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Abstract

The study aimed to critically analyze the objectives of incubation centers established in Khyber
Pakhtunkhwa. Objectives not only serve as an indicator of an organization’s future agenda of development
but are also used as a milestone to analyze the performance of an organization. Thus, objectives are
required to be precisely drafted. The study’s population includes four incubation centers established in
Khyber Pakhtunkhwa out of which three incubation centers were sampled by using convenient sampling.
Obijectives of incubation centers in the sample have been gathered through structured interviews by
attaining required documents. The objectives were analyzed through SMART and Locke Goal Theory by
developing an analytical framework/checklist. The results show that most drafted objectives of incubation
centers in the sample are not able to satisfy the required minimum standards set as per strategic
management criterion i.e. Smart and Locke Goal Theory.

Keywords: Business Incubation Centers, Strategic Objectives, S.M.A.R.T Obijectives, Locke Goal Theory.

Introduction

The increasing population around the globe has created a dire need for new ways of creating employability.
In such circumstances, Small and medium enterprises (SME’s) and newly emerged businesses play a vital
role in developing national economic growth and decreasing unemployment by their ability to produce
employability (Mahmood, Jamil, Karamat 2015). Small and Medium Enterprises helps in employment
generation and economic development of the country by contributing significantly to exports and trade
(Szab6, 2006). These emerging small businesses have resulted in encouraging public and private entities to
provide a platform for startup businesses under the umbrella of incubation centers. Incubation centers were
introduced in the late 1950s to revitalize the closed manufacturing industry in the United States of America
(Aernoudt, 2004). Incubation centers provide different support services to small-scale businesses which
helps them in their formative year (Carayannis & Von Zedtwitz, 2005). The idea of business incubation has
been acknowledged globally as a gateway for opportunities because of its effectiveness in providing a
favorable atmosphere for the development of Startups/SME’s (Mahmood et al., 2015).
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Considering the aim of establishing incubators globally, the business incubation concept can be very
beneficial for developing countries like Pakistan because, on one hand, the country is facing a major
economic downfall for the past few years, while on the other, such concepts in Pakistan do not flourish well
either due to mismanagement of the respective organization or vague objectives/goals. Objectives of an
organization are considered as the foundations and are not only restricted to their developmental agenda but
also considered a tool to analyze their current performance. They are considered as one of the most
significant components of the strategic plan. Strategically crafted and executed objectives aligned with the
vision and mission leads to the success of the respective organization.

According to Thompson, Peteraf, and Gamble (2015), the purpose of objectives is to convert vision and
mission into performance tasks. It portrays the aspiration of the organization to perform in terms of
economic stability and competition in the industry as well as the organization’s internal capabilities.
Similarly, (Johnson, Whittington, Scholes, and Agwin 2014), defines objectives as the statements of
specific outcomes that are going to be achieved. As the strategic importance of objectives was highlighted
in the available literature, however, no criterion was developed for the successful drafting of objectives.
Hence, George .T. Doran in 1981 suggested a criterion named “S.M.A.R.T” for the drafting of objectives.
Doran (1981) states that “establishment of the objectives and development of their respective action plans
are the most important steps in the organizational management process.” Characteristics of SM.A.R.T
Objectives are: Specific, Measurable, Assignable/achievable, Realistic/Relevant, and Time bounded
(Doran, 1981). However, S.M.A.R.T objectives had faced criticism due to the exclusion of task complexity,
feedback mechanism, and challenge the ability of a goal. To fill the loopholes in S.M.A.R.T objectives,
Locke and Latham identified the gap and developed a goal-setting theory in 2006. The goal-setting theory
elaborates that high-performance tasks result in high-performance results. According to Locke and Latham
(2006), the goals of the organization should comprise of the following characteristics i.e. Clarity,
Challenging, Feedback of the progress, commitment, and task complexity by dividing tasks into sub-tasks
which will ultimately result in better performance of the organization and subsequent achievability of their
objectives.

The objective of the study is to compare and contrast the objectives of operational incubation centers of KP

with that of strategic management guidelines for setting and drafting objectives as per SSM.A.R.T and
Locke's goal-setting criteria.

