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Introduction to SMARTER Goals

SMARTER stands for:

Unlike traditional goal-setting, which focuses on "what" and "how," the SMARTER framework also answers
the critical question: "Why?" This dual focus on action and meaning helps overcome common goal-setting
pitfalls, including:

Together, these elements form a dynamic system that bridges the gap between planning and execution,
ambition and reality.

Goal-setting is more than a to-do list; it’s a declaration of
purpose. It’s about defining what matters most and
committing to a path of action that aligns with your values.
Yet, for all its importance, goal-setting is often approached
haphazardly, resulting in frustration and stagnation.

Enter the SMARTER framework—a comprehensive evolution of the
classic SMART goals model. SMARTER addresses not only the tactical
dimensions of goal-setting but also the emotional and psychological
factors that drive sustained success. By integrating elements like
excitement and reward with measurable outcomes and timely deadlines,
SMARTER goals empower you to go beyond mere task completion. They
challenge you to align your actions with purpose while staying inspired
throughout the journey.

-  Specific: Eliminating ambiguity to create clear, actionable goals.
-  Measurable: Quantifying progress to maintain momentum.
-  Achievable: Setting goals that stretch your limits without breaking your spirit.
-  Risky: Challenging yourself to step outside your comfort zone.
-  Timely: Creating urgency with clear deadlines.
-  Exciting: Aligning goals with your passions to stay motivated.
-  Rewarding: Ensuring that achieving your goals is as fulfilling as the journey itself.

What Makes SMARTER Different?

Why SMARTER Goals Matter

Chapter 1: 
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Procrastination: Caused by unclear objectives or lack of urgency.
Burnout: Resulting from uninspiring or overly rigid goals.
Stagnation: Due to fear of taking risks or trying something new.
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The SMARTER Difference:

Balances Precision and Passion: Encourages clear planning while staying emotionally
connected to your goals.
Fosters Growth: Incorporates calculated risks to push boundaries.
Maintains Focus: Uses measurable milestones to track progress.
Builds Resilience: Rewards progress and celebrates achievements, large and small

A fundraising team at a city symphony orchestra set the vague goal of “increase
community support.” Without specific direction, their campaign floundered. By
adopting the SMARTER framework, they transformed their goal into:

Think about your own goal-setting habits. Have you ever set a goal
that failed because it wasn’t specific, measurable, or inspiring? Write
down one such example and reflect on how applying SMARTER
principles could have created a different outcome.

In the following chapters, we’ll explore each component of the SMARTER
framework in detail. You’ll learn:

How to craft goals that are specific, measurable, and achievable.
How to embrace risk and maintain momentum with timely milestones.
How to infuse excitement into your goals and celebrate rewarding outcomes.

Each chapter will include practical exercises, real-life examples, and tools you can
use immediately. Whether you’re setting personal, professional, or team-based
goals, this guide will help you harness the power of SMARTER goals to achieve
meaningful success.

“Raise $50,000 through targeted outreach to 250 new patrons by
December 15.”

This revised goal clarified their actions and outcomes. Weekly tracking
kept them focused, and they ultimately exceeded their target,
achieving a 25% increase in donations.

Real-Life Example: Why Traditional Goals Fail

Personalization: Reflect and Commit

What’s Ahead in This Guide?
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To kick off your SMARTER journey:

Reflect: Think about a recent goal you’ve set. Did it excite you? Was it specific? How did you
measure progress?
Analyze: Identify what worked and what didn’t. Use this insight to inform your approach.
Commit: By the end of this guide, you’ll have a SMARTER goal plan tailored to your needs.

Let’s get started—because achieving your goals isn’t just about doing more. It’s about doing what
matters most, SMARTER.

Getting Started
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 Defining Specificity in Your Goals

Consider the difference between:

These specific goals provide clear direction and actionable steps. They transform abstract intentions into
tangible plans, making them easier to prioritize and execute.

To make any goal specific, answer these six essential questions:

Who: Define Responsibility

Gen Z Retention: “The HR team will lead this initiative, with input from department managers on
training and mentoring programs.”
Art Festival: “The festival committee will manage logistics, with the marketing team promoting
the event.”

OR

Specificity is the foundation of effective goal-setting.
Without clarity, goals remain abstract ideas rather than
actionable plans. Specific goals create direction,
eliminate ambiguity, and empower you to focus on
meaningful action. When you define exactly what you
want to achieve, the "how" becomes much clearer.

Vague Goal: “Improve employee retention.”
Specific Goal: “Reduce voluntary turnover among Gen Z employees by 20% within the next year
by launching quarterly mentorship programs tailored to their career development needs and
conducting exit interviews to address concerns specific to this demographic.”

Vague Goal: “Host a local event.”
Specific Goal: “Organize a community art festival by September 1, featuring 20 local artists,
securing sponsorship from at least three businesses, and drawing a minimum of 500 attendees.”

Why Specificity Matters

The Six Pillars of Specificity

Chapter 2: 
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What: Define the Desired Outcome

Gen Z Retention: “Reduce voluntary turnover among Gen Z employees by 20% within the year.”
Art Festival: “Host a festival featuring 20 artists, raising at least $5,000 from ticket sales and
sponsorships.”

Where: Set the Context

Gen Z Retention: “Focus on retention in customer-facing teams across regional
offices.”
Art Festival: “Hold the event at the downtown park, with artist booths and a
main stage for live performances.”

When:  Establish Clear Timelines

Gen Z Retention: “Launch mentorship programs by Q1, with
quarterly progress reviews.”
Art Festival: “Finalize vendor contracts by June 15, with
promotions starting July 1.”

Why:  Connect to Purpose

Gen Z Retention: “To build an engaged workforce, reduce
hiring costs, and foster long-term loyalty.”
Art Festival: “To promote local talent, engage the community,
and raise funds for local arts education programs.”

How:  Outline the Process

Gen Z Retention: “Conduct surveys to gather feedback, train managers, and
assign mentors to new hires.”
Art Festival: “Secure permits, recruit artists, and market the event through
social media and local news outlets.”
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Step 1: Write down your goal.
Gen Z Retention: “Reduce Gen Z turnover.”
Art Festival: “Host a community event.”

Step 2: Apply the six questions to make it specific.
Gen Z Retention: Final goal: “Reduce voluntary turnover among Gen Z employees by 20% by
the end of the fiscal year through mentorship programs and targeted feedback sessions.”
Art Festival: Final goal: “Organize a community art festival by September 1 with 20 local
artists and 500 attendees.”

Practical Exercise: 
Crafting Specific Goals
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Brian, a CrossFit gym owner, initially aimed to “attract more clients.” This vague goal led to scattershot
marketing and minimal results. By focusing on specificity, he revised his goal to:

“Increase memberships among menopausal women by 30% within six months by offering a tailored
muscle-building program.”

To achieve this, Brian developed specialized classes targeting this demographic and crafted personalized
marketing campaigns. His clear and specific goal allowed him to focus his resources and efforts
effectively. The result? Brian exceeded his target, achieving a 40% increase in memberships.

Real-Life Example: Brian’s CrossFit Gym
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Specificity empowers action. When your goals are clear, they provide a road map for success. In the
next chapter, we’ll explore how to measure progress effectively, ensuring you stay on track and build
momentum.

REMEMBER

Keys to Success

Use Precise Language: Include numbers, deadlines, and specific actions.

Focus on One Thing at a Time: Avoid overloading goals with unnecessary complexity.

Document Clearly: Maintain a central record of your goals and progress.

Review Regularly: Frequently revisit your goals to ensure alignment with your larger

objectives.
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Measuring Progress

Imagine setting a goal to “reduce Gen Z turnover.” Without a way to measure this, how would you know
if your efforts were working? Measuring progress allows you to:

Track Success: See how far you’ve come and validate your strategies.
Adjust Course: Identify areas where you need to refine your approach.
Build Momentum: Celebrate milestones that inspire continued effort.

For example, consider the goal of “organizing a community art festival.” Measuring progress ensures that
every step—recruiting artists, securing sponsorships, and promoting the event—stays aligned with the
ultimate vision.

In the SMARTER framework, measurable goals are essential because they create clarity, accountability,
and a sense of accomplishment. They transform aspirations into actionable steps, making progress
tangible.

When tracking progress, focus on metrics that align with your goals:

Gen Z Retention

Turnover Rate: Track changes in voluntary turnover among Gen Z employees.
Engagement Scores: Use surveys to measure employee satisfaction and connection to the
organization.

Measuring progress is the bridge between aspiration and
achievement. It transforms goals from abstract intentions
into actionable realities by providing clear evidence of
growth. When you measure effectively, you gain insight into
what’s working, what needs adjustment, and how close you
are to achieving your goal.

Without measurement, even the most specific goals can lose momentum.
Progress tracking not only helps you stay on course but also reinforces
motivation by highlighting successes along the way.

