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GOALS ALIGNMENT - KEY TO SUCCESS

A Goal answers the questions - why, what, where and how an organization ideally has to be in the near and
far future. A generic phrase to express what an organization should be in next 5 years is ‘A dramatic

increase in stock values’ and a more focused phrase to reach is ‘identifying the organization’s goals and

(o

aligning them with the individual’s goal’s.

In this paper we will go through the following sections.

1) Setting organization goals
2) Setting individual goals
3) Benefits of aligning goals
a) Employee engagement
b) Employee attrition
C) Faster goal achievement
d) Improves the organization’s revenue
e) Higher productivity

4) What Synergita offers

1. SETTING ORGANIZATION GOALS

Aligning organization goals with individual employee goals is the key to success. The thumb rule to be

followed before plunging into the goal setting process is to realize the inner strengths and weakness of the
organization like human capital, finance available, competitive advantage built, etc. It is equally essential to
determine the opportunities and threats to the organization which includes competitors, legal issues affect-

ing the human capital, etc. These strengths, weakness, opportunities and threats are to be given
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appropriate weightage while setting the
organization’s goals.

This organizational goal setting process is
to be followed by defining the department
goals and drip down to individuals’ goals
that eventually contribute to achieve the
organization’s goals. There also exists a
shared accountability between the depart-
ments and between the employees in

many cases which brings in shared goals.

Consider an organization which has four departments
has set its goal to reach 100 Million dollar. Here, the
department goals translate to the following.

@)

@)

Marketing/Sales Department — To acquire 50 new
customers with 1 Million Dollar revenue each.

Product Development — To build the product with
5 new innovative features which can drive new
customer acquisition

Finance Department — To find ways to fund US
operations with expanded sales and operations
team.

HR Department — To recruit new employees as
early as possible and to attain low attrition

Let’s take up a scenario and analyze every step of goal alignment process.

Consider an organization which has four departments has set its goal to reach 100 Million dollar.

Here, the department goals translate to the following.

1. Marketing/Sales Department — To acquire 50 new customers with 1 Million Dollar revenue each.

2. Product Development — To build the product with 5 new innovative features which can drive new customer

acquisition.

3. Finance Department — To find ways to fund US operations with expanded sales and operations team.

4. HR Department — To recruit new employees as early as possible and to attain low attrition.

2. SETTING INDIVIDUALS GOALS

Individual employee goals are set holisti-
cally by the manager and employee
together. It is taken care that employee
goals are aligned to the organization’s

goals and also add value to the employee.

An individual’s goal goes by the SMART
principle. For a goal to be efficient and
achievable, it has to be specific, measura-

ble, attainable, relevant and time-bound.

Considering the above example, the individual
employee goals boil down to:

@)

Marketing/Sales Employee — To acquire 10 new
customers per sales person.

Product development employee — To build the
feature #1 by October 2015.

Finance Department Employee — Find new
methods to keep costs at optimum level.

HR Department Employee — Roll out new employee
engagement activity (eg. Introducing awards
mechanism to the company).



Specific — state exactly what you want to accomplish
« Measurable — an indicator to evaluate the extent to which the goal is met

Attainable — define the action to achieve the goal

Relevant — define the KRA and how is it aligned to the organization’s goals

. Time-bound — define the target date of completion

For a goal to be highly effective, Feedback is another most essential concept apart from the SMART princi-
ple. A goal set and not reviewed on a regular basis is equal to the goal not identified. To achieve the full
essence of a goal, it has to be measured at regular intervals and a feedback of how much is done and how

much to be done is essential. This makes the goal more reachable.

Considering the above example, the individual employee goals boil down to:

1. Marketing/Sales Employee — To acquire 10 new customers per sales person.

2. Product development employee — To build the feature #1 by October 2015.

3. Finance Department Employee — Find new methods to keep costs at optimum level.

4. HR Department Employee — Roll out new employee engagement activity (eg. Introducing awards

mechanism to the company).

When you align the individual goals with overall organization goals like the example shown above, it will lead

to having entire company working with a single objective, to success.

3.1 Employee engagement

According to a Gallup’s study, an employee knowing what is expected out of him forms the basic need of

employee engagement.

It is the manager’s responsibility to have an eye on the key performance indicators like absenteeism, custom-
er rating, productivity, etc which gives insights on the competencies of the employees. These insights

enables in framing goals specific to the individuals.



THE 12 ELEMENTS OF GREAT MANAGING:
THE EMPLOYEE ENGAGEMENT HIERARCHY

Gallup’s research shows that the order in which these 12 emplovee engagement items are asked is important.
When discussing these elements with their teams, managers should focus first on emplovees’ basic needs, then
align their employees and teams’ efforts with the company’s mission, culture, and brand. This alignment helps

companies maximize employee engagement as a key driver of business performance and suceess,
(212, This last year, I have had opportunities at work to learn and grow.
Q11 In the last six months, someone at work has ralked ro me about my progress.

