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SMARTGOALS  WORKSHEET  
  
“An  effective  goal  focuses  primarily  on  results  rather  than  activity.    It  identifies  where  
you  want  to  be,  and,  in  the  process,  helps  you  determine  where  you  are.    It  gives  you  
important  information  on  how  to  get  there,  and  it  tells  you  when  you  have  arrived.    It  
unifies  your  efforts  and  energy.    It  gives  meaning  and  purpose  to  all  you  do.    And  it  can  
finally  translate  itself  into  daily  activities  so  that  you  are  proactive,  you  are  in  charge  of  
your  life,  you  are  making  happen  each  day  the  things  that  will  enable  you  to  fulfill  your  
personal  mission  statement.”  

from  The  7  Habits  of  Highly  Effective  People  by  Stephen  Covey  
  
  

Goal  (Specific,  Measurable,  Attainable/Action-‐‑Oriented,  Realistic/Relevant,  Tied  

to  a  date):  

____________________________________________________________________  

____________________________________________________________________  

____________________________________________________________________  

____________________________________________________________________  

____________________________________________________________________  

  

Champion:  _________________________________________________________  

  

Specific  Action  Steps  for  achieving  this  goal,  (include  Target  Date  and  

Champion):  

1. __________________________________________________________________

__________________________________________________________________  

__________________________________________________________________  

Target  Date:  ___________________________  
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Champion:      ___________________________  

2. __________________________________________________________________

__________________________________________________________________  

__________________________________________________________________  

Target  Date:  ___________________________  

Champion:      ___________________________  

3. __________________________________________________________________

__________________________________________________________________  

__________________________________________________________________  

Target  Date:  ___________________________  

Champion:      ___________________________  

4. __________________________________________________________________

__________________________________________________________________  

__________________________________________________________________  

Target  Date:  ___________________________  

Champion:      ___________________________  
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WORKING ON THE BUSINESS 
Balanced Strategy – What You Measure Is What You Get 

Based on The Balanced Scorecard by Kaplan and Norton 
 

 
What you measure is what you get. 
 
Measuring is one of the critical tools all of us utilize to deal with happens to us every day 
and decide on activities to mold subsequent outcomes to our advantage.  Without 
measurement, improvement or failure is just a feeling.  Without measurement, we do not 
know we are gaining or losing weight, winning or losing a game, or solving a problem. 
We all want to be successful.  We all like to win.  We want to stack the odds in favor of 
getting what we want.  So, let’s be thoughtful and intentional approaching this critical tool 
of measurement.   
 
If what we measure is what we get, let’s insure that we measure the right things to get the 
right things. 
 
In organizations, we measure when people show up and when they leave.  Is showing up 
and leaving “on time” what we want?  The obvious answer is of course not.  What we 
want is growth, productivity, creativity, passion, constant improvement, raving customers, 
profitability, et al.  But how many organizations do you know that measure the right things, 
much less share the information with the people doing the work? 
If organizations measure when employees clock in and clock out, what’s the message to 
employees?  Isn’t it that the organization wants your bodies on site, what you do while 
you’re there is only of secondary importance?  Not the message, I want to send if I have a 
choice. 
 
You have a choice. 
 
Measure those things that directly reflect what you are investing a lot of energy, time and 
money to get (think, strategy).  Two very accomplished thinkers, Robert Kaplan and David 
Norton have spent a lifetime researching and working measuring things in organizations to 
insure that organizations don’t just measure the right things to insure that strategy gets 
implemented, but also communicate those measures to the people who matter most to 
getting goals accomplished – the people doing the work.  They propose that leaders should 
track both financial and operational metrics in four sets of parameters: 

1. How do Customers see your company? 
2. What must your company Excel at? 
3. How does your company continue to improve and Create Value? 
4. What do stakeholders think or their return on their Financial investment? 
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So, your job as leader is to determine: 1) what should be measured and 2) how it should be 
communicated in each of the four critical strategic arenas in which you should be focusing 
resources to get what you want.   
Accomplish this task by first deciding what performance would look like if you and your 
organization were having great success.  Thoughtfully consider and then write down 
Future Facts that describe in detail how your organization is performing on some future 
date in each of the four areas of strategic focus assuming perfection in strategic thinking 
and execution. 
 
Then, from the Future Facts look at where you are and the gap between current reality and 
what you want.  Set a goal or two in each area that will get your organization just a little 
closer in the short term (12 months or less, 6 months is preferable). 
 

From their article, The Balanced Scorecard, I have given you some possible thought 
starters in Goals/Measures (examples). 

 
Do not worry about perfection.  Just get close.  This will be an ongoing process for you and 
your organization, not an event. 
 

