or other SWOT 

issue does the goal help to 

address?

Some markets interested in sustainably 
sourced fish. Unsustainable fishing methods 
causing tuna stock depletion. 

Good relationship with fishermen could be 
used to encourage more sustainable fishing 
methods.

What is the desired change? Share of total sales from 'sustainable' product 
lines to be at least 30%

How will you know if the goal 

has been achieved?

Define criteria for what is considered a 
'sustainable' product line. Track sales of 
sustainable product lines as a percentage of 
total sales. Goal achieved when sales of sus-
tainable products lines exceeds 30% of total 
sales for two financial quarters in a row.

When will the change be 

achieved?

Within three years

Final formulation of the goal: At least 30% of our total sales will come from 
'sustainable' product lines within three years.

LEARNING CASE STUDY OF STRATEGIC GOALS
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STRATEGIC GOAL #3

What hotspot or other SWOT 

issue does the goal help to 

address?

Reports of slavery-like conditions on board 
some tuna fishing vessels that belong to our 
suppliers.

Good relationship with fishermen could be 
used to encourage more sustainable fishing 
methods.

What is the desired change? Support the creation of 20 fishing jobs in boats 
operating sustainable fishing practices.

How will you know if the goal 

has been achieved?

Supplier survey will be used to establish 
baseline data for number of fishing jobs 
currently supported and number of boats 
operating sustainable fishing practices. Survey 
will be repeated once per year and number of 
sustainable fishing jobs supported compared 
with baseline.

When will the change be 

achieved?

Within two years

Final formulation of the goal: We will support local fishing companies that use 
sustainable fishing methods to create at least 
20 fishing jobs.

STRATEGIC GOAL #4

What hotspot or other SWOT 

issue does the goal help to 

address?

Unsustainable fishing methods causing tuna 
stock depletion. 

Competition from rival tuna processers driving 
down profit margins.

What is the desired change? Diversify into other fish and seafood products 
that do not rely on tuna and generate at least 
50% of total sales revenue from 'non-tuna' 
products.

How will you know if the goal 

has been achieved?

Track sales of 'non-tuna' product lines as 
a percentage of total sales. Goal achieved 
when sales of 'non-tuna' products lines 
exceeds 30% of total sales for two financial 
quarters in a row.

When will the change be 

achieved?

Within five years

Final formulation of the goal: At least half of total sales revenue will come 
from products that do not include tuna within 
five years.
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STRATEGIC GOAL #5

What hotspot or other SWOT 

issue does the goal help to 

address?

Competition from rival tuna processers driving 
down profit margins. 

(Pre-existing strategic goal)

What is the desired change? Increase total product sales to over $1 million.

How will you know if the goal 

has been achieved?

Track sales value for each financial year. Goal 
achieved when annual sales exceed $1 million.

When will the change be 

achieved?

Within five years

Final formulation of the goal: We will increase total product sales to over $1 
million within five years.

STRATEGIC GOAL #6

What hotspot or other SWOT 

issue does the goal help to 

address?

Lots of female workers but none in Senior 
Management Team. 

Good relationship with fishermen could be 
used to encourage more sustainable fishing 
methods.

What is the desired change? Reduce employee turnover rates by 20% and 
facilitate at least two female employees to gain 
senior management positions by introducing a 
'family friendly working' policy that will improve 
working conditions for staff with families.

How will you know if the goal 

has been achieved?

Track employee turnover rates and number of 
women in senior management positions. Goal 
achieved when employee turnover reduced 
by 20% over a 12 month period compared to 
current rate and at least two females within 
the Senior Management Team.

When will the change be 

achieved?

Within three years.

Final formulation of the goal: We will reduce employee turnover rates by 
20% and facilitate at least two female employ-
ees to gain senior management positions by 
introducing a 'family friendly working' policy 
that will improve working conditions for staff 
with families within three years.

ST.9 Define the strategic goals



TIPS & TRICKS

ST.9 Define the strategic goals

AVOID PRESCRIPTIVE 

GOALS 

 When formulating goals try 

to avoid including anything 

that describes how the 

goal will be achieved as 

this will limit the oppor-

tunities for innovation.