Research Question
The research question of the study is as follow:

o Are the objectives of Khyber Pakhtunkhwa based incubation centers align with the Strategic
management’s objective setting theories i.e. Locke’s Goal Theory and S.M.A.R.T Objectives
setting criteria?

SMART Objectives

Effective and
Achievable Objectives

Locke Goal Theory

Figure 1: Conceptual Framework of the study

ISSN: 2308-7056 Khan, Gul & Sher (2021) 38



www.irbas.academyirmbr.com April 2021
International Review of Basic and Applied Sciences Vol. 9 Issue.?

Literature Review
Strategy

Word Strategy means leading an army. The definition of Strategy in the online oxford dictionary is as
follows: Generalship; the art of war (lit. or fig.); Management of an army or armies. (Kenyon & Mathur,
1993). Thompson et al., 2015, has defined strategy as “a company’s/organization’s strategy is the set of
actions that its managers take to outperform the company’s competitors and achieve superior profitability”
Apart from the definition, Thompson et al., 2015 insists that the main aim of a well-crafted strategy is to
avoid short term success but to develop long-lasting success and profits which can sustain and protect the
future of the organization. However, only making a well-crafted strategy will not work as a proper
execution of the strategy that has been proposed is as important as a well-crafted strategy. So, it makes both
i.e. well-crafted and well-executed strategy, important for an organization to achieve its objectives and
goals (Thompson et al., 2015).

Good strategy + Good execution = Good Management
Objectives

The objective is one of the most important components of a strategic plan. Thompson et al., (2015) has
defined objectives as “an organization’s performance targets—the specific results management wants to
achieve.” They emphasize that the objective should reflect management’s desires for company
performance considering the industry’s prevailing economic and competitive conditions and the company’s
internal capabilities.

General characteristics of objectives

1) They should be specific.

2) They should be measurable or quantifiable.

3) They should be challenging.

4) They should contain a deadline for achievement.

Article developed by (https://www.executestrategy.net/, named “How To Write A Strategic Plan : The
Cascade Model") states that according to the cascade model, the strategic objectives embodies what you
want to accomplish - they’re reasonably high level, but should still have a deadline attached. Your Strategic
Objectives should align with one or more of your Focus Areas. Typically, you will have between 3-6
objectives for each focus area. It also emphasizes that strategic objectives are the heart and soul of your
plan/strategy. Without specified and achievable objectives, you cannot get success in your plan/project.
The structure for the perfect strategic objective is as follows:

Strategic Objective= Action + Detail + Deadline
The core objectives should be broken down into performance targets for each department. It should not
only be limited to the top-management but it is a top-down process that should involve the departments by
breaking it down into performance targets ( Thompson et al., 2015).
S.M.A.R.T Approach towards Setting Objectives
In 1981, George T. Doran introduced the concept of S.M.A.R.T in his Paper “There's a S.M.A.R.T. way to

write management's goals and objectives”. According to Doran (1981), S.M.A.R.T is the abbreviation of
the following elements:
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1) Specific: The objective should be specific as vogue objectives lead to poor results.
2) Measurable: The objectives should be quantifiable and measurable so that it can be easy to evaluate
whether you are making progress towards an  organization’s goal or not.
3) Achievable, Attainable, Action-oriented: Your objectives should be achievable, attainable and
they should be action-oriented.

4) Realistic, Relevant: The objectives should not be idealistic and impracticable. They should be based on
possible realities.

5) Time-Bounded: The objectives should contain a specific time frame under which the objectives of the
organization can be achieved.

Specific: Measurable: Achievable
*What to be accomplished? *ls the goal numerically *What skills are needed?
«Who needs to be quantifiable? *What resources are
included? o ls theqic;anltic;;s&r;gtlvely necessary?
*Why is this a goal? ¢ How is the progress measured? *How environment can impact
goal achievement?
Relevant Time Bounded
e |s the goal in alignment *What is the deadline?
with the overall mission e|s the deadline realistic?

and strategy?