Q0. T have 2 best friend ar work.

Q09 My associates or fellow employees are committed to doing quality work.

QO8. The mission or purpose of my company makes me feel my job is impaortant.
TEAMWORK : : :

Q07 At work, my opinions seem to count.

& Q6. There is someone at work who encourages my development.
a Llﬁ_ﬁ N shpery 1307, OF SOMEeons A Wi :-rL'. BEEME IO Care :||5-nu'|' IVEE G5 5L Person,
INDIVIDUAL Q04 In the last seven days, I have received recognition or praise for doing good work.,

QO03. Ar work, 1 have the opportunity to do what I do best every day.

ﬁ T I L i et do v work right.

mﬁs Q01. 1 know what is expected of me at work. - ]

Communicating and aligning the organization’s goals with that of the individuals’ provide a better line of sight
to the employees about what, where and how they contribute to the organization in reaching the goals. This

improves the credibility to the organization and thus employee morale and engagement.

3.2 Employee attrition

A Gallup poll says that 51% of employees leave their jobs because they feel disengaged with their organiza-
tion. One of the remedies for this disengagement is to provide the employees with their time-bound goals.
Giving a clear path to an employee of what has to be done and by when; increases transparency, reduces
ambiguity and the employee is motivated to complete his tasks.

This when linked with reward system, moti-
A Gallup poll says that 51% of employees leave their

vates an employee more and brings in a jobs because they feel disengaged with their

high performance work culture. CligfelnleEalleli

3.3 Faster goal achievement

The clarity of the goal, vision and path to every individual makes the organization achieve its goals at a faster
pace. For a faster goal achievement, there has to be shared accountability, cascading of goals which com-

plete the alignment process.
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No employee is an island. For an organization to achieve its goal at a faster pace there has to be clear

cascading of goals. For example,

There also has to be accountability between departments. For example, for a sale to be successful, the

product development, marketing and sales has to work together and take up the responsibility wholly.

3.4 Improves the organization’s revenue

Highly motivated, engaged employees are triggered to perform faster and better. Building a high perfor-
mance work culture with goals alignment spills and gives a cascading effect of improving the organization’s

revenue.

3.5 Higher productivity

The employees who clearly understand their goals are more motivated to work. Once employees know how
and how much they contribute to the organization directly, they sense of engagement is higher. The employ-
ees work on getting smarter and better. This increases the operational margins and productivity.

Involving employees in their goal setting process along with their primary managers makes them more

responsible in reaching them.

3.6 Efficient performance appraisals

Dependence on human memory and brains for reviewing an employee’s performance will prove the process
to be ineffective. The ‘Recency’ factor takes its stake, according to which the employee is rated based only

on the recent performance. There are cases in which the rating guidelines are also surpassed.

This error is overcome and performance appraisals are made efficient and transparent by defining specific

goals to an employee based on which the employee is rated.

‘Recency’ factor takes its stake, according to which the employee is rated based only on the
recent performance.



4. BLEND OF TECHNOLOGY AND GOALS ALIGNMENT -
SYNERGITA

4.1 Set goals

This feature allows the managers to set goals for their team. It serves as a target sheet to be achieved by

every employee. It also allows the employee to create his own short term goals and self-appraise.
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4.2 Align Goals

When you define the goal, you can also align that goal with the manager’s goals & also your team members
goals. That way, every individual will align with their manager’s. And, Manager will align with their depart-
ment head; in turn, department heads will align with the CEO. This will give a single unified view of overall

organization goals and how that gets propagated within the organization at different levels.

4.3 Measure goals

Goals can be measured constantly and the employees are tracked. An immediate feedback is given on their
timely performance which makes him more cautious on the work to be yet performed. These goals can be

measured quantitatively on a linear scale and also qualitatively on a behavioral scale.

LLe o AT W oran N e on Lo iom

E=n =
31 RN 3y
15 12 3 Onvvnrichuss
|:--—'-“i g
SMART 3OALS

Propert Retited Dosh

o e et - Ackirand Wl
1 g i FerTTen A

v T ey

4.4 Give reviews

The software pops out reminder for regular performance reviews and also pops the goal completion levels.

This favors the manger in providing authentic reviews and makes the review more transparent.



4.5 Recognize & Reward

The ‘continuous feedback’ feature helps in recognizing and rewarding the good performer. It also helps in

identifying the poor performer and provides opportunities to improve with training suggestions, etc.
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4.6 Dashboards

Highly dynamic dashboards provide the big data on goals, performance, performance reviews and lists the

defaulters.
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A disciplined approach aids in reaching goals. The disciplined approach here involves the goal setting
process at all levels of management, aligning, measuring and tracking them. The pivot that makes the goal
alignment process efficient is the ‘feedback loop’ that identifies and focus to work on the variations. With this

automated process and dynamic dashboards in place hitting the goal is made easy with the help of goal

alignment.
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