I. Financial Perspective – How do we look to stakeholders (those who have a 
financial stake in performance, i.e. owners, shareholders, performance bonus 
candidates)? 
a. Future Facts 

i.  ___________ 
ii.  ___________ 

Goals/Measures (examples) 

• Survive/Cash flow 

• Succeed/Quarterly sales growth 

• Operating income by division 

• Prosper/Return on equity 

• Prosper/Increased market share 
 

II. Customer Perspective - How do customers see us? 
a. Future Facts 

i.  ___________ 
ii.  ___________ 

Goals/Measures (examples)  
• NPS (Net Promoter Score) 
• Improve “just in time”/Lead times 
• Improve value/Quality 
• Improve reputation and perception/Performance and Service 
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III.  Innovation and Learning Perspective – How do we continue to 
improve and create value? 
a. Future Facts 

i.  ___________ 
ii.  ___________ 

Goals/Measures (examples) 

• Technology and knowledge leadership/Launch new products,  

• Technology and knowledge leadership/Create new products,  

• Product Improvement/Create more value for customers and  

• Skill development, Training/Improve operating efficiencies. 
 

IV. Internal Business Perspective – What must we excel at? 
a. Future Facts 

i.  ___________ 
ii.  ___________ 

Goals/Measures (examples) 

• Manufacturing and/or process excellence/Determine processes 
and competencies that are most critical to success.  Specify 
measures such as cycle time, quality, employee skills and 
productivity to track them. 
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GoodGoals 

For: 

 

Date:  

 

Why?:  A concise and focused statement in 8 words or less in the form 

verb/target/outcome of how you intend to contribute to improving the human experience, 
impact life, improve the quality of life.   
Help to develop an effective Why?: A Why? In 8 Words or Less.doc 
 

Manifesto:  A carefully considered document listing your foundational and non-

negotiable principles clarifying how you will make your Why? happen.   
Help in putting together a solid Manifesto: How to Write Your Manifesto.doc 
 

Future Facts: A list of optimistic facts that describe the activities you are consistently 

doing in the future making your Why? in 8 Words or Less reality while abiding by your 
non-negotiable Manifesto.  
Help for creating inspiring Future Facts: The How - Future Facts.doc 
 

1. Financial:  

a. Affirmation:  Make a positive statement in the present tense about what you 
are doing that sets a benchmark for how you want to think and act in this 
particular area. 

b. Focus Areas:  List what things require attention to fill the gap between the 
Affirmation above and the way things are. 

c. Goal:  Write a SMARTgoal for each of the Focus Areas above that will begin 
to fill the gap. 

Help for creating SMARTgoals: The SMARTgoal Explanation.doc 
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2. Family:  

a. Affirmation: 

b. Focus Area: 

c. Goal: 

3. Spiritual:  

a. Affirmation: 

b. Focus Area: 

c. Goal: 

4. Physical: 

a. Affirmation: 

b. Focus Area: 

c. Goal: 

5. Mind: 

a. Affirmation: 

b. Focus Area: 

c. Goal: 

6. Relationships: 

a. Affirmation: 

b. Focus Area: 

c. Goal: 

 



 
 
 

Really Good Goal Setting 
 
If you are looking for an outcome that is in your favor, and isn’t that why you set 
goals in the first place, tip the odds in your favor by building first a good 
foundation.   
 
Start by: 
Reflecting on what you have accomplished. Consider using writer Chris 
Guillebeau's annual review approach.  He suggests beginning Goal Setting with an 
oft-overlooked activity: reflection. He starts by asking two questions:  

• What went well last year?  
• What didn't go well last year? 

It's a very simple but useful exercise that takes stock of where you've built new 
skills for success and where there's room for improvement. After a clear-eyed 
assessment of what you're capable of, you'll be in good stead to set your goals for 
the year ahead.  
 
Then: 
Select 1-3 meaningful goals that will make an impact. Research and experience 
show that you're much more likely to be successful if you:  

1. lay out a small list of very specific goals,  
2. outline a clear plan of action to achieve them, and  
3. plan for what will happen in case of setbacks, distractions, and 

interruptions.  
 
And: 
Remove the inessentials with a "stop doing" list. Chances are, you probably 
weren't working at 80% capacity last year. In fact, I bet you and your team felt too 
busy. So just where does the extra bandwidth to work on these new resolutions 
come from? That's where bestselling author Jim Collins' "Stop Doing List" comes in. 
To gain the time needed to enact these new goals, know that you (and maybe even 
your organization) is going to have to give up something that is either not at the top 
of the “important” list, or after much thought and discussion is actually hindering 
you from getting what you want.  Identify what those elements are, and commit to 
NOT doing them.  
 