Source: Adapted from https://www.mindtools.com/pages/article/smart-goals.htm
Locke Goal Theory
Locke and Latham Goal-setting theory

Goal Setting theory (2006) was developed by Dr. Edin Locke and Dr. Gary Latham. Goal Setting Theory
was developed under industrial/organizational (1/0) psychology built on fieldwork over 25 years in 400
laboratories. The study has shown that easy and vague, abstract goals such as “to do best” are not sufficient
enough to attain the required results but highly aimed and specific objectives and goals lead to a higher
level of task performance. As long as an organization/team shows full commitment to the goal, has the
requisite to be able to achieve it and there are no conflicting goals then there is a positive and linear
relationship between task performance and goal complexity (Locke & Latham, 2006).
According to Locke and Latham (2006), Locke’s Goal theory is based upon 5 key moderators which are as
follows:

1) Clarity

The goal of an organization should be clear and easily understandable to the team/employees. Clear goals
help in better understandability of goals/objectives to the employees and increase achievability of the
objectives/goal.

2) Challenging

The goal that has been set by the organization should be moderately challenging. It should not be too easy
to achieve which would result in less effort to achieve your goal and increase task performance. Also, the
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goal which is perceived by the organization and team as beyond their capability will not result in the
achievement of the goal either.

3) Feedback

Feedback is the key and most important factor for any organization. If an organization is not tracing their
progress and any method to collect and follow constructive feedback which will result in less effort from
the team and will eventually fail goal achievement.

4) Commitment

Commitment is the fourth key moderator of Locke’s Goal setting theory. To make the goal achievable and
attainable, the organization/team should show their full commitment to their goal so that there is no
conflict, and the goal is achieved efficiently and effectively.

5) Task Complexity

The tasks that are being set; their complexity should not be too difficult nor too easy. The difficult tasks
should be divided into sub-tasks so that it can be easy to achieve their hard-tasked goals and objectives.

Clarity Challenging Feedback
e Is the goal easily *Is the goal/objective challenging eDoes the organization
understandable and clear? but accomplishable? mentions any feedback

¢ |s the goal/objective challenging

. ; mechanism in its goals?
but difficult to accomplish? &

els the goal Vague/difficult
to understand?

Commitment Task Complexity
eAre the stated eAre the tasks clearly
goals/objectives linked with defined?
the vision and mission? eAre the tasks ranked
according to the
complexity?

Source: Characteristics adapted from (https://expertprogrammanagement.com/2018/10/lockes-goal-setting-
theory/).

Methodology

Population and Sampling

The population of the study consists of the incubation centers established in Khyber Pakhtunkhwa which
namely are: Durshal Incubation center by Khyber Pakhtunkhwa Information and Technology Board
(KPITB), Business Incubation Center (HEC), Pakistan Council of Scientific and Industrial Research,
National Incubation Center Peshawar which is a joint venture of Ignite, Federal Ministry of Science and
Technology, Jazz and LMKT.

Unit of Observation: The unit of observation of this study is the documents that include the objectives of
incubation centers in KP.
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Unit of Analysis: The unit of analysis of this study are the objectives of the incubation centers extracted
from the documents attained from the incubation centers.

Table 1: Sample list of the study

Type Name Founder
Khyber Pakhtunkhwa
Information and Technology
Durshal Board (KPITB).
University Business Incubator Business Incubation Center Higher Education Commission
(HEC) (HEC)
Federal Ministry of Science and
. . National Incubation Center Technology,
Mixed Type Business Incubator Peshawar Jazz and Ignite

Sampling Technique

The sampling technique that has been used in this study is convenient sampling. Three of the incubation
centers i.e. NIC Peshawar, BIC HEC, and Durshal are addressed in the sample of the study based upon
their availability for the collection of data.

Data Collection
Data Collection Process
The data collection process has been completed in three steps which are as follows:

e The websites of different incubation centers were visited and the details about the background
and objectives of incubation centers were downloaded and copied.

e Emails to the incubation managers were sent for the data requirement.

e Face to face meetings in the head office of the incubation centers was arranged with the
coordinators/directors of the incubation centers to validate the data gathered from the websites
and emails.

Nature of the Data

The nature of the data is Secondary. The objectives of the incubation centers were identified and collected
from different sources including emails, websites, and face to face meetings.