 Further information in 

the Agri-food, Chemicals and 

Metals Supplements



Agri-foods  ST.9 Define the strategic goals

CONSIDER 

STRATEGIES BASED 

ON VALORISATION OF 

WASTE STREAMS 

Try finding strategies 

where sustainable 

solutions will have a direct 

economic benefit for the 

company. For instance:

Energy efficient 

processing solutions 

Solutions for more 

efficient use of raw 

materials

Valorisation of by-

products (e.g. products 

for new markets, biogas 

production from waste, 

composting. A real 

example is shown in the 

case study below)

Industry example 1: HWP Fresh and Dry Ltd

HWP Fresh and Dry Ltd is a Ghanaian company that specialises 

in processing off-specification or reject fresh fruits meant for 

the export market. Their main product is high quality dried 

pineapple, mango, banana and coconut flakes/chips, which is 

sold to retail customers all over Europe as snack product for 

people on the move. The main goal of HWP Fresh and Dry 

Ltd is to grow on the fruit export business in Ghana by adding 

value through processing of fruits that cannot be exported.

The company introduced a new business strategy focused on 

a holistic implementation of waste minimization and re-use. 

The change in strategy came as a response to the increasing 

cost of waste generation both at the out-grower farms and 

during processing. This was crippling the profitability of the 

out-grower farmers and the fruit export business, and limiting 

the opportunity to penetrate the European market. The 

new strategy involved creating new products for new target 

markets with higher profit margins based on new processing 

alternatives, effective raw material utilisation, and better use of 

by-products.

The aim was to process locally available mango, banana and 

coconut for which no local or export market exists into healthy 

snacks for health conscious consumers in West Africa and 

Europe. The new business strategy of HWP Fresh and Dry Ltd 

can be summarised as:

Strategic goals:

Make full use of locally available raw material for which no 

market existed

Use non-product organic waste to generate biogas that 

is used as energy to power the dryers in the production 

processes (waste-to-energy)

Increase company’s earnings through value addition

Key markets:

European and West African market for healthy snack products

The company is now also working closely with suppliers to increase 

fruit production and meet the fruit specification for processing. 

The fruit are then sorted according to colour, ripeness, brix and 

translucency. Fruits meeting the quality are washed, cut and 

peeled, weighed, dried into flakes and bagged for export. All 

organic process waste generated ( juice, peels, fibres) are fed 

into the biogas digester for biogas production.

Because of the eco-innovative approach to their business 

strategy HWP Fresh and Dry Ltd has improved their economic 

performance while also addressing some social and 

environmental concerns. The benefits of eco-innovation for 

HWP Fresh and Dry Ltd can be summed up as:

Economic:

Company’s earnings doubled in 18 months

New orders received from retailers in Europe and West Africa

Waste disposal costs minimized

TIPS & TRICKS



Agri-foods  

25% of the company’s energy requirement fulfilled from 

biogas produced from the process waste

10% energy supply from solar thermal panels installed

Environmental:

Reduction in GHG emissions from switch to biogas and solar

Green rating from the Environmental Performance and 

Public Disclosure AKOBEN program

Social:

Out-grower farmers have a strong market demand for their 

produce

Company pays 10% higher prices per tonne of fruits to its 

out-grower farmers

Dry fruits offer a healthy snack option to consumers

The company has created direct additional employment. It 

now employs 450 people – 190 of whom are female.

ST.9 Define the strategic goals
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LEARNING CASE STUDY OF TOWS

STRENGTHS

High quality products available
Experienced permanent staff
Proximity to suppliers
High production capacity and potential to increase 
production

WEAKNESSES

Low yields in mango processing
Unsteady cash-flow
Expensive waste disposal 
Manual intensive production process
Limited capacity for product development
Lack of quality control
Use of toxic chemical during ripening
Use of chlorine during washing
Labour intensive

OPPORTUNITIES

Little competition in the domestic market
Good relationship with suppliers of raw materials 
such as mango sale agents, chemical suppliers 
and sugar suppliers
Growing demand for sustainably produced food in 
the export market
Diversification of products

STRENGTHS-OPPORTUNITIES strategy ideas

Use the proximity and good relationship with 
suppliers to procure sustainably grown mangoes 
in order to meet the demand for sustainable food 
products in the export market

Increase production by diversifying manufacturing to 
other fruits and vegetables

WEAKNESSES-OPPORTUNITIES strategy ideas

Diversify manufacturing to other fruits and vegetables that can 
be processed in the off-season for mango.