Why Measurement Matters

The SMARTER Difference

What to Measure

Chapter 3: 

9© 2024 Harden Consulting Group, LLC. All Rights Reserved 



© 2024 Harden Consulting Group, LLC. All Rights Reserved 

Retention by Tenure: Assess how long Gen Z employees are staying compared to other
demographics.

Art Festival

Artist Recruitment: Track the number of artists confirmed to participate.
Sponsorship Commitments: Measure funds raised from local businesses.
Social Media Engagement: Monitor likes, shares, and clicks on promotional content.

Effective measurement requires a clear system that’s simple to implement and
consistently used. Here’s how to create one:

1. Set a Baseline
Gen Z Retention: Identify the current turnover rate among Gen Z
employees.
Art Festival: Determine how many artists and sponsors are already
committed.

2. Define Milestones
Break your timeline into smaller checkpoints.
Gen Z Retention: “Evaluate engagement scores quarterly and
adjust programs accordingly.”
Art Festival: “Secure 50% of artist signups and sponsorships by
June 15.”

3. Choose Tools
Use tools like HR software, surveys, or dashboards for tracking.
Gen Z Retention: “SurveyMonkey for engagement surveys and
Tableau for retention metrics.”
Art Festival: “Google Sheets to track artist commitments and
sponsorships.”

4. Schedule Reviews
Set regular intervals for progress reviews.
Gen Z Retention: “Host monthly HR check-ins to discuss metrics.”
Art Festival: “Hold biweekly planning meetings to track event
readiness.”

Creating a Measurement System
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Step 1: Write down your goal.
Gen Z Retention: “Reduce Gen Z turnover by 20% within the next year.”
Art Festival: “Host a community art festival by September 1.”

Step 2: Identify the metrics you’ll track.
Gen Z Retention: Monthly turnover rates, mentorship participation rates, and engagement
survey results.
Art Festival: Number of artists signed up, funds raised, and social media impressions.

Step 3: Define your tracking tools and frequency.
Gen Z Retention: “Track turnover rates in HR software weekly and review mentorship
feedback quarterly.”
Art Festival: “Update artist and sponsor progress weekly in a shared spreadsheet.”

Step 4: Establish milestones and adjustments.
Gen Z Retention: “Adjust strategies if quarterly turnover reduction falls below 5%.”
Art Festival: “Launch a second recruitment drive if artist numbers are below 50% by June 15.”

11

Practical Exercise:
Measuring Your Progress
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Baseline Assessment:  Reading 4 Smiles raised $8,000 the
previous year, giving her a clear starting point.

Metrics Tracked:
Weekly donations logged in her donor management system.
New donor sign-ups through email campaigns.
Email open rates and click-through rates to assess message
effectiveness.

Milestones:
Month 2: Secure $25,000 through email and social media
campaigns.
Month 4: Reach 75% of the goal ($75,000) by following up
with existing donors.
Month 6: Surpass $100,000 through sustained outreach.

Adjustments:
When early engagement was slower than expected, Yawne
introduced a matching gift campaign, where an anonymous
donor matched contributions up to $10,000. This boosted
interest and accelerated progress.

How She Measured Progress

Outcome: Through clear metrics, regular reviews, and strategic
adjustments, Yawne surpassed her goal, raising over $100,000 in six
months. The additional funding allowed Reading 4 Smiles to double its
reach, providing literacy resources to twice as many children and building
a robust donor network for future campaigns.

Yawne Robinson, founder of Reading 4 Smiles, aimed to raise funds for her nonprofit’s literacy
programs. Initially, her goal to “raise more money” lacked clarity and focus. By adopting the SMARTER
framework, she refined her goal to:

“Raise $100,000 in six months by engaging 100 new donors and leveraging targeted email
campaigns.”

Real-Life Example: 
Yawne’s Fundraising Success with Reading 4 Smiles
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Measurement isn’t just about tracking progress—it’s about creating momentum. By monitoring key
metrics and reviewing progress regularly, you transform your goals into actionable outcomes. In the
next chapter, we’ll explore how to ensure your goals are achievable while maintaining the ambition
needed to drive growth.

REMEMBER

Keys to Success

Stay Focused on Metrics: Regularly review your progress to ensure you’re on track.

Be Ready to Adjust: Use your insights to refine your strategy and overcome challenges.

Celebrate Milestones: Acknowledge progress to maintain momentum and motivation.
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Achievability Assessment

Achievable goals fuel motivation because they feel within reach while still pushing you to grow. Consider
these examples:

Vague Goal: “Improve customer satisfaction.”
Achievable Goal: “Increase customer satisfaction scores by 15% over the next six months by
implementing a streamlined complaint resolution system and weekly feedback surveys.”

The second goal is not only specific but also achievable because it focuses on clear actions that align with
available resources.

1. Evaluate Current Resources
Gen Z Retention: Assess whether HR has the capacity to design and implement mentorship
programs or if external consultants are needed.
Art Festival: Confirm whether the committee has sufficient funds for permits, marketing, and
equipment rentals.

2. Identify Potential Barriers
Consider challenges like budget constraints, skill gaps, or team resistance.
Gen Z Retention: “Are managers trained to mentor effectively?”
Art Festival: “Will the venue accommodate the expected crowd size?”

3. Plan for Growth
Stretch your abilities by setting sub-goals that build momentum.
Gen Z Retention: “Start by piloting mentorship in one department before scaling.”
Art Festival: “Recruit five artists each month instead of attempting to secure all 20 at once.”

Achievability is where ambition meets reality. It’s the balance
between setting goals that stretch your capabilities and
ensuring they remain grounded in your current resources,
skills, and environment. While dreaming big is essential for
inspiration, pursuing unattainable goals leads to frustration
and burnout. The key is creating goals that challenge you
while offering a realistic path to success.

Why Achievability Matters

How to Assess Achievability

Chapter 4: 
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Step 1: Write down your goal.
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Organize a community art festival.”

Step 2: Break it into sub-goals.
Gen Z Retention: 

Launch mentorship programs by Q1.
Train managers on feedback techniques by Q2.

Art Festival: 
Secure sponsorships by June 15.
Confirm artist participation by July 1.

Step 3: Identify resources and barriers for each sub-goal.
Gen Z Retention: “Allocate $5,000 for mentorship materials and survey development.”
Art Festival: “Recruit volunteers for setup and breakdown to save costs.”

Step 4: Establish milestones and adjustments.
Gen Z Retention: “Adjust strategies if quarterly turnover reduction falls below 5%.”
Art Festival: “Launch a second recruitment drive if artist numbers are below 50% by June 15.”

15

Practical Exercise:
Evaluating Goal Achievability
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Baseline Assessment:  Marc evaluated his current financial obligations and identified
how much income he needed from his digital media work to replace his salary.
He assessed his existing skills, noting areas where additional training or experience would
be required to succeed.

Metrics Tracked:
Monthly client growth: Marc aimed to secure two new clients per month for his
weekend projects.
Service offerings: He refined and expanded his portfolio based on client feedback.
Revenue milestones: He targeted earning 50% of his full-time salary from freelance
work within two years.

Milestones:
Year 1: Launch a professional website and secure a minimum
of six regular clients.
Year 2: Generate consistent revenue to cover 50% of his
living expenses.
Year 3: Transition to part-time at his full-time job to devote
more time to LoneHuman.
Year 4: Transition fully to LoneHuman with a sustainable
client base and income stream.

Adjustments: Early on, Marc realized his initial marketing
strategies weren’t attracting the right clients. He pivoted to
leveraging LinkedIn and personal referrals, which significantly
improved results.

To build credibility, Marc attended online courses and
certifications in digital media to stay competitive in the
market.

How Marc Assessed Achievability

Marc envisioned launching LoneHuman, a digital media company, but financial obligations and a
stable full-time job posed significant challenges. Rather than abandoning his dream or rushing into
entrepreneurship unprepared, Marc adopted an achievable, step-by-step approach grounded in the
SMARTER framework.

Real-Life Example: 
Marc’s Journey to Launch LoneHuman
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Marc’s journey embodies the principles of SMARTER goals:

Specific: Marc’s goal to transition to entrepreneurship was clear
and actionable.
Measurable: He tracked metrics like client growth, revenue
milestones, and skill development.
Achievable: By breaking his goal into smaller steps, Marc
ensured it was realistic within his resources and constraints.
Risky: Leaving a stable job required stepping outside his comfort
zone and taking calculated risks.
Timely: Marc established a four-year timeline with clear
milestones.
Exciting: The vision of creating his own business kept Marc
motivated throughout the process.
Rewarding: Achieving his dream provided financial
independence, professional fulfillment, and a stronger sense of
purpose.

The SMARTER Connection

Outcome: Through clear metrics, regular reviews, and strategic adjustments, Yawne surpassed her goal,
raising over $100,000 in six months. The additional funding allowed Reading 4 Smiles to double its
reach, providing literacy resources to twice as many children and building a robust donor network for
future campaigns.