Make sure that: 
You Keep Track.  Nutritionists used to advise people who were trying to lose 
weight not to weigh themselves more than once a week — supposedly so as not to  



 
 

 
get discouraged by fluctuations — but recent research has shown that daily weigh-
ins work better.   Measurement is a key ingredient of success.  And, when it is 
published to a group of interested people it even makes it more likely that you will 
achieve the goals to which you have committed. 
 
Remember the maxim of Peter Drucker, the godfather of management thinking, 
“What gets measured, gets done”. 
 
And finally,  
REWARD OFTEN. Even if you get close, especially in the early stages, celebrate.  
Throw a party.  It keeps the goal in front of everyone and keeps them interested.  
Remember that affirmation encourages, whereas punishment and apathy 
demotivate.  
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SMARTGOALS  
S = Specific 

M = Measurable 

A = Attainable/Action-Oriented 

R = Realistic/Relevant 

T = Timely  

Specific  

     Goals should be straightforward and emphasize what you want to happen. Specifics help us 
to focus our efforts and clearly define what we are going to do. 

     Specific is the What, Why, and How of the SMART model. 

WHAT are you going to do? Use action words such as direct, organize, coordinate, lead, 
develop, plan, build etc. 

WHY is this important to do at this time? What do you want to ultimately accomplish? 

HOW are you going to do it? (By...) 

     Ensure the goals you set are very specific and clear.  Instead of setting a goal to lose weight 
or be healthier, set a specific goal to lose 2 inches off your waistline or to walk 5 miles at an 
aerobically challenging pace. 

Measurable  

     If you can't measure it, you can't manage it.  In the broadest sense, the whole goal 
statement is a measure for the project; if the goal is accomplished, the project is a success. 
However, there are usually several short-term or small measurements that can be built into the 
goal. 

     Choose a goal with measurable progress, so you can see the change occur. How will you 
see when you reach your goal? Be specific! "I want to read 3 chapter books of 100 pages on my 
own before my birthday" shows the specific target to be measure. "I want to be a good reader" is 
not as measurable. 

     Establish concrete criteria for measuring progress toward the attainment of each goal you 
set. When you measure your progress, you stay on track, reach your target dates, and  
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experience the exhilaration of achievement that spurs you on to continued effort required to 
reach your goals. 

Attainable/Action-Oriented 

     When you identify goals that are most important to you, you begin to figure out ways you 
can make them come true. You develop the attitudes, abilities, skills, and financial capacity to 
reach them. Your begin seeing previously overlooked opportunities to bring yourself closer to 
the achievement of your goals. 

     Goals you set which are too far out of your reach, you probably won't commit to doing. 
Although you may start with the best of intentions, the knowledge that it's too much for you 
means your subconscious will keep reminding you of this fact and will stop you from even 
giving it your best. 

     A goal needs to stretch you so you feel you can do it and it will need a real commitment 
from you. For instance, if you aim to lose 20 pounds in one week, we all know that isn't 
achievable. But setting a goal to loose 2 pounds a week for 10 weeks will keep it achievable for 
you. 

     The feeling of success this brings helps you to remain motivated. 

     An action-oriented goal states activity that will produce results.  It tells what is to be done to 
reach the goal. 

Realistic/Relevant 

     This is not a synonym for "easy." Realistic, in this case, means "do-able." It means that the 
learning curve is not a vertical slope; that the skills needed to do the work are available; that 
the project fits with the overall strategy and goals of the organization. A realistic project may 
push the skills and knowledge of the people working on it but it shouldn't break them. 

     Devise a plan or a way of getting there which makes the goal realistic. The goal needs to be 
realistic for you and where you are at the moment. A goal of never again eating sweets, cakes, 
crisps and chocolate may not be realistic for someone who really enjoys these foods. 

     For instance, it may be more realistic to set a goal of eating a piece of fruit each day instead 
of one sweet item. You can then choose to work towards reducing the amount of sweet 
products gradually as and when this feels realistic for you. 

     Be sure to set goals that you can attain with some effort! Too difficult and you set the stage 
for failure, but too low sends the message that you aren't very capable. Set the bar high enough 
for a satisfying achievement! 

     Goals are great.  But if they don’t get you closer to where you want to get, they can be 
counter-productive.  It is critical that your goals are relevant to your values, vision and 
mission/purpose. 
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Timely 

     Set a timeframe for the goal: for next week, in three months, by fifth grade. Putting an end 
point on your goal gives you a clear target to work towards. 

     If you don't set a time, the commitment is too vague. It tends not to happen because you feel 
you can start at any time. Without a time limit, there's no urgency to start taking action now. 

     Time must be measurable, attainable and realistic. 


