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Remember, the inspiration for this series comes 
from John Doerr's book, Measure What Matters.



what it means to be 
S.M.A.R.T.



In Google's OKR Playbook, they define an Objective as an expression of goals and intents that provide 
clear value for an organization when they are achieved. It is certainly inspirational to consider lofty 
goals for a group, but it is also important that those goals are easy to understand and have an 
identifiable path to completion. Objectives should be just as smart as the folks working to achieve 
them, but you have to start somewhere. 

Creating a set (or even just one!) objective should start with a review of what is most important to the 
success of a group. Associations often run into the challenge of trying to be "everything to everyone" 
and that can steer the team off course very quickly. Ask yourselves:

What is the most urgent issue to be tackled in the next 90 days?
What processes or approaches do we need to start updating?
How do we define success for our team?

and allow this discussion to help you build a list of big ideas. Look beyond just what members are 
telling you they want to see, and think a bit deeper into what is actually motivating their suggestions. 
If they are calling for more networking opportunities, are we providing enough quality arenas for 
members to connect? 

what it means to be s.m.a.r.t.
"An OBJECTIVE, I explained, is simply WHAT is to be achieved, no more and no less."

OKRs helped enormously 
by helping people to focus

on what could move the 
company to the next level.

Brett Kopf
Remind Cofounder
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It is not enough to create a list of goals, clap our hands, and move onto the next agenda item. We 
must take the time to ensure that these objectives are wise decisions for the organization. So, how do 
we get smarter with our efforts? We build S.M.A.R.T. objectives. 

You've probably heard of these - and if you haven't, make sure you're sitting down. Approaching 
strategic objectives with these tactics will completely change the way your organization grows and 
shapes member experiences in the future. Why? Because S.M.A.R.T. objectives are not only goals for 
the group, they're tangible reflections of the focus and commitment we ask of our staff and 
volunteers every day. 

The acronym S.M.A.R.T. describes the structure of an objective. It stands for

what it means to be s.m.a.r.t.
Once we've identified goals, it is time to start building the path to achieve them.

Poorly done/managed 
OKRs are a waste of time, 

an empty management 
gesture.

Google's OKR Playbook

S M A R TS M A R TSpecific measURABLE ATTAINABLE relevant timely

We start applying S.M.A.R.T. writing for objectives in the next section.



giving your regular 
objectives an education



giving your regular objectives an education

SSSpecific

The first step towards building S.M.A.R.T. objectives is to create a goal that is 
SPECIFIC. It is important for objectives to be clear and concise for multiple 
reasons: it reduces ambiguity and makes it easier to measure progress towards 
achievement when you're tracking the goal.

Creating specific objectives requires us to really focus on what is driving a need for 
change or growth in that area: are we measuring member numbers because we're 
concerned about recruitment or retention? Do we want to increase attendance at X 
event because we want to provide more member education or add more to our non- 
dues revenue stream? Specificity forces us to ask the hard questions of ourselves, but 
we can use the answers to build objectives that are motivating for everyone.

Measure member numbers. Establish baseline metrics of member data.

Improve the annual meeting. Improve the educational offerings at the annual meeting.

The first objectives aren't bad, they're just vague. Give your team a clear path to success 
by providing specific targets.



giving your regular objectives an education
Once you've created a specific objective, it's critical to define what you are actually 
doing by achieving the goals you set for the organization. 
Is our objective MEASURABLE?

Incorporating a metric into an objective gives us a tangible approach.

It is an undeniable representation of growth, improvement, or change, and also 
provides leadership with the ability to track success. The metric doesn't necessarily 
have to be a percentage - it is just as motivating to a total number (which does, 
technically, translate into a percentage. But you get the point!)

Establish baseline metrics on member data. Improve the educational offerings at the 
annual meeting.

Now we can actually track our success in these areas. We know that we've achieved 
them when we meet the defined metrics.

If we take our specific objectives from before, we can add some definition to the 
objectives to make them measurable.

Establish baseline metrics on member data 
by updating 50% of member profiles. Improve the educational offerings at the 

annual meeting by offering 1 new 
didactic session in each track.

MMmeasurable



giving your regular objectives an education
We are clear on our goal, and we have ways to measure our progress so we know 
when we achieve an objective. Let's do a love check and make sure our objective is 
ATTAINABLE. There are two ways to write an objective to motivate your team: goals 
that we should be committed to, and goals that we should aspire to. 

Committed objectives are musts, something that has to be achieved in order for the 
company to maintain trajectory. Because they are so vital, the approach to the 
objective is fluid and organizations have to be willing to adapt quickly in order to 
make sure we're accomplishing that objective. Aspirational objectives are like the peak 
of Mt. Everest - lots of folks might work hard to get there, but only some do.

The first revision shows a committed goal, something within reach when the team works 
together on it. The second revision is more aspirational because it changes process, too.