Achievability balances ambition with realism. By aligning your goals with available resources, you set
the stage for sustainable success. In the next chapter, we’ll explore how calculated risks can propel
your progress.

REMEMBER

Keys to Success

Break Big Goals into Steps: Focus on small, actionable sub-goals that lead to your ultimate

objective.

Evaluate Resources: Ensure your goals align with your available time, skills, and finances.

Be Flexible: Adjust your approach as challenges arise to stay on track.
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Embracing Risk in Your Goals

Risk introduces the possibility of failure, but it also offers the potential for growth and
transformation. Consider these examples:

1. Identify Opportunities for Innovation
Look for areas where traditional approaches may be holding you back.
Gen Z Retention: Shift from conventional training programs to experiential learning through
mentorships.
Art Festival: Introduce new elements like live streaming to expand audience reach.

2. Assess the Stakes
Weigh the potential rewards against the possible downsides.
Gen Z Retention: Will the mentorship program improve engagement, or might it overburden
managers?
Art Festival: Will offering free entry attract more attendees, or could it strain the budget?

3. Develop a Contingency Plan
Prepare for challenges by outlining backup strategies.
Gen Z Retention: Pilot the program with a single department before scaling.
Art Festival: Secure partial sponsorships upfront to mitigate financial risk.

Gen Z Retention:
Risk: Launch a peer mentorship program with minimal initial buy-in from senior leadership.
Reward: A thriving program that engages younger employees and improves retention.

Art Festival:
Risk: Offer free entry to maximize attendance, relying on sponsorships for funding.
Reward: A high turnout that attracts more sponsors and builds community goodwill.

Growth requires risk. Without stepping outside your
comfort zone, goals can become stagnant, and
opportunities for meaningful progress may be missed.
Calculated risks challenge you to innovate and explore new
possibilities, leading to greater rewards and long-term
success.

Why Risk Matters

How to Incorporate Risk Effectively

Chapter 5: 
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Step 1: Write down your goal.
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Organize a community art festival.”

Step 2: Identify a risk that could accelerate progress.
Gen Z Retention: Launch a peer mentorship program without full manager buy-in to test its
effectiveness.
Art Festival: Sign contracts with vendors before hitting sponsorship targets.

Step 3: Mitigate the risk.
Gen Z Retention: “Conduct pre-launch surveys with employees to assess interest.
Art Festival: “Create a backup plan for funding through ticket sales.

19

Practical Exercise:
Incorporating Risk
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When I decided to write The Allyship Challenge and Cultural Intelligence: A Blueprint for 21st-Century
Leadership, I faced significant risks. Balancing these ambitious projects with my professional
commitments and ensuring they met the needs of diverse audiences required stepping into
uncharted territory.

The Risk: Committing to two books meant investing significant time and resources while navigating
uncertainty about audience reception and publishing timelines.

Real-Life Example: 
Writing The Allyship Challenge and Cultural Intelligence
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Mitigation Strategies:
Start Small: I outlined clear, actionable chapters and tested key ideas in speaking engagements
and workshops to gauge audience resonance.
Gather Support: I collaborated with editors, colleagues, and trusted readers to refine the
content and ensure its relevance.
Plan for Setbacks: I built flexibility into my writing schedule to accommodate unexpected delays
or revisions.

The Outcome: The Allyship Challenge became a comprehensive resource for navigating allyship,
advocacy, and leadership within diverse workplaces and communities. It challenged readers to think
critically about their roles in creating equity and accountability.

Cultural Intelligence provided a blueprint for leaders aiming to improve their workplace culture and
excel in cross-cultural environments, blending practical strategies with a focus on fostering inclusivity
and psychological safety. Both books enhanced my professional credibility, expanded my audience,
and opened new opportunities for speaking and consulting.

The SMARTER Connection

The decision to write these books demonstrates the SMARTER framework in
action:

Specific: My goal was to create two actionable leadership
guides focused on allyship and cultural intelligence.
Measurable: Milestones included drafting chapters, securing
publisher feedback, and meeting publication deadlines.
Achievable: Breaking the projects into smaller, manageable
tasks ensured steady progress.
Risky: Committing to two books simultaneously involved
taking bold steps to expand my expertise and reach.
Timely: I set clear timelines for completion, aligning the
launches with relevant speaking and consulting
opportunities.
Exciting: The vision of impacting leaders worldwide kept me
motivated throughout the process.
Rewarding: The books provided intrinsic rewards of
accomplishment and extrinsic rewards in the form of
professional growth and new opportunities.
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Risk isn’t about recklessness—it’s about bravery. By taking calculated risks, you open the door to
innovation and significant growth. In the next chapter, we’ll explore how setting timely goals creates
focus and urgency.

REMEMBER

Keys to Success

Start Small: Test risky ideas on a smaller scale before committing fully.

Prepare for Failure: Accept that not all risks will succeed but view setbacks as learning

opportunities.

Balance Risk and Reward: Ensure the potential rewards justify the risks you take.
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Setting Timely Goals

Time-bound goals compel action and provide a framework for accountability. Consider
the difference between these examples:

1. Set Deadlines for Completion
Clear deadlines create focus and urgency.
Gen Z Retention: “Launch mentorship programs by March 31 and complete the first round of exit
interviews by June 30.”
Art Festival: “Secure sponsorships by July 1 and finalize logistics by August 15.”

2. Define Milestones
Break the goal into smaller, time-bound steps.
Gen Z Retention: “Evaluate engagement scores quarterly to track program effectiveness.”
Art Festival: “Book performers by May 15, with contracts signed by May 30.”

In the second examples, deadlines create urgency, encourage prioritization, and ensure measurable
progress.

Gen Z Retention:
Vague: “Reduce turnover rates.”
Timely: “Reduce voluntary turnover among Gen Z employees by 20% within 12 months by
launching mentorship programs and conducting quarterly evaluations.”

Art Festival:
Vague: “Host a festival for local artists.”
Timely: “Host a community art festival by September 1, with artist recruitment completed by June
15 and promotions starting by July 1.”

Timeliness transforms goals from ideas into actionable
priorities. Without deadlines, goals risk becoming wishful
thinking, easily overshadowed by other demands. Setting
clear timelines ensures consistent progress and builds
momentum toward achieving your objectives.

Why Timeliness Matters

Why Timeliness Matters

Chapter 6: 
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Step 1: Write down your goal.
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Organize a community art festival.”

Step 2: Break it into time-bound milestones.
Gen Z Retention:

March: Launch mentorship programs.
June: Conduct the first round of exit interviews.
September: Evaluate progress and adjust strategies.

Gen Z Retention:
March: Launch mentorship programs.
June: Conduct the first round of exit interviews.
September: Evaluate progress and adjust strategies.

23

Practical Exercise:
Establishing Timely Goals
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3. Account for Contingencies
Build buffer time into your schedule to accommodate
unexpected challenges.
Gen Z Retention: “Schedule an extra week in April to address
unforeseen onboarding issues.”
Art Festival: “Add a two-week buffer before the festival for last-
minute adjustments.”

4. Create a Feedback Schedule
Regular reviews ensure goals stay on track.
Gen Z Retention: “Hold monthly HR check-ins to review retention data.”
Art Festival: “Host biweekly planning meetings to address progress and roadblocks.”
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Step 3: Add buffer time to each milestone.
Example: Add two weeks for potential delays in recruiting artists or onboarding mentors.

Coordinating a global team presents unique challenges, particularly when members are spread across
multiple time zones. To ensure consistent progress and meet critical deadlines, I implemented a time-
sensitive approach grounded in the principles of timeliness and collaboration.

The Challenge: Aligning a team across four continents required overcoming time zone differences and
varied work schedules.

The Plan:
Set Clear Timelines: Tasks were divided into weekly milestones to ensure continuous progress.
Implement a Handoff System: Teams completed tasks during their work hours and handed off
progress updates to the next team starting their day.
Optimize Overlapping Hours: Scheduled key meetings during the few overlapping hours
available, prioritizing high-impact discussions.

Adjustments: When a critical deliverable was delayed, we reassessed
priorities and extended the timeline for that specific milestone while
keeping the overall project launch date intact.

The Outcome: The team successfully met the product launch deadline.
By incorporating a structured timeline, collaborative strategies, and
buffer time, we ensured consistent progress and seamless
communication despite time zone differences.

Real-Life Example: 
Managing Timelines Across Time Zones
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Timeliness is about more than just setting deadlines—it’s about creating systems that accommodate
real-world challenges while maintaining focus and urgency. By incorporating clear milestones,
collaborative strategies, and flexible adjustments, even the most complex goals can be achieved on
time.

This example illustrates how timeliness aligns with the SMARTER framework:

Specific: The team set clear objectives for each milestone.
Measurable: Weekly progress was tracked to ensure alignment with the timeline.
Achievable: The plan accounted for global schedules and realistic workload distribution.
Risky: Coordinating across time zones involved challenges in communication and task
dependencies.
Timely: Defined deadlines maintained focus and urgency.
Exciting: Launching a global product motivated the team to collaborate effectively.
Rewarding: Achieving the deadline strengthened team morale and built trust for future projects.