Data Analysis

The objectives of incubation centers are compared and contrasted with two strategic management
criterion’s characteristics that are S.M.A.R.T objectives and Locke's Goal setting theory. Each of the
objectives of the incubation centers in the sample is analyzed based upon the criterion that has been set in
the aforementioned two studies.

The Questions for S.M.A.R.T have been drafted from an online management based website i.e.
https://www.mindtools.com/pages/article/smart-goals.htm. Questions for Locke criterion have been also
drafted from another online management website i.e.
https://expertprogrammanagement.com/2018/10/lockes-goal-setting-theory/. If the objective meets the
specified criterion it has been ticked (v') and if they are not meeting the criterion they have been crossed

(*)
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Data Analysis
Table No 2: Analytical Framework for data analysis through S.M.A.R.T Criterion
S.M.A.R.T Criterion Incubation Centers Objectives
Durshal (KPITB) NIC Peshawar Business

“S” Specific
e  Whatisto be

accomplished?

Incubation Center
(HEC)

VI

Vi

1 " | v

e Who needs to be
included?

e Whyisthisa
goal?
(importance/signif
icance)

“M” Measurable
e s the Objective
numerically

quantifiable?

e |sthe Objective
descriptively
quantifiable?

e How isthe
progress

measured?

“A”- Achievable
e What skills are

needed?

e  What resources

are necessary?

e  How does the
environment
impact goal

achievement?
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e  Does the goal
require the right Viv | x x x | x x | x | x x x | x x | x x x

amount of effort?

“R” Relevant

e Isthegoalin N{N | N |N |[N|N |N|NJ|N |N |N|N |[N|N [N | NA
alignment with I A (A | |A | [T A A |/ |A ]|l A ]A
the overall Al A A AlA A A
mission or
strategy?

“T”- Time Bounded

° What is the x| x X X X X X X X X X X X X X X

deadline?

e Isthe deadline

realistic?

Analytical Framework for data analysis through Locke’s Goal Theory Criterion

Table No 3
Locke Goal Theory Incubation Centers Obijectives
Criterion
Durshal (KPITB) NIC Peshawar Business
Incubation Center
(HEC)
Clarity v v ive L [ m{u v {v v jmnjmjiv
e Isthe
Goal/Objective
easily VIivVvix |v |x|vV |x|x|x [x |x|x |x|x|x |x
understandable
and clear?
x | x |V x v | x v |Iv |V v v | v v I v |V v
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e Isthe
Goal/Objective
vague and
difficult to

understand?

Challenging
e Isthe
Objective/Goal
clearly

understandable?

e Isthe
Objective/Goal
challenging and
difficult to
accomplish?

Commitment
e  Are the stated
Objectives linked
with their mission

and vision?

~

~

N/

N/

>
>

N/

~

N/

~

~

N/

N/A

Feedback
e Does the
organization
mention any
feedback

mechanism?

Task Complexity

e Are the tasks

clearly defined?
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e  Are the tasks
ranked according
to the

complexity?

Discussion and Findings

Findings

The concept of Business incubators in Pakistan started in the last decade which illustrates that Pakistan is
lacking decades behind other developed and developing nations in terms of establishing institutions that are
beneficial for the economy. The objectives of the incubators in the sample were compared and analyzed
with the required criteria of establishing objectives namely Locke’s goal-setting Theory and S.M.A.R.T
objective setting criterion by developing an analytical framework/checklist. After the thorough comparison
with the required standard criterion, it was found that the administration/management of the incubation
centers is in urgent need of revising their strategic components i.e. Objectives. All the incubation centers in
the sample have set their objectives very generic and have not specified their scope and time frame within
which their goals and objectives will be achieved.

In the context of the S.M.A.R.T criterion for the objective setting of DURSHAL Incubator, most of their
objectives are generic & not specific. The same is the case with the National Incubation Center Peshawar
and Business Incubation Center, an initiative of the Higher Education Commission. In Durshal’s
Obijectives, they have not specified the inclusion of different stakeholders who would be engaged
throughout the incubation. Similarly, the Business Incubation Center (HEC) has not mentioned its
stakeholders in any of its four objectives. NIC Peshawar has mentioned the inclusion of stakeholders but
they are generic and not specific. For example, NIC has mentioned “inspiring youth and undergrad
students” in their 5™ objective but they have not specified the youth of which universities, either they would
be from technical colleges/universities, vocational colleges, or management sciences universities. The non-
specification of the stakeholders will create hindrances in achieving deliverables which will eventually fail
in achieving objectives.

