
514

Chapter 10

The idea of the hierarchy is that you move upwards by asking why and down-
wards by asking how. It all has to be coherent so that the objectives of individuals, 
departments and projects can be justified by the overall mission and vision of 
the organization (by asking why) and, conversely, these must be implemented 
by the underlying entities, all of which have goals to achieve (by asking how).

Objectives must be SMART, that is:

• Specific, i.e., precisely phrased (not to be interpreted in several ways) and 
clearly defined.

• Measurable, i.e., they must be quantifiable (preferably by numbers). Ob-
jectives that cannot be measured are nonsense!

• Accepted, i.e., the main stakeholders agree.
• Realistic, i.e., there must be a balance between ambition and realism. It is 

demotivating to work with unrealistic goals – but also to work with goals 
that are not a challenge.

• Timed, i.e., the objective must be reached at a certain time.

The objectives expressed by the organization’s mission and vision constitute 
the strategic objectives. Further down the objectives tree, we find the tactical 
and operational objectives.

The following table shows the terms used for the different levels in the ob-
jectives tree.

CONTROL 
LEVEL EXPLANATION EXECUTING TIME  

HORISON WORDING ENGLISH EXAMPLE OF 
SMART OBJECTIVE

Strategic The organiza-
tion’s overall 
objective, vision, 
and mission

Top manage-
ment

Long Broad Corporate 
level

We manage towards 
ROI (Return on In-
vestment) of at least 
20% in 5 years.

Tactical The objectives 
for business 
areas, such as 
a division or a 
SBU (strategic 
business unit, 
page 464)

Middle man-
agers

Medium Medium Functional 
level

Customer awareness 
of our trademark 
(brand) must be at 
least 75% in our core 
markets within 2 
years.

Opera-
tional

The objective 
for a depart-
ment or func-
tional area, for 
instance,  
purchasing

Supervisors 
and regular 
employees-

Short Specific Operation-
al level

We must reduce cost 
of our ZQ machine 
by 25% over 2 years.

FIGURE 10.51 The 
levels of the objec-
tives tree/objectives 
structure.
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