Switch to organic chemicals for processing.

Work with equipment suppliers to increase the processing 
yields of mango pulp.

THREATS

Unstable quality and quantity of raw materials
Untrained farmers causing large losses of mango
Climate change negatively affecting mango supply
Instability of labour
High competition in the export market

STRENGTHS-THREATS strategy ideas

Cooperate with farmers and suppliers to secure an 
even flow of high quality raw materials

Offer training services to farmers in order to 
decrease mango losses

Use ‘high quality’ in addition to ‘sustainability’ as a 
selling point in the export market

WEAKNESSES-THREATS strategy ideas

Increase capacity for in-house process and product 
development by attracting skilled workforce

Acquire organic label and use it as a selling point for the 
export market
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STRATEGIC GOAL #1

What hotspot or other SWOT 

issue does the goal help to 

address?

High demand for sustainably 
produced food in the export 
market, but also a strong 
competition.

What is the desired change? Increase in competitiveness 
in the export market through 
improved product qualities 
and marketing activities.

How will you know if the 

goal has been achieved?

Sales volumes, profits and 
market share in the export 
market across different 
products will be tracked.

When will the change be 

achieved?

Within five years

Final formulation of the goal: Increase sales by 100% in 
the export market within 5 
years through marketing of 
sustainable products.

LEARNING CASE STUDY OF STRATEGIC GOALS
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TIPS & TRICKS

CONSIDER STRATEGIES 

THAT IMPROVE 

ENVIRONMENTAL 

AND ECONOMIC 

PERFORMANCE IN END 

PRODUCTS  

Strategies to improve 

environmental and 

economic performance 

in end products where 

sustainability provides 

added value:

• Solutions for light-

weighting in automotive 

products (e.g. reinforced 

polycarbonate fenders)

• Solutions for improving 

fuel efficiency in 

transportation vehicles 

(e.g. additives for 

reducing friction in 

tires to improve fuel 

economy)

• Solutions for green 

buildings during 

production and use 

phase: i) Energy-efficient 

building materials such 

as high-performance 

insulation based on 

porous polyurethane, 

coatings protecting 

against corrosion, heat-

insulated windows, etc. 

ii) Self-powered houses 

such as solar shingles 

• Solutions enabling 

energy efficiency in end 

products (e.g. multi-layer 

films offered by 3M that 

enable less energy use 

of many devices, see 

case study below).

Industry example 6: 3M

3M produces a range of multi-layer films that draw their inspiration from nature, particularly the 

glittering blue wings of the Morpho butterfly that are created without the use of colour pigment. By 

combining films in layers similar to those of a Morpho butterfly’s wings, 3M has produced multi-layer 

films that reflect in the same way, whatever the light angle.

3M recognises that it is not the technology itself that is important but its commercial application. To 

date, applications for these films include LCD displays, so increasing screen brightness, reducing 

screen glare and providing viewing privacy. The brighter screen means energy efficiency and smaller 

batteries, enabling smaller equipment. Examples include: screens in laptop computers and personal 

digital assistants (PDAs) - and extend to fast growing, exciting applications such as the latest coloured 

mobile phones, car navigation displays and rear-projection televisions.

Working as a focused team in the UK, the Enterprise Growth Team identified two specific new 

applications for multi-layer films which are delivering strong sales growth:

• 3M Thin Sign Technology. By combining three different types of multi-layer film, 3M has created a 

new display solution, with the advantages of the latest ‘edge lit’ sign technology at a price more 

consistent with traditional lower-cost, back-lit alternatives. The new technology also means the 

illuminated signs use less energy and generate less heat, thus reducing air conditioning costs when 

used, for example, in stores.