Whether they are musts or peaks, our objectives should be something that our staff 
and volunteers agree is within reach. Sometimes that reach is comfortable, and 
sometimes it requires stretching. When we apply this concept to our current 
objectives, it can give us new outlooks.

Establish baseline metrics on member data 
by updating 50% of member profiles.

Improve the educational offerings at the annual meeting 
by offering 1 new didactic session in each track.

... member profiles with all core demographics.

... member profiles through a needs assessment.

... in each track, led by a current volunteer.

... in each track, led by a high-profile speaker.

AAattainable



giving your regular objectives an education
It's not enough to build objectives that we can reach, though. They also have to 
matter to the direction of the organization. It might be cost-effective to find a new 
printing partner, but is that really moving the needle? Objectives should be 
RELEVANT to our membership.

Strategic plans are often shaped around objectives that look great on paper, but 
may not necessarily have the same level of impact when spread to the membership. 
As an organization serving members, doesn't it make sense to make sure they are 
represented in the outcome of our objectives?

What value does the objective add for the members? How will it impact their benefits & 
services? Will it change how much they invest to be a part of the organization? And, 
consequentially, will achieving this goal have an affect on overall membership?

Reviewing the objectives to make sure that they align with both the direction of
the organization and the needs of the membership is critical.

Establish baseline metrics on member data 
by updating 50% of member profiles with all 
core demographics.

Improve the educational offerings at the annual 
meeting by offering 1 new didactic session in 
each track, led by a current volunteer.

If you're unsure how members might respond to an objective, it's always worth testing it. 
Consider a member needs assessment to get their insights.

RRrelevant



giving your regular objectives an education
The final consideration for objectives is the runway needed to achieve success. If 
the goal is attainable but reaching it only happens after the objective will have 
impact, then it may not be the best objective. They need to be TIMELY.

For example, if your objective is to include a new didactic session in each track at 
the Annual Meeting, but you don't accomplish that goal until it is too late to 
incorporate those sessions into your next Annual Meeting - was it worth the effort? 
Would you be willing to compromise the objective if you can only offer a new 
session in two of the four tracks? 

In order to keep an eye on the clock when we're working on our objectives, we should 
make them time-bound.

It is also important to think through how achieving each objective might influence 
the opportunity to complete others. Would having more complete member 
demographics help us understand how to structure educational tracks at the 
Annual Meeting more effectively? Or is Annual Meeting registration a core piece of 
member data for us to collect?

TTtimely

Establish baseline metrics on member data 
by updating 50% of member profiles with all 
core demographics.

Improve the educational offerings at the annual 
meeting by offering 1 new didactic session in 
each track, led by a current volunteer.

... by the end of Q3 2022. ... to be announced in the registration invitation 
in July 2022.



giving your regular objectives an education
So we took our original objectives to school and now they're walking out with a 
diploma. They are much smarter than they were when we first wrote them. But 
more importantly, they are better measures of success for our organization.

Improve the educational offerings at the annual by offering 1 new didactic 
session in each track.

Improve the annual meeting.

Improve the educational offerings at the annual meeting.

Improve the educational offerings at the annual meeting by offering 1 new 
didactic session in each track, led by a current volunteer.

Improve the educational offerings at the annual by offering 1 new didactic 
session in each track, led by a current volunteer, to be announced in the 
registration invitation in July 2022. 

There are tons of best practices 
when it comes to building 
objectives, and it can be 

overwhelming to decide what 
method is the best approach for you 
and your team. Go with what feels 

right when you return to your WHY 
questions, and don't be afraid to 
build your own best practices. 

Google likes to keep their 
objectives to one line of text.

 
Beam Dental prefers to leave 

numeric values out of their 
objectives.



tracking smart 
objectives



The organization has put a lot of time, effort, and care into developing S.M.A.R.T. objectives, and 
now we want to begin measuring our progress towards achieving them. Because these goals are 
specific, measurable, attainable, relevant, and timely, we have focused attention on exactly what 
needs to happen. 

So, how do we start making it happen?

First, you'll want to generate momentum with the staff and key volunteers who are supporting the 
objectives. Help them develop their personal investment in the process. Where there may be 
overlap, make sure that each group has a solid communication plan for collaboration in those areas. 

Second - every good Objective has Key Results. (Otherwise, this entire series would be a flop.) 

Key Results are not only the steps you take to push towards success for an objective, they are the 
ways you can actively measure progress. And, conveniently, they also provide better outcomes when 
they are made specific, measurable, attainable, relevant, and timely. It's funny how that works, right?

In the next Building Block, we will be looking at Process Goals, or the Milestones you can use to 
evaluate stages of achievement for overall objectives. These are created out of significant Key 
Results, which will make for a smooth transition into the Building Block on Key Results that follows. 

tracking smart objectives

That's what makes this 
goal setting system so 

unique. The 'WHAT 
MATTERS' is intrinsically 

tied to the measurements.

What Matters: OKRs 101
online
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