1. Unrealistic Timelines
Challenge: Overly ambitious schedules can lead to burnout.
Solution: Evaluate resource availability before setting deadlines.

2. Lack of Progress Reviews
Challenge: Small issues can escalate without regular check-ins.
Solution: Schedule recurring meetings to assess progress.

3. Rigid Deadlines
Challenge: Inflexibility can derail projects when unexpected challenges arise.
Solution: Build flexibility into your schedule and be prepared to adapt.

REMEMBER

The SMARTER Connection

Avoiding Common Pitfalls
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Making Goals Exciting

When you’re genuinely excited about a goal, your brain releases dopamine—a
neurotransmitter that fuels motivation and focus. Excitement turns the process of goal
achievement into something you look forward to, even when the work gets tough.

Consider the difference between these approaches:

1. Connect to Personal or Organizational Values
Gen Z Retention: Link the mentorship program to broader goals, such as fostering a
culture of growth and inclusion.
Art Festival: Tie the event to values like community engagement or supporting the arts.

Gen Z Retention:
Obligatory: “We have to reduce turnover rates.”
Exciting: “Let’s build a mentorship program that empowers Gen Z employees to thrive in their
roles and see their potential for growth here.”

Art Festival:
Obligatory: “We need to host an event for local artists.”
Exciting: “Let’s create a vibrant community celebration that showcases our local talent and brings
people together for a day of inspiration.”

In both cases, connecting the goal to a larger purpose makes it meaningful and energizing.

Excitement is the engine of purposeful action. Without it,
goals can feel like another box to check on a never-ending
to-do list. With it, goals become a source of energy,
creativity, and resilience. Excitement keeps you motivated
through challenges and helps you stay connected to the
"why" behind your aspirations.

Why Excitement Matters

How to Make Goals Exciting

Chapter 7: 
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Step 1: Write down your goal.
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Organize a community art festival.”

Step 2: Write why this goal excites you.
Gen Z Retention: “This program will help young employees see a future here and strengthen
our organization’s culture.”
Art Festival: “This event will bring people together and showcase the incredible talent in our
community.”

Practical Exercise:
Infusing Excitement into Your Goals
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2. Visualize Success
Picture what achieving your goal looks and feels like.
Gen Z Retention: Imagine the feedback from a mentee who
credits the mentorship program for their career growth.
Art Festival: Envision families enjoying the event, artists sharing
their stories, and the sense of accomplishment afterward.

3. Involve Others
Collaboration often amplifies excitement by bringing diverse perspectives.
Gen Z Retention: Form a committee of Gen Z employees to co-design the mentorship program.
Art Festival: Invite artists and community leaders to help shape the event’s vision.

4. Celebrate Milestones
Recognizing progress keeps enthusiasm high.
Gen Z Retention: Celebrate the launch of the mentorship program with a company-wide
announcement.
Art Festival: Mark each sponsorship secured or artist recruited as a step toward success.
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Step 3: Visualize the impact of success.
Gen Z Retention: “Employees feeling valued and choosing to stay longer with the company.”
Art Festival: “A packed venue with artists thriving and attendees inspired.”

Step 4: Plan small celebrations for milestones.
Gen Z Retention: “Host a lunch to celebrate the first quarter’s results.
Art Festival: “Share artist spotlights on social media leading up to the event.

Christopher, a talented photographer based in New Orleans, initially focused on capturing local
events. I first met him in 2023 when I hired him for a speaking engagement. At the time, Christopher
had not considered expanding his work beyond his city. However, in 2024, he began dreaming about
becoming a traveling photographer, inspired by the idea of combining his passion for photography
with his love of exploring new places.

Unsure how to make his dream a reality, Christopher shared this aspiration with his wife, who
encouraged him to pursue travel opportunities. That same year, I contacted him with an offer to travel
to Las Vegas and photograph another speaking engagement. Christopher recognized this as the
perfect opportunity to turn his dream into an actionable goal.

Christopher’s story illustrates how connecting a goal to personal passions
and aligning it with the SMARTER framework can transform an aspiration into
a meaningful accomplishment.

How Christopher’s Goal Aligns with SMARTER:
Specific: Christopher identified a clear goal—to become a
traveling photographer.
Measurable: His first assignment in Las Vegas became a tangible
milestone toward achieving his larger dream.
Achievable: Starting with one manageable assignment allowed
Christopher to build confidence and momentum.
Risky: Saying “yes” to a travel opportunity required stepping out
of his comfort zone and adapting to a new environment.
Timely: The offer came at the perfect moment in 2024, providing
a timely chance to act on his aspirations.
Exciting: The combination of photography and travel fueled
Christopher’s passion and motivation.
Rewarding: Successfully completing the assignment validated his
dream and positioned him to market himself as a traveling
photographer.

Real-Life Example: 
Christopher’s First Travel Assignment
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Excitement fuels perseverance. When your goals align with your values and passions, they become a
source of energy and inspiration. By making your goals exciting, you’ll find the drive to overcome
challenges and maintain focus. In the next chapter, we’ll explore how to ensure your goals lead to
rewarding outcomes that sustain your motivation.

1. Lack of Alignment
Challenge: Goals that don’t resonate with your values can feel like obligations.
Solution: Ensure every goal connects to something meaningful.

2. Ignoring Small Wins
Challenge: Overlooking progress can diminish excitement.
Solution: Celebrate achievements, even small ones.

3. Overemphasis on Outcomes
Challenge: Focusing only on the finish line can sap motivation.
Solution: Find joy in the journey by appreciating the process.

REMEMBER
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Avoiding Common Pitfalls



Ensuring Rewarding Outcomes

Every time you celebrate progress, your brain releases dopamine, creating a positive feedback
loop that strengthens your motivation. This isn’t just about feeling good—it’s about creating a
biological response that keeps you engaged and resilient.

Consider these examples:

1. Intrinsic Rewards
Derived from personal satisfaction, growth, and purpose.
Gen Z Retention: Seeing employees thrive and remain engaged provides a sense of
accomplishment.
Art Festival: The joy of building community and supporting local talent.

2. Extrinsic Rewards
Tangible benefits such as recognition, financial incentives, or celebrations.
Gen Z Retention: Offering bonuses for program participation or highlighting mentors at
company events.
Art Festival: Providing certificates of appreciation to artists and volunteers.

Gen Z Retention:
 Imagine celebrating the success of a mentorship program with a recognition event, showing
mentees and mentors their efforts are valued.

Art Festival:
Picture a post-event gathering to thank volunteers and artists, highlighting the impact of their
contributions.

In both cases, rewards recognize the effort and reinforce the value of the goal.

Rewards are more than just an endpoint—they’re a critical
part of sustaining motivation. A well-designed reward
system not only celebrates success but also reinforces the
habits and choices that lead to achievement. When rewards
align with your values, they add meaning to the process and
inspire continued effort.

Why Rewards Matter

Types of Rewards

Chapter 8: 
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Step 1: Identify potential goal. 
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Organize a community art festival.”

Step 2: List potential rewards.
Gen Z Retention: 

Intrinsic: Positive feedback from mentees.
Extrinsic: Annual recognition event for mentors.

Art Festival: 
Intrinsic: Building connections with local artists.
Extrinsic: Public acknowledgment for volunteers and sponsors.
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1. Define What Feels Rewarding
Rewards should resonate with the individuals or teams involved.
Gen Z Retention: Ask employees what forms of recognition matter most to them.
Art Festival: Survey volunteers and artists about preferred acknowledgments.

2. Celebrate Milestones Along the Way
Don’t wait until the goal is fully achieved to celebrate.
Gen Z Retention: Host a lunch after the first quarter to share positive feedback from
mentees.
Art Festival: Share behind-the-scenes updates on social media to build excitement and
highlight progress.

3. Balance Immediate and Long-Term Rewards
Immediate rewards keep momentum high, while long-term rewards sustain commitment.
Gen Z Retention: Offer certificates for mentors after their first six months and plan an annual
awards ceremony for long-term contributors.
Art Festival: Provide free merchandise to artists and volunteers during the event and share
event photos in a post-festival thank-you email.

How to Ensure Goals Are Rewarding

Practical Exercise:
Designing Reward System
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Step 3: Plan when and how to deliver rewards.
Gen Z Retention: “Distribute mentor certificates after
six months and hold an appreciation lunch annually.”
Art Festival: “Thank artists with personalized notes
and feature their work on social media post-event.”
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Victor, a university professor, longed to teach and travel with the Semester at Sea program. For years,
the demands of his academic schedule kept him from pursuing this dream. Instead of abandoning it,
Victor worked strategically. When his application was approved, he aligned his Semester at Sea
teaching schedule with a yearlong sabbatical from the university. This timing allowed him to fully
embrace the adventure of teaching abroad without the added stress of juggling his regular academic
responsibilities.