• Decorative applications on luxury goods. The film creates an attractive colour effect, helping to 

differentiate the product and add value. Uses include CD covers, perfume packaging, greeting 

cards, and even designer lampshades.

3M’s eco-innovative approach involved a strategy finding end market products that could be 

retrofitted, thus enabling technologies and products to be more efficient (i.e. to use less energy). This 

provided a whole new product line to existing products.



CONSIDER DEVELOPING 

AND MARKETING “GREEN 

PRODUCTS”  

Develop and market “green 

products” making use of:

• Less hazardous 

substances (e.g. heavy-

metal free paints)

• Renewable feedstock 

(e.g. bio-based 

polylactic acid as a 

polymer feedstock) or 

natural ingredients (e.g. 

cosmetics provided by 

Natura, see following 

case study)

• Recycled material 

(e.g. collection and 

mechanical/chemical 

recycling of end-of-life 

polymers)
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ONSIDER STRATEGIES 

THAT IMPROVE 

ENVIRONMENTAL 

AND ECONOMIC 

PERFORMANCE IN 

INDUSTRIAL USERS OF 

CHEMICALS  

Consider strategies to 

improve environmental and 

economic performance 

in industrial users of 

chemicals. For example, 

offering Chemical Leasing 

services to manufacturers 

using solvents to clean 

parts, such as those for 

cleaning high precision 

metal parts for the 

aerospace or medical 

industry, can improve 

both the economic and 

environmental performance 

of the industrial user 

of chemicals. For more 

information on Chemical 

Leasing, visit: http://www.

chemicalleasing.com/

TURN VALUE CHAIN 

CHALLENGES 

INTO BUSINESS 

OPPORTUNITIES  

Think about the main 

sustainability hotspots 

faced by customers and 

users in the value chain. 

Current or potential 

customers may have 

a common problem or 

challenge that you can 

improve by developing 

a new product offering. 

For example, some 

companies have a 

negative-value by-product 

(e.g. hazardous waste), 

which could be upgraded 

to a sellable product, 

or some companies 

may face resource 

efficiency challenges 

that the company can 

improve through new 

products and services.  

http://www.chemicalleasing.com/
http://www.chemicalleasing.com/
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STRATEGIC GOAL #1

What hotspot or other SWOT issue 

does the goal help to address?

The wet-textile process consumes significant amounts of 
hazardous chemicals, significant amounts of water, and 
generates much wastewater affecting the local water 
supply and community.

What is the desired change? Eliminate chemicals on the ZDHC Restricted Substances 
List (RSL) through a combination of substitution and 
technological improvements

How will you know if the goal has 

been achieved?

All chemicals in the chemical inventory will be 
updated and screened against the ZDHC RSL. All new 
replacements will be screened against the ZDHC RSL. A 
KPI will be established to monitor the number of chemicals 
on the RSL. 

When will the change be achieved? Within two years

Final formulation of the goal: We will eliminate all chemicals used in production which 
are on the ZDHC Restricted Substances List (RSL) within 
two years through a combination of substitution and 
technological improvements

LEARNING CASE STUDY OF STRATEGIC GOALS
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STRENGTHS

• Skilled, loyal workforce
• Location close to neighbouring region
• Retail shop linked to the production site
• Production diversification possibilities: production of multi-purpose 

bikes 

WEAKNESSES

• Significant amount of waste/emissions 
• Scrap metal

• Over spray sludge (including lead in paint)

• Solvent emissions

• Lack of production manager
• Gender inequality 
• No systematic production line
• High retail price

OPPORTUNITIES

• Customers demand high quality more 
affordable, and sustainable products

• Good relationship with customers

• Demand for improved customer services 
(repair, maintenance, warranty)

• Low impact on environment

• Multi-functionality of bikes

STRENGTHS-OPPORTUNITIES strategy ideas

• Use the fact of the retail shop being linked to the production site to 
offer improved customer services (repair, maintenance, warranty)

• Use the proximity of the shop to the production site for take back 
actions for end-of-life bikes to enhance recycling   

• Use the proximity for behind-the-scenes tours to show customers parts 
of the production 

