Chapter 11 of the book introduces an extensive mapping technique to score the sustainability
performance of seven key functional areas of management and their alignment with the
corporate strategy. Combined, these functional-level ‘maps’ help create insight into the degree
of (vertical) integration achieved and the (horizontal) coordination needed to establish
operational coherence in the company’s sustainability approach. ‘Practice mapping’ informs
the dynamic process of strategy-making (‘strategic tinkering’) by revealing patterns of – and
frictions between – ‘leading’ and ‘lagging’ functional departments that affect the course and
pace of organizational transitioning and, consequently, the feasibility of the transition route
envisaged.
The operational fit between – on the one hand – the company’s strategic intent and – on the
other hand – realization of the sustainability strategy across functional departments, can be
plotted as relative scores on a continuous scale from 1 to 4. By mapping and scoring the
‘position’ of each corporate function – along the logic, trade-offs and pointers synthesized in
Tables 11.1 to 11.7 of the book – an organizational snapshot can be derived which reflects the
degree of ‘internal alignment’ and operational coherence (or incoherence) of the business
model. The degree of coherence can be considered as an indicator of the company’s vigour,
efficiency and effectiveness in organizing for enhanced sustainability performance and
meaningful SDG impact.
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A hypothetical application of the mapping technique
Organization#1 portrays a reasonably high degree of coherence across all functional
departments around a modest strategic intent (at level 2), with the marketing department
running ahead of the corporate sustainability ambition. In contrast, organization#2 presents
a relatively incoherent organization and low degree of strategy integration (at level 3) among
the organizational functions. Whereas the innovation and marketing departments are ahead
of the curve and HRM appears to be nearly on course, the purchasing, operations, finance
and communication functions are all significantly trailing behind on the corporate ambition
level. Accordingly, the odds of having to deal with sizable intention-realization discrepancies
seem highest for organization#2. To steer towards greater coherence, then, implies going
back to the functional-level maps (Tables 11.1 to 11.7) so as to identify relevant intervention
points conducive to overcoming key tipping points, organizational ‘barriers’ and ‘bears on
the road’ in the corporate functions concerned (Box 11.5). Due care is in order, however, not
to attenuate the driving force of frontrunning departments too much. The traction and internal
dynamics that ‘leading’ departments create, may be exactly what is needed for taking the
next steps to progression.
Mapping internal alignment challenges: two cases