Victor’s Rewards Aligned with the SMARTER Framework:

Specific: Victor identified a clear objective—to teach and travel with the Semester at Sea program
during a yearlong sabbatical.
Measurable: Milestones such as the approval of his application and the successful alignment of
his teaching schedule with his sabbatical provided measurable progress.
Achievable: By coordinating his sabbatical with the program, Victor ensured that his goal was
realistic and balanced with his professional responsibilities.
Risky: Teaching in a new and unfamiliar international environment required Victor to step outside
his comfort zone and adapt to new academic and cultural contexts.
Timely: He set a definitive timeline, ensuring his Semester at Sea participation fit seamlessly within
his sabbatical year.
Exciting: The opportunity to combine teaching with global travel kept Victor inspired and
motivated throughout the process.
Rewarding: Achieving his goal offered multiple rewards. Intrinsically, Victor’s passion for teaching
was reignited, and his perspective was broadened. Extrinsically, his academic credentials were
enhanced, and his students benefited from fresh, globally-informed insights.

Real-Life Example: 
Victor’s Semester at Sea
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1. Generic Rewards
Challenge: Generic rewards can feel insincere.
Solution: Customize rewards to reflect individual or team contributions.

2. Overlooking Progress
Challenge: Focusing only on the endpoint can diminish motivation.
Solution: Celebrate incremental wins to keep the momentum high.

3. Uneven Distribution of Rewards
Challenge: Recognizing some contributors while ignoring others can harm morale.
Solution: Ensure everyone involved feels appreciated.

Rewards sustain success. By thoughtfully designing both intrinsic and extrinsic rewards, you ensure
that achieving your goals is as fulfilling as the journey itself. In the next chapter, we’ll combine all the
SMARTER elements to create a cohesive plan for achieving your goals.

REMEMBER

Avoiding Common Pitfalls
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Creating Your SMARTER Goal Plan

Goals often fail due to a lack of structure, not a lack of ambition. A detailed plan:

Focuses Efforts: Ensures clarity and avoids wasted energy.
Drives Accountability: Makes it easier to track progress and maintain commitment.
Builds Confidence: Breaks big goals into manageable steps.

Consider these examples:

Gen Z Retention: Instead of saying, “We need to improve retention,” a detailed plan focuses on
actionable steps like launching mentorship programs and measuring turnover quarterly.
Art Festival: Rather than vaguely aiming to “host a festival,” a plan outlines tasks like recruiting
artists, securing sponsorships, and promoting the event.

 1. Define Your Goal Using SMARTER Principles
Example 1: Gen Z Retention

Intrinsic: Positive feedback from mentees.
Specific: “Reduce voluntary turnover among Gen Z employees by 20% within a year.”
Measurable: “Track turnover rates monthly and engagement scores quarterly.”
Achievable: “Pilot mentorship programs in one department before scaling.”
Risky: “Invest in new onboarding processes with unknown immediate ROI.”
Timely: “Launch programs by Q1 and review outcomes quarterly.”
Exciting: “Build a culture of growth and inclusion.”
Rewarding: “Celebrate program success with an annual awards event.”

A SMARTER goal plan is more than a list of aspirations—it’s a
roadmap for action, accountability, and achievement. By
combining all the elements of the SMARTER framework, you
can create goals that are clear, measurable, and deeply
motivating.

Each component—Specific, Measurable, Achievable, Risky,
Timely, Exciting, and Rewarding—intertwines to ensure your
goals are both actionable and inspiring.

Why a Plan Matters

Types of Rewards

Chapter 9: 
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 Example 2: Art Festival
Specific: “Host a community art festival by September 1 with 20 artists.”
Measurable: “Raise $5,000 in sponsorships and attract 500 attendees.”
Achievable: “Recruit artists monthly to meet the 20-artist goal.”
Risky: “Offer free entry, relying on sponsorships for funding.”
Timely: “Secure permits by April and start promotions by July.”
Exciting: “Create a vibrant community event celebrating local talent.”
Rewarding: “Recognize volunteers and artists with a post-event thank-you gathering.”

2. Break the Goal into Actionable Steps
Example 1: Gen Z Retention

Q1: Launch mentorship program pilot.
Q2: Collect feedback from participants and refine the program.
Q3: Scale the program company-wide.

Example2: Art Festival
Q1: Secure venue and permits.
Q2: Confirm artist lineup and sponsorships.
Q3: Launch promotional campaign.

3. Assign Responsibilities
Gen Z Retention: Assign HR to oversee the mentorship program and
department managers to support mentees.
Art Festival: Create committees for logistics, artist recruitment, and
marketing.

4.  Set Milestones
Gen Z Retention:

Month 3: Complete mentor training.
Month 6: Achieve a 10% reduction in turnover.

Art Festival:
Month 3: Confirm 50% of artists and sponsors.
Month 6: Begin promotional activities.

5. Prepare for Risks
Gen Z Retention:

Risk: Managers may resist mentorship roles.
Mitigation: Offer incentives or reduce mentorship workload.

Art Festival:
Risk: Sponsorship goals may not be met.
Mitigation: Charge a small entry fee as a backup.
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Professor Carrera, an arts instructor at Reedley College in California, dreamed of showcasing her work
across the West Coast but faced significant challenges. Geographically located in a small, rural area,
she struggled to access larger metropolitan art markets. Combined with a full teaching schedule, these
constraints made regular travel to galleries nearly impossible.

To overcome these challenges, Professor Carrera developed a SMARTER goal plan to grow her visibility
while balancing her personal and professional commitments:

Specific: Her goal was to display her artwork in three major galleries along the West Coast within
one year.
Measurable: Success was defined by the number of galleries showcasing her work and feedback
from attendees and curators.
Achievable: She enlisted the help of friends in different cities (including me) to deliver and ship her
artwork, allowing her to participate in exhibitions without the need for frequent travel.
Risky: Sending artwork to galleries without being there to oversee installations involved trust and a
willingness to relinquish control.
Timely: She established clear deadlines for submitting pieces, ensuring her work aligned with each
gallery’s exhibition schedule.
Exciting: The prospect of connecting with broader audiences energized her and kept her
motivated to create new pieces.
Rewarding: The success of her first gallery appearance boosted her confidence, led to invitations
to additional exhibitions, and strengthened her reputation in the art community.

Real-Life Example: 
Professor Carrera’s Creative Growth

 5. Plan Rewards
Gen Z Retention: Host an appreciation lunch for mentors
after six months and highlight success stories.
Art Festival: Thank artists with personalized notes and
feature them on social media post-event.
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1. Overlooking Key Components
Challenge: Ignoring even one SMARTER element can weaken the goal.
Solution: Use a checklist to ensure all components are addressed.

2. Skipping Regular Reviews
Challenge: Without progress checks, small issues can derail the plan.
Solution: Schedule monthly or quarterly reviews.

3. Failing to Adapt
Challenge: Rigidity can lead to frustration when challenges arise.
Solution: Stay flexible and adjust the plan as needed.

A SMARTER goal plan creates clarity and momentum. By combining all elements of the framework, you
turn ambitious ideas into actionable realities. In the next chapter, we’ll explore how to monitor
progress and adapt goals as needed to ensure long-term success.

REMEMBER

Avoiding Common Pitfalls
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Monitoring and Adjusting Goals

Even the best plans encounter challenges. Regularly monitoring your progress helps you:

Stay on Track: Identify when you’re on course and when adjustments are needed.
Maintain Momentum: Celebrate progress, which fuels motivation.
Learn and Grow: Use insights from the journey to refine your approach.

For example:

Gen Z Retention: If exit interviews reveal mentees want more structured guidance, you can adjust
mentorship training.
Art Festival: If ticket sales are lower than expected, you can ramp up promotional efforts on social
media.

Goals are dynamic. Effective progress tracking is about
more than just checking boxes—it’s about learning from
experience, staying adaptable, and ensuring consistent
movement toward success. Monitoring progress allows you
to make timely adjustments and maximize your chances of
achieving your SMARTER goals.

Why Monitoring and Adjusting Matter

Steps to Monitor Progress

Chapter 10: 
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1. Create Feedback Loops
Regularly review performance metrics and collect feedback.
Gen Z Retention: Schedule monthly reviews of turnover rates and mentorship
participation.
Art Festival: Conduct weekly meetings to assess artist signups and sponsorship
commitments.

2. Establish Checkpoints
Regularly review performance metrics and collect feedback.
Gen Z Retention: Schedule monthly reviews of turnover rates and mentorship
participation.
Art Festival: Conduct weekly meetings to assess artist signups and sponsorship
commitments.
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3. Document Progress
Maintain detailed records of achievements, challenges, and adjustments.
Gen Z Retention: Use a dashboard to track participation and feedback.
Art Festival: Log commitments from artists and businesses in a shared spreadsheet.