WEAKNESSES-OPPORTUNITIES strategy ideas

• Use the high demand for repair, maintenance for 
enhancing the life of a bike to reduce waste    

• Find a production manager to build up a life 
cycle management plan to allow for analysis of 
the production line and possibilities to optimize 
production

THREATS

• Raw material price volatility
• Waste generation along the bicycle life 

cycle 
• Competitive market (local and international)
• Low retail prices 
• No waste management system (end-of life 

bicycles)
• High costs of high quality parts

STRENGTHS-THREATS strategy ideas

• Being close to the neighbourhood can help building trust and 
understanding for higher prices

• Use that as a selling point because people will appreciate their high 
quality products more and generate less waste   

• Diversify your production into multipurpose bikes as this will reduce the 
amount of metal used for other production lines     

• Build up a waste management system using the help of the 
neighbourhood: loyal workforce can educate children how to repair 
bikes and maintain them for as long as possible

WEAKNESSES-THREATS strategy ideas

• Hire a production manager to build up a waste 
management system    

• Educate workers knowing the complete 
production process in order to describe a 
systematic production line to be able to face 
specific weaknesses

LEARNING CASE STUDY OF TOWS
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generation along the bicycle life cycle, competitive market (local 

and international), raw material price volatility and low retail prices. 

External opportunities such as customers demand for high quality 

products with low impact on environment and increased demand 

for improved customer services also create new possibilities, which 

BikeBizz Co. needs to consider when setting the strategic goals. 

The SWOT analysis and TOWS template were used to generate a 

new business strategy that takes advantage of BikeBizz Co.’s current 

operational strengths (e.g. well established business operations and 

partnership relationships, skilled and loyal workforce and production 

diversification possibilities) and responds to identified market threats 

and opportunities. Particularly relevant threats identified include waste 

STRATEGIC GOAL #1

What hotspot or other SWOT 

issue does the goal help to 

address?

Waste generation along the bicycle life cycle

What is the desired change? Reduction of metal waste along the bicycle life 
cycle by 75%

How will you know if the goal 

has been achieved?

Dumping rates will be reduced

Output figures

Input-output analysis

When will the change be 

achieved?

Within 5 years

Final formulation of the goal: Reduction of metal waste along the bicycle life 
cycle by 75% within 5 years in cooperation with 
the value chain partners

STRATEGIC GOAL #2

What hotspot or other SWOT 

issue does the goal help to 

address?

Customers demand  high quality, affordable 
and sustainably produced bicycles

What is the desired change? Track sales revenue for each financial year. 
Goal achieved when annual sales exceed are 
25% higher than today.

How will you know if the goal 

has been achieved?

Certificates for lead free manufacture 

Suppliers proof by register of input substanc-
es

Free of lead

Testing of finished products for lead 

When will the change be 

achieved?

Within three years

Final formulation of the goal: Increase product sales revenue by 25% within 
3 years 

LEARNING CASE STUDY OF STRATEGIC GOALS
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STRATEGIC GOAL #3

What hotspot or other SWOT 

issue does the goal help to 

address?

Health problems associated with lead in paint

What is the desired change? Eliminate lead containing paints in cooperation 
with the value chain partners 

How will you know if the goal 

has been achieved?

Certificates for lead free manufacture 

Suppliers proof by register of input substances

Free of lead

Testing of finished products for lead 

When will the change be 

achieved?

Within 2 years

Final formulation of the goal: The complete manufacturing chain will be lead-
free within 2 years

STRATEGIC GOAL #4

What hotspot or other SWOT 

issue does the goal help to 

address?

Significant amount of waste and emissions

What is the desired change? Reduce hazardous waste by 25% in 2 years 
and 75% in 3 years

How will you know if the goal 

has been achieved?

Input-output analysis

Inventory of hazardous substances used

When will the change be 

achieved?

Within 3 years

Final formulation of the goal: Reduce hazardous waste generation 
throughout the value chain by 75% within 3 
years



STRATEGIC GOAL #5

What hotspot or other SWOT 

issue does the goal help to 

address?