However, the objectives of these three incubation centers are significant but being broad and not specifying
the inclusion and role of different stakeholders will make any difference in the success and achievement of
their objectives. In Measurability criteria, Durshal’s only one objective out of six is numerically
quantifiable and two of the objectives are descriptively quantifiable. NIC Peshawar’s only two objectives
out of five are descriptively quantifiable while none of the objectives are numerically quantifiable. BIC,
which is the Higher Education Commission’s initiative, neither their objectives are numerically nor
descriptively quantifiable. Neither Durshal, NIC Peshawar, nor BIC (HEC) has any specified way of
measuring and tracking the progress of their goals. It is the most important thing which is not being
followed.

In the achievability context, Durshal, NIC Peshawar, and BIC’s most objectives do not mention any skills
that would be required to achieve their goals. All the three incubation centers in the sample have not
mentioned the resources they will be needing to achieve their objectives i.e. Financial, Human, Physical
resources. All the three incubation centers in the sample, also have not mentioned the effect of the external
environment on the achievement of the goal. In the context of timeframe, Durshal, NIC Peshawar, and BIC
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HEC have not mentioned their timeframe within which all their objectives would be achieved. The deadline
is a very important factor for any goal/objective. If there is no deadline for a goal, less effort would be put
forward which would result in low or even no achievability of the goal/objective.

By studying the main concept and criterion of Locke’s Goal theory, it was concluded that the objectives of
the organization should not be vague and generic and likewise SMART abjectives, they should be specific,
clear, and challenging. The organization and team should show their full commitment to their objectives
which they have set and also there should be a feedback mechanism and the tasks should be broken into
subtasks.

Looking at the objectives of the incubation centers in the sample except for Durshal whose few objectives
are clear to understand, the rest two incubators i.e. NIC Peshawar and BIC (HEC) have vague and generic
goals. All objectives of the incubation centers in the sample are challenging but accomplishable only if the
organization strive to accomplish them by linking them with their vision and mission but unfortunately, due
to the unavailability of their mission or vision on any platform we were not able to determine whether they
are linked with each other or the opposite. Getting feedback by tracking your goals is the most effective
way to bring improvements in the product/services for any organization but unfortunately, none of the
incubators in the sample have mentioned any feedback mechanism in their goals.

From the above-mentioned findings in the sample, we can conclude that the objectives of the incubation

centers are vague and generic. The incubator’s objectives are not developed based on the minimum
strategic management objective criterion namely Locke’s Goal Theory and S.M.A.R.T objective setting.

Limitations of the Research
e The scope of the study is limited to incubation centers of Khyber Pakhtunkhwa.

e Findings extraction criterion is restricted to two standards/criterions namely Locke’s Goal Setting
Theory and S.M.A.R.T Objective Setting.

Recommendations

After the detailed analysis of the objectives of the incubation centers in the sample, the study recommends
the following suggestions.

1) Strategically aligned Objectives

The findings of the study conclude that the objectives of incubation centers in the sample objectives are not
strategically drafted. The incubator’s vision, mission, and objectives should be aligned with each other
strategically, if not it will lead to the failure of the respective incubator.

2) Drafting objectives according to S.M.A.R.T and Locke goal criterion

From the findings and analysis, it is concluded that the objectives of the incubation centers in the sample
are not aligned or drafted according to basic objective drafting criteria i.e. Locke goal criterion and

S.M.A.R.T. The objectives of the incubation centers are required to be re-evaluated and drafted according
to the required criterion so that the objectives are clear and easily achieved.

Conclusion

In conclusion, that objectives act as the backbone and pillars of any organization, before an organization is
established physically, certain objectives are drafted and set according to any strategic management tool to
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have optimum and required results. In this study, it was revealed that the incubation centers established in
Khyber Pakhtunkhwa are lacking according to strategic management criteria in most of their objectives i.e.
Locke Goal Theory and SMART objectives. They are in dire need to revise their objectives to attain their
required results.
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