4. Incorporate Stakeholder Feedback
Engage those involved in the process for their perspectives.
Gen Z Retention: Conduct surveys with mentors and mentees.
Art Festival: Gather feedback from artists and volunteers on event logistics.

1. Create Feedback Loops
Regularly review performance metrics and collect feedback.
Gen Z Retention: Schedule monthly reviews of turnover rates and mentorship
participation.
Art Festival: Conduct weekly meetings to assess artist signups and sponsorship
commitments.

2. Establish Checkpoints
Break the goal into smaller milestones and review progress at
each step.
Gen Z Retention: “Evaluate engagement scores after each
quarter.”
Art Festival: “Assess sponsorship progress at the halfway
mark.”

3. Document Progress
Maintain detailed records of achievements, challenges, and
adjustments.
Gen Z Retention: Use a dashboard to track participation and
feedback.
Art Festival: Log commitments from artists and businesses in a
shared spreadsheet.

4. Incorporate Stakeholder Feedback
Engage those involved in the process for their perspectives.
Gen Z Retention: Conduct surveys with mentors and mentees.
Art Festival: Gather feedback from artists and volunteers on
event logistics.

Steps to Monitor Progress

39



40

© 2024 Harden Consulting Group, LLC. All Rights Reserved 

Shelvia, founder of The Denine Company—a line of spa products
including bath salts, bombs, and oils—set a bold goal to triple her
wholesale accounts within six months. While her products had strong
online sales, expanding into retail and achieving broader recognition
required a strategic shift. Ultimately, her persistence and adaptability led
to her products being featured in gift bags for prestigious events,
including the NFL Super Bowl and the NAACP Awards.

Monitoring Progress
Initial Challenges: Shelvia’s initial outreach to boutique stores didn’t yield results. Many potential
clients didn’t respond to her proposals, citing budget constraints or a lack of perceived value.
Creating Feedback Loops: Shelvia began asking store managers for detailed feedback. She learned
that her product packaging and marketing materials didn’t align with boutique retail aesthetics.
Documenting Metrics: She tracked key metrics such as email open rates, responses, and
successful follow-ups weekly.

Adjusting the Plan
Identifying Gaps: By the three-month mark, Shelvia had secured only five new wholesale accounts,
far from her target of 20. She realized she needed to enhance her product presentation and focus
on specific niches like luxury spas and high-end boutiques.
Reassessing Resources: Shelvia invested in professional branding services to refine her packaging
and partnered with a marketing consultant to position her products as premium offerings.
Revising Timelines: Recognizing the time needed to overhaul her branding and reapproach
potential clients, Shelvia extended her timeline by three months.
Realigning Priorities: Shelvia refocused her efforts on aligning her products with high-profile
opportunities, such as gift bags for national events. She targeted organizations like the Super Bowl
Host Committee and the NAACP Awards, successfully securing spots in their exclusive gift packages.

Outcome: Through consistent monitoring and strategic adjustments, Shelvia not only tripled her
wholesale accounts within nine months but also gained significant exposure. Having her products
featured in Super Bowl and NAACP Awards gift bags elevated her brand, opening doors to new markets
and increasing her annual revenue by 60%.

Real-Life Example: 
Shelvia and The Denine Company



Step 1: Write down your goal.
Gen Z Retention: “Reduce turnover by 20%.”
Art Festival: “Host a community art festival by September 1.”

Step 2: Define checkpoints for monitoring progress.
Gen Z Retention: “Review mentorship participation rates monthly and
collect feedback quarterly.”
Art Festival: “Assess artist signups every two weeks.”

Step 3: Identify potential adjustments.
Gen Z Retention: “Offer targeted training if feedback reveals gaps in
mentor skills.”
Art Festival: “Launch a secondary social media campaign if ticket
sales lag.”

Practical Exercise:
Monitoring and Adjusting Your Goal
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1. Overlooking Key Components
Challenge: Ignoring even one SMARTER element can weaken the
goal.
Solution: Use a checklist to ensure all components are addressed.

2. Neglecting Regular Reviews
Challenge: Small issues can escalate without timely adjustments.
Solution: Commit to a consistent schedule for progress reviews.

3. Resisting Change
Challenge: Sticking to a failing plan can waste time and resources.
Solution: View adjustments as opportunities, not setbacks.

4. Focusing Solely on Data
      Challenge: Numbers alone don’t tell the whole story.
      Solution: Pair data with qualitative feedback for a complete picture.

Monitoring ensures accountability, and adjustments sustain progress. By staying flexible and
responsive, you can overcome challenges and ensure your goals remain achievable and impactful.

In the next chapter, we’ll explore the power of celebrating achievements to reinforce success and
building future momentum. 

REMEMBER

Avoiding Common Pitfalls
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Celebrating Achievements

Celebration isn’t just about the destination; it’s about appreciating the progress made along the
way. Recognizing achievements:

Boosts Morale: Reinforces the value of effort and commitment.
Builds Momentum: Energizes you to take on the next challenge.
Strengthens Teams: Creates a sense of shared success and camaraderie.

Consider these examples:

Gen Z Retention: Celebrate the launch of a successful mentorship program with a
recognition lunch for mentors and mentees.
Art Festival: Host a post-event gathering to thank volunteers, sponsors, and artists for their
contributions.

Celebrating achievements is more than just acknowledging
success—it’s about reinforcing positive behaviors,
maintaining motivation, and creating momentum for future
goals. Every accomplishment, no matter how small,
deserves recognition. Celebrating provides a moment to
reflect, appreciate the journey, and refocus on what’s next.

Why Celebration Matters

How to Celebrate Effectively

Chapter 11: 
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1. Acknowledge Progress, Not Just Outcomes
Celebrating small wins along the way keeps enthusiasm high.
Gen Z Retention: Recognize milestones such as completing mentor training or collecting positive
feedback from mentees.
Art Festival: Celebrate each sponsorship secured or artist signed up.

2. Personalize Celebrations
Tailor recognition to what matters most to the individuals or teams involved.
Gen Z Retention: Highlight individual mentors who have gone above and beyond.
Art Festival: Offer personalized thank-you notes or public acknowledgments for top contributors.
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3. Tie Celebrations to Purpose
Connect the celebration to the larger goal to reinforce its
significance.
Gen Z Retention: Emphasize how the mentorship program
supports organizational culture and employee growth.
Art Festival: Highlight the event’s impact on promoting local
artists and community engagement.

4. Tie Create Lasting Memories
Make celebrations meaningful by creating experiences that participants will remember.
Gen Z Retention: Host a photo session with mentors and mentees to commemorate their
contributions.
Art Festival: Capture event highlights and share them in a recap email or on social media.

Tracy, owner of Trixxie’s Desserts, started her dessert business from her home kitchen, selling
caramels, granola, cookies, and mini bundt cakes at farmers’ markets. Over time, she built a loyal
customer base and established herself as a creative and dependable baker. Tracy’s big
breakthrough came when her desserts were selected for a high-profile charity gala. The exposure
brought new opportunities, including partnerships with local businesses and catering requests for
corporate events.

To celebrate this milestone, Tracy hosted an open house at her bakery, inviting loyal customers
and community members to sample her products and share in her success. Tracy’s approach
aligned with the SMARTER framework:

Specific: Tracy set a clear goal to expand her visibility by participating in high-profile events.
Measurable: She gauged success by tracking post-event customer engagement and sales.
Achievable: Participating in one gala allowed Tracy to test her capacity for larger events.
Risky: Preparing for the gala stretched her team’s limits and required extra resources.
Timely: The event created a deadline that helped Tracy and her team stay focused.
Exciting: The opportunity to showcase her desserts at a prestigious event kept Tracy motivated.
Rewarding: The open house not only celebrated her achievement but also strengthened her
connection with her community and team.

Real-Life Example: 
Tracy’s Sweet Milestone



Step 1: Identify a milestone to celebrate.
Gen Z Retention: “Launch of the mentorship program.”
Art Festival: “Completion of artist recruitment.”

Step 2: Choose a meaningful way to celebrate.
Gen Z Retention: Host a lunch for mentors and mentees, featuring
success stories.
Art Festival: Send personalized thank-you notes to each artist and
highlight them on social media.

Step 3: Reflect on the impact.
Gen Z Retention: Share feedback from mentees about how the
program has helped them grow.
Art Festival: Share attendee testimonials and artist feedback to
highlight the event’s success.

Practical Exercise:
Planning Your Celebration
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Outcome: Tracy’s success at the gala led to new business opportunities, including her products
being featured in gift bags for regional conferences and award shows.

1. Skipping Celebrations
Challenge: Neglecting to celebrate progress can diminish morale.
Solution: Build celebrations into your timeline as natural endpoints to
milestones.

2. Generic Recognition
Challenge: Broad acknowledgments can feel insincere.
Solution: Personalize celebrations to reflect the unique contributions of
individuals or teams.

