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Annual goals help set direction, but teams need clear monthly targets to know what to do

next. A target becomes useful when it is measurable, assigned to an owner and connected to

daily or weekly actions.

Translate outcomes into indicators

Start with the outcome the business needs: profitable sales, faster service, repeat customers, lower

wastage or improved collections. Choose indicators that show both results and the activities that

influence them. Sales revenue alone may hide falling margins or growing unpaid invoices.

Use a baseline before setting a target

Review recent records to establish what is normal. If a service business typically receives 40 enquiries a

month and converts 8 into customers, management can test actions aimed at improving follow-up and

conversion. Do not set targets solely because a number sounds ambitious.

Break annual goals into monthly milestones

A goal to grow annual sales should be translated into monthly expectations that reflect seasonality, stock

availability, holidays, school terms or other local factors. Not every month will perform equally. Use

realistic assumptions and update the forecast when circumstances change.

Assign responsibility and authority

Every target should have one accountable owner, a deadline and the authority or resources needed to

act. A branch manager may own daily sales reporting, while the finance lead monitors collections and

cash position. Shared targets should still have clearly defined responsibilities.

Use a compact scorecard
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A simple scorecard might include: sales against target, gross margin, customer enquiries converted,

overdue receivables, stock-outs, customer complaints resolved and report submission timeliness.

Define each measure so that all branches calculate it consistently.

Review without blame, and follow through

Meet briefly each week to identify obstacles and monthly to evaluate results. Ask what happened, why it

happened and what will change. Record decisions, owners and due dates. Targets should encourage

honest reporting, not concealment or unsafe shortcuts.

Example: a neighbourhood pharmacy

A pharmacy could track availability of priority products, expiry-related losses, customer waiting time,

daily sales and stock reconciliation. Any medicine-related measure or operating change should be

checked by the responsible qualified pharmacy professional and comply with applicable requirements.

Key takeaway

Targets work best when they connect business outcomes to actions people can influence. Keep

the scorecard short, definitions consistent and follow-up routine.

Next step

HBC Business Consultancy can support target-setting, scorecard design and monthly performance

reviews tailored to your business.

Editorial note

This article is general management information. Healthcare examples are illustrative and should be reviewed by a

suitably qualified healthcare professional before operational use.
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