VOC emissions

Significant amount of waste and emissions

What is the desired change? Reduce VOC emissions by 50% 

How will you know if the goal 

has been achieved?

Emissions analysis

When will the change be 

achieved?

Within 1 year

Final formulation of the goal: Reduce VOC emissions from our manufacturing 
process by 50% within 1 year

STRATEGIC GOAL #6

What hotspot or other SWOT 

issue does the goal help to 

address?

Metal waste resulting from production 
processes due to e.g. cutting, grinding (swarf) 

Lowers significant amount of metal scrap 
waste during sustainable production process 
increases efficiency.

Lower levels of scrap waste during production 
decreases emissions due to production 
processes.

What is the desired change? Reduce metal scrap waste to less than 1% of 
the input during production. 

How will you know if the goal 

has been achieved?

Reduced waste lowering input amounts

Input-output analysis

When will the change be 

achieved?

Within 2 years

Final formulation of the goal: Reduction of metal scrap waste during 
production to less than 1% of the input within 2 
years
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STRATEGIC GOAL #7

What hotspot or other SWOT 

issue does the goal help to 

address?

Competition from low-cost international 
companies putting pressure on market share 
driving down profit margins

What is the desired change? To become the local leader in sustainable 
production of personalized bicycles fitting local 
needs

How will you know if the goal 

has been achieved?

Good relations to customers and neighbour-
hood

Secure client base

When will the change be 

achieved?

Within 5 years

Final formulation of the goal: To become the local leader in sustainable 
production of personalized bicycles fitting local 
needs within 5 years 

STRATEGIC GOAL #8

What hotspot or other SWOT 

issue does the goal help to 

address?

Low profit margins means little financial capital 
for investment

What is the desired change? Increase profit margins by 10% on both 
domestic and export sales by lowering 
production costs through waste reduction and 
higher efficiency in the production process.

How will you know if the goal 

has been achieved?

Cash method of accounting

Increased profit (profit and loss account)

When will the change be 

achieved?

Within 3 years

Final formulation of the goal: Increase profit margins by 10% on both 
domestic and export sales within 3 years 



recyclability and fuel efficiency of vehicles by collaborating with 

the OEM in the automotive sector with strategies to reduce vehicle 

weight through reducing thickness, material density, or surface. 

Such technical innovations could involve strategies to develop 

new high strength steels, aluminium alloys or composite material.  

For example, the machinery & equipment manufacturing sub-

sector can target industrial sectors with high energy consumption 

and offer products and services to reduce energy consumption, 

save operational expenses, increase renewable energy usage, 

and decrease GHG emissions. 

Another example of a strategy for improving the sustainability 

performance of customers is to prioritize aftersales services in 

addition to the initial product sale. For example, in the machinery 

and equipment subsector, such services could include optimisation 

support to minimise energy consumption and reduce operational 

costs for the customer. This strategy has the added benefits of 

strengthening customer relationships and provides an additional 

revenue stream. 

• Partnerships with strategic actors across the value chain offer 

new sustainable solutions    

Companies in the metal value chain are building platforms for 

successful networking and cooperation. Breaking down market 

access barriers, establishing supply and value chain long-term 

partnerships, cutting down maintenance costs, sharing R&D 

investment efforts are among others topics in the focus of the 

innovative networking activities. 

Partnering with other subsectors or actors in the value chain and 

offering bundled product/service-systems (PSS) is a strategy that 

can offer a competitive advantage. For example, the high quality 

Examples of sustainability strategies in the metals sector

There are many different types of strategies used by companies in 

the metals industry that can lead to eco-innovation in the metals value 

chain, here are some examples:

• Provide products and services to ‘green’ end markets   

For example, ‘green buildings’ is an end market that is currently 

growing and requires innovation across the value chain to improve 

the life cycle sustainability performance of buildings, especially in 

the building’s use phase. Eco-innovation potential exists for metals 

sector firms that can improve sustainability performance by e.g. 

providing sustainable infrastructure products for the construction 

phase, or by reducing energy consumption over the building’s 

lifetime by providing energy efficient machinery and equipment 

solutions (e.g. HVAC and automation systems). 