3. Overemphasizing End Results
Challenge: Focusing solely on the final outcome can overshadow the effort and
learning along the way.
Solution: Celebrate both milestones and the ultimate achievement.

Celebration is the fuel for future success. By taking the time to acknowledge achievements, you
reinforce positive behaviors, inspire continued effort, and create lasting memories of accomplishment.
In the next chapter, we’ll explore how to extend the SMARTER framework to long-term aspirations and
create sustainable success.

REMEMBER

Avoiding Common Pitfalls
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Long-Term Goal Planning

Long-term goals create a roadmap for significant change and growth. They help you:

Focus on the Big Picture: Stay aligned with your core values and vision.
Build Resilience: Cultivate the discipline and patience needed for sustained effort.
Achieve Meaningful Impact: Make changes that leave a lasting legacy.

For example:

Gen Z Retention: A long-term goal might be to establish a company culture that consistently attracts
and retains top Gen Z talent over the next five years.
Art Festival: A long-term aspiration could be to transform the festival into an annual signature event
that draws thousands and becomes a key cultural highlight for the community.

Long-term goals are where vision and ambition intersect.
These goals are often the most transformative, shaping not
only what we accomplish but also who we become. While
they may feel daunting, long-term goals provide direction,
purpose, and a framework for sustained success.

Why Long-Term Goals Matter

How to Plan Long-Term Goals

Chapter 12: 
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1. Start with the Vision
Define what success looks like at the end of your timeline.
Gen Z Retention: “By 2029, our company will have the lowest turnover rate in the industry for
employees under 30.”
Art Festival: “By 2026, the festival will feature 50 artists annually and draw over 3,000 attendees.”

2. Break Goals into Manageable Phases
Long-term goals can feel overwhelming without clear stages.
Gen Z Retention:

Phase 1: Implement foundational programs (mentorship, onboarding).
Phase 2: Scale successful initiatives company-wide.
Phase 3: Build a reputation as an employer of choice.

Art Festival:
Phase 1: Establish a core team and community connections.
Phase 2: Expand artist participation and sponsorships.
Phase 3: Develop a regional marketing strategy to attract broader audiences.
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3.Set Intermediate Milestones
Milestones provide natural checkpoints to evaluate progress.
Gen Z Retention:

Year 1: Reduce turnover by 20%.
Year 3: Achieve industry benchmark for retention rates.
Year 5: Develop a leadership pipeline from within the Gen Z cohort.

Art Festival:
Year 1: Secure 20 artists and 500 attendees.
Year 3: Increase participation to 35 artists and 1,500 attendees.
Year 5: Establish the festival as a regional attraction.

3.Set Intermediate Milestones
Milestones provide natural checkpoints to evaluate progress.
Gen Z Retention:

Year 1: Reduce turnover by 20%.
Year 3: Achieve industry benchmark for retention rates.
Year 5: Develop a leadership pipeline from within the Gen Z
cohort.

Art Festival:
Year 1: Secure 20 artists and 500 attendees.
Year 3: Increase participation to 35 artists and 1,500 attendees.
Year 5: Establish the festival as a regional attraction.

4. Build in Flexibility
Circumstances will change, and goals should adapt accordingly.
Gen Z Retention: Adjust strategies based on feedback from surveys and industry trends.
Art Festival: Modify plans to incorporate emerging technologies or community needs.

Angela, a nurse in Iowa, always dreamed of becoming a traveling nurse and seeing the country while
helping patients in various regions. However, family responsibilities and location constraints kept her
from pursuing this ambition for many years. Angela knew she couldn’t achieve her goal until her
children were older and more self-sufficient.

Once her children reached middle school age, Angela created a long-term plan to transition into
traveling nursing. Recognizing that her small-town location in Iowa limited her opportunities, she
relocated her family to the East Coast, where traveling nurse positions were more abundant and
regional connections would help her build her career.

Real-Life Example: 
Angela’s Path to Becoming a Traveling Nurse

46



© 2024 Harden Consulting Group, LLC. All Rights Reserved 

Specific: Angela’s vision was to become a full-time traveling
nurse within five years, focusing on high-demand areas such
as critical care and surgical units.

Measurable: She set clear milestones, including earning specialized certifications and securing her
first traveling nurse contract.
Achievable: Angela broke her goal into manageable steps, such as updating her credentials, joining
travel nurse agencies, and relocating to an area with more opportunities.
Risky: Relocating her family from Iowa to the East Coast involved financial and emotional risks but
was necessary to achieve her goal.
Timely: Angela set a timeline of five years, giving her enough time to prepare her family and career
for the transition.
Exciting: The idea of exploring new places while advancing her nursing career kept Angela
motivated.
Rewarding: Angela’s success provided her with a renewed sense of purpose and financial
independence, while inspiring her children to pursue their own ambitions.

Outcome: Within four years, Angela secured her first traveling nurse assignment. Her career
transition not only fulfilled a lifelong dream but also allowed her to make a meaningful impact in
different communities, all while maintaining a balance between her personal and professional life.

Angela’s SMARTER Long-Term Plan:

Step 1: Write down your long-term vision.
Gen Z Retention: “Build a company culture that retains 90% of Gen Z hires by 2029.”
Art Festival: “Create an annual festival that becomes a regional cultural highlight by 2026.”

Step 2: Break it into phases and milestones.
Gen Z Retention:

Phase 1: Launch mentorship and onboarding programs (Year 1).
Phase 2: Establish a leadership development track (Year 3).
Phase 3: Achieve top industry rankings for retention (Year 5)
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Practical Exercise:
Monitoring and Adjusting Your Goal
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1. Losing Sight of the Big Picture
Challenge: Getting bogged down in details can derail focus.
Solution: Revisit your vision regularly to stay aligned.

2. Skipping Progress Reviews
Challenge: Without regular checkpoints, it’s easy to drift off course.
Solution: Build milestones into your timeline.

3.Rigid Plans
Challenge: Unwillingness to adapt can hinder progress when circumstances change.
Solution: Embrace flexibility as part of the process.

Long-term goals are a journey of growth and transformation. By breaking them into manageable
phases, setting milestones, and staying flexible, you can turn ambitious visions into achievable realities.
In the next chapter, we’ll bring everything together with a conclusion and actionable next steps.

REMEMBER

Avoiding Common Pitfalls
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Art Festival:
Phase 1: Recruit 20 artists and 500 attendees (Year 1).
Phase 2: Expand to 35 artists and 1,500 attendees (Year 3).
Phase 3: Partner with regional organizations for marketing (Year 5).

Step 3: Identify resources and support.
Gen Z Retention: Dedicated HR personnel, external consultants, and budget for training
programs.
Art Festival: Partnerships with local businesses, sponsorships, and volunteer teams.

Step 4: Plan regular reviews.
Schedule annual reviews to assess progress and make necessary adjustments



Conclusion and Next Steps

Let’s revisit the key components:

Specific: Clear goals eliminate ambiguity and create direction.
Gen Z Retention: “Reduce turnover among Gen Z employees by 20%.”
Art Festival: “Host a community art festival by September 1, featuring 20 local artists.”

Measurable: Progress tracking ensures accountability and momentum.
Gen Z Retention: Monitor turnover rates and mentorship participation.
Art Festival: Track artist recruitment and ticket sales.

Achievable: Goals should stretch your capabilities without overwhelming your resources.
Gen Z Retention: Begin with a pilot mentorship program.
Art Festival: Recruit five artists monthly to meet your target.

Risky: Calculated risks drive innovation and meaningful progress.
Gen Z Retention: Invest in mentorship programs with an uncertain immediate ROI.
Art Festival: Offer free entry, relying on sponsorships for funding.

Timely: Deadlines create focus and urgency.
Gen Z Retention: Launch mentorship programs by Q1.
Art Festival: Finalize logistics by August 15.

Exciting: Align goals with values to sustain motivation.
Gen Z Retention: Build a culture of growth and inclusion.
Art Festival: Celebrate local creativity and foster community connection.

Rewarding: Celebrate milestones and achievements to reinforce success.
Gen Z Retention: Host recognition events for mentors and mentees.
Art Festival: Thank artists and volunteers with personalized notes and social media highlights.

The SMARTER framework is more than a goal-setting
tool—it’s a strategy for lasting success. By integrating
Specific, Measurable, Achievable, Risky, Timely, Exciting,
and Rewarding elements into your goals, you create a
system that balances ambition with practicality,
fostering both personal and professional growth.

Reviewing the SMARTER Framework

Chapter 13: 
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1. Choose Your Goal
Start with one SMARTER goal that aligns with your priorities.
Example: “Reduce Gen Z turnover by 20% within a year.”
Example: “Host a community art festival by September 1.”

2. Draft Your Plan
Use the SMARTER framework to create a detailed action plan.
Include timelines, milestones, and resources needed.

3. Commit to Regular Reviews
Schedule monthly or quarterly progress check-ins to assess and adjust your approach.

4. Engage Stakeholders
Involve others in your journey, whether they’re team members, mentors, or community
partners.

5. Celebrate Milestones
Plan small celebrations for incremental progress and a larger celebration upon

              achieving the goal.