• Improve sustainability performance of direct customers and their 

clients       

Resource efficiency is an important driver for many businesses 

in all sectors to reduce material and energy costs, reduce GHG 

emissions, and demonstrate their commitment to sustainability 

to customers and shareholders. The metals sector can provide 

many different solutions to improve resource efficiency in 

various industrial applications such as HVAC, materials handling, 

packaging, textile processing, paper & print, machine tools, 

construction, etc. However, this strategy involves knowing the 

market trends of the industrial users and their clients. 

The automotive sector is an important example of how the metals 

sector can improve its sustainability performance towards the 

end market. The metals sector can contribute to improving the 
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• Provide solutions to upcoming regulatory pressures (EU, 

Finland, worldwide) 

• Be a pioneer in development of a technology that ensures high 

recycling rate with low impact to the environment.  

With the entire EoL value chain in consideration, Akkuser 

introduced innovations across several dimensions of their 

business: product development, process innovation and value 

chain cooperation. They invested in development of innovative 

products – recycling processes for hazardous batteries and 

accumulators in partnership with the Finnish innovation funding 

agency. The product innovations helped the company to achieve 

substantial business benefits and growth with the added value 

of supporting efforts to raise the degree of material recovery 

from EoL batteries and accumulators, help preserving natural 

resources, and reduce waste generation across the value chain. 

The company started applying BEPs to ensure safe handling of 

EoL consumer portable batteries and accumulators including 

WEEE-items during all stages of the recycling process. Further, 

they initiated cooperation with the EoL value chain and producer 

organisations to improve the product life cycle management 

specifically related to improving cost efficiency, sourcing strategies 

and dialogue between design, manufacturing and recycling.

ECONOMIC BENEFITS:

• Being ahead of competitors and regulation 

• Within 5 years (2005-2010) company’s turnover has grown by 

almost 1000%

cleaning of high precision metal parts is a common process in 

many high value industries (e.g. aerospace, medical, etc.) that 

is both energy intensive and can consume high amounts of 

expensive solvents. Metals sector equipment suppliers have 

cooperated with chemical companies to offer advanced cleaning 

services. 

Other examples include bundling equipment and technology 

services across different value chains. For example, metals sector 

companies selling material recovery technologies (e.g. pigging 

technologies for liquids in chemical, beverage, and pharmaceutical 

industry) partner with metals sector equipment suppliers (e.g. 

energy efficient pumping technologies) to cover new, bundled 

products with added-value sustainability performance – in this 

case a pumping/material product-service system leading to 

improved energy efficiency and improved material efficiency.

• Apply ‘Blue Ocean’ strategies     

A strategy equally applicable to the metals industry is the ‘Blue 

Ocean’ strategy described in the Eco-innovation Manual. The 

following example is from within the metals industry, where a 

specific regulatory and market situation inspired a company to 

develop a technology to improve the End-of-Life (EoL) product 

management of batteries. 

Industry Example 2: Blue Ocean Strategy 

AkkuSer, Finland, a company specialized in recycling of hazardous 

End-of-Life consumer batteries, was driven by an opportunity of 

turning an environmental need into a business case when they set 

their strategic goals:  
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• Partnering with Tekes, the Finnish funding agency for 

technology and innovation facilitated R&D efforts to develop the 

alkaline technology

• Increased profitability across the EoL batteries and 

accumulators value chain 

ENVIRONMENTAL AND SOCIAL BENEFITS:

• Dry-Technology®

• Material recovery rate of above 90% - metals are recovered 

and other parts like plastic and cardboard are utilized in 

energy production

• Reduced energy consumption compared with conventional 

recycling technique (nearly 90% less) 

• 100% elimination of waste water

• Minimizing amount of solid waste

• No CO2 emissions

• Method for chemical processing of alkaline batteries 

• Energy consumption reduction is taking place at room temperature 

• Enable the recycling and reuse of approx.. 100% of its material

• Channels for communicating the green aspect to the customers: 

ISO 14001 and ISO 9001 

• Developed partnership relationships across the value chain

• Investments in raising awareness about issues related to EoL 

batteries
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