Next Steps

Building Momentum

Achieving one SMARTER goal lays the foundation for tackling even
bigger aspirations. Each success builds confidence, reinforces positive
habits, and strengthens your ability to lead and inspire.

For example:

Gen Z Retention: Successful implementation of a mentorship
program can pave the way for additional initiatives like leadership
training or cross-generational collaboration.
Art Festival: A well-executed event can evolve into an annual
tradition, expanding its impact and 
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To deepen your goal-setting practice, consider:

Templates: Create goal-tracking documents or dashboards to organize and monitor progress.
Workshops: Attend or host sessions focused on applying the SMARTER framework.
Mentorship: Seek guidance from those who have achieved similar goals.

Your journey with SMARTER goals is just beginning. By staying connected to your purpose, remaining
flexible in your approach, and celebrating your successes, you can achieve remarkable outcomes. The
SMARTER framework isn’t just about reaching your goals—it’s about growing, learning, and making a
meaningful impact along the way.

REMEMBER

Additional Resources
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SMARTER Goals Worksheet
Worksheet to Support Your 

SMARTER Goal Planning

Your Goal Vision

Goal Statement: Clearly articulate what you want to achieve, specifying who is involved, what
needs to be done, where it will happen, and why it matters.

Success Visualization: Visualize what success looks like for this goal to make it more concrete and
motivating. Include sensory details, such as what you see, hear, or feel, to make the visualization
more vivid.

Current Situation: Where are you now in relation to this goal? Include specific metrics or examples
to describe your starting point. Be as specific as possible to create a strong baseline for tracking
progress.

Strengths: What strengths do you currently have that can help you achieve this goal?
Weaknesses: What weaknesses might hinder your progress?
[Describe your current situation]

Why This Goal Matters: Why is achieving this goal important to you now? How does this goal align
with your long-term values or aspirations? Consider how this goal will impact both your personal
and professional life to provide a more comprehensive perspective on its importance.

[Explain your motivations]

[Write your goal here]
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Available Resources: What resources do you currently have to help achieve this goal? Consider
both tangible and intangible resources, such as past experiences, resilience, or creativity, which can
contribute to your progress.

Skills and Knowledge: (e.g., particular skills, knowledge from past projects, or training that
could support your goal)

Support Network: Identify individuals who have specific skills or knowledge that can assist you,
such as mentors, colleagues, or family members.

Tools and Technology: (e.g., software, apps, or specialized equipment that might be relevant to
achieving your goal)

Time and Energy: 

Financial Resources: 

Initial Challenges: What potential obstacles do you foresee? Consider how each challenge might
impact your timeline or overall motivation, providing deeper insights into your planning.

How might you overcome these challenges? Brainstorm multiple potential solutions for each
challenge to create flexibility and adaptability in your action plan. Prioritize solutions that are
feasible in your current context to focus on actionable strategies. For example, if time constraints
are an obstacle, consider delegating tasks or setting stricter time boundaries for focus. Rank the
feasibility of each solution to help prioritize actionable strategies.
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Notes and Reflections: Use this space for additional thoughts and insights.
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SMARTER Analysis

Specific

Measurable

Goal Details: Clearly define what you want to accomplish. Specify why each goal detail is important
to make this section more insightful and meaningful. [Details]

Who is Involved: Who will be contributing to achieving this goal? [People involved]

Progress Tracking: How will you measure your progress? (e.g., 'Number of hours dedicated per
week,' 'Milestones achieved'). Specify how frequently you will track progress (e.g., weekly, monthly)
to ensure consistency. [Progress indicators]

Success Metrics: What metrics will tell you if you’re on track? Specify both quantitative (e.g.,
number of tasks completed) and qualitative (e.g., feedback received) success metrics to ensure a
comprehensive assessment. Periodically review these metrics to ensure they remain relevant as
the goal progresses [Metrics]
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Growth Areas & Positive Outcomes: What aspects of this goal push you outside your comfort
zone? Consider specific fears or uncertainties you have, as this can help articulate the areas that
are most challenging for you (e.g., public speaking skills or taking on leadership responsibilities).
Note potential positive outcomes from these growth areas to help reframe challenges as
opportunities. [Growth opportunities]

Potential Risks: What challenges might you face, and how will you manage them? [Potential risks
and solutions]

Resources: What resources do you have or need to make this goal achievable? For example,
financial support, mentorship, or specific tools. Are there any gaps in your current resources that
need to be addressed to make the goal realistic? [Resources available/needed]

Support Required: Who can help you along the way? (e.g., mentorship, technical advice, emotional
support). Identify how you can proactively seek out the support you need, such as setting up
regular check-ins with mentors. Specify how frequently you will engage with your support network
to ensure consistency and accountability. [Support network]

Achievable

Risky

Timely

Target Date: When do you aim to complete this goal? Break down the target date into smaller
interim deadlines for different parts of the goal to help stay on track. [Target completion date]

Key Milestones: Identify important milestones and target dates.
[Milestone 1]i.
[Milestone 2]ii.
[Milestone 3]iii.
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Exciting

Rewarding

Motivation: What makes this goal exciting for you? Tie your motivation to a personal value or
vision, which can help sustain excitement even during challenging times. [Personal excitement and
value alignment]

Benefits: What will achieving this goal mean for you and others? Consider both short-term and
long-term benefits to provide a more comprehensive view of the impact of your goal. [Benefits]

Celebration Plans: How will you celebrate progress and achievements? Plan both small and large
celebrations to acknowledge incremental progress, which can help maintain motivation throughout
the process. [Celebration plans]
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Action Steps

Immediate Actions (Next 30 Days): List 3 actions you will take immediately. Prioritize these
actions based on urgency and potential impact. Set deadlines for each action and revisit them
weekly to maintain flexibility and adapt as needed.

[Action 1]i.
[Action 2]ii.
[Action 3]iii.

Resource Plan: What resources do you need to acquire or develop?
Skills/Knowledge needed: 

Tools/Technology required: 

Action Steps

Support/Relationships to build: 

Time/Energy allocation:
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Financial resources needed: [Writing space]

Potential Obstacles: Identify potential challenges and solutions. Consider both internal challenges
(e.g., motivation, confidence) and external challenges (e.g., time constraints, resource limitations)
for a more comprehensive approach.

Challenge 1: 
             Solution: 

Challenge 2: 
             Solution: 

Challenge 3: 
             Solution: 
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Progress and Accountability

Progress and Accountability

Weekly Check-In:
Accomplishments: What did you accomplish this week? Why were these accomplishments
significant, and how do they connect to your larger goals?
Unexpected Successes: Note any unexpected successes or positive surprises to help recognize
incremental progress and stay motivated.
Setbacks: Reflect on any setbacks and how you overcame them to gain valuable insights for
future progress.
Next Week's Goal: Set one small goal for the upcoming week to maintain focus and momentum.

Adjustments: Identify any changes needed to keep moving forward. Consider both internal and
external factors (e.g., personal motivation or shifts in circumstances). Examples include reallocating
time or seeking additional support. Evaluate whether previous adjustments were effective in order
to refine future strategies.

Monthly Assessment: Reflect on the past month. Evaluate the effectiveness of strategies used to
help identify what worked well and what could be improved. Consider which specific strategies you
would like to continue or adapt in the coming month to foster an ongoing improvement mindset.

Key Achievements: 

Lessons Learned: 
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Adjustments Needed: 

 

Support Network: Who will help you achieve this goal?
         Support Person 1:

Name:  
Role:
Support Type: 

         
         Support Person 2:

Name: 
Role:
Support Type: 

Accountability Plan: How will you stay accountable? Identify specific individuals or groups with
whom you will share progress, such as a mentor, friend, or support group.

Check-in Schedule: 

Progress Sharing: 
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Review & Celebration

Milestone Celebrations

Final Review

Milestone 1:
Achievement: 

Celebration: 

Milestone 2:
Achievement: 

Celebration: 

Milestone 3:
Achievement:

Celebration: 

What have you accomplished?
Identify which actions were most effective in reaching your accomplishments, as this can help
refine your future goal-setting process.
Which specific strategies or habits contributed the most to your success?
Summarize your overall progress compared to your initial goal statement to better understand
your journey.
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What have you learned?

How have you grown?

Next Steps

Final Reflection

What goals will you pursue next? Consider how these goals build on your current achievements to
maintain continuity and momentum.

Use this space to reflect on your journey and growth. Consider how your reflections can inform
future goals, which can help you see the value in continual learning and growth. Reflect on both
successes and challenges to foster growth while maintaining motivation. Reflect on how your
personal growth during this process might apply to other areas of your life to enhance the value of
your achievements:

Note: This worksheet is designed to guide you comprehensively through your SMARTER goals, ensuring depth
in planning and accountability throughout your journe
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