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Course Outline  SMART Goal Setting 

SUMMARY 
In this Seminar you will learn how to set SMART goals for yourself as a 
participant in a JCI commission. You will also learn to fit those goals into the 
overall added value that your commission aims to provide to society or some 
target group. 

OBJECTIVES 
1. Learn to set SMART Goals 

2. Understand the importance of SMART Goal setting 

3. Set SMART goals for your next year JCI Responsibilities 

4. See the link between delivering “Added Value” and “Setting Goals” 

5. (Give Focus to yourself & your MENTOR, if you have one) 

MAIN POINTS 1. Understand the Added Value of your Commission 

2. Determine your Added Value within / to your Commission 

3. Set SMART Goals 

4. Home Work: self-coaching 

LENGTH Minimum time required: 2 Hours – Maximum time needed: 3 Hours 

PARTICIPANTS Minimum required: 5 – Maximum allowed: 15 

EQUIPMENT 1. LCD projector,  

2. screen,  

3. flip chart + 4 Color Markers 

4. A4 Paper + Pencil for participants to take notes 

5. laptop Computer with PowerPoint 2003 

6. if possible: one assistant trainer per 5 participants to assist groups while 
formulating their SMART Goals.  

MATERIALS  1. Participant Manual for each participant for exercises 

2. PowerPoint Presentation 

3. Trainer Guide 

REFERENCES 1. “The Coachteam Coaching Guide”, by Paul Koeck, www.paulkoeck.com  

2. “The Eight Habit” by Stephen Covey, PhD, www.franklincovey.com  

3. “Unlimited Power” by Anthony Robbins, www.tonyrobbins.com  

4. “Competitive Advantage” by Michael Porter, http://www.isc.hbs.edu/ 
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Time, Slides and Materials  Notes for the Trainer  

Introduce yourself and the Seminar 
 
My Name is … 
 
I am JCI coach of ….  (NOM), My LOM is … 
 
Within JCI, I realized … 
 
Professionally, I am a …. 
 
Thank you for joining today. 
 
It is a pleasure to be able to share with you today some of my learnings and 
experiences in JCI in this seminar on “SMART Goal Setting”.   
 
Stephen Covey1 once said that the difference between Human beings and 
animals is that we, human being, have the opportunity to live everything twice: 
“Once while creating our plans and dreams in our minds, once while living our 
dreams and executing our plans in our actions.” 
 
One of the major learning’s that JCI has to offer, is exactly this experience and 
opportunity to do projects (in your LOM’s and commissions).  
 
Typically, you will AND with your team members , AND for yourself 
 
1. dream your dream,  
2. define what value you will add to society or part of it 
3. translate this into a bundle of goals 
4. make these goals “SMART” …clever, intelligent, wise, and smart, … 
5. and create action plans to reach this goals and fulfill this dreams 
6. execute those plans (and adapt and upgrade them) 
 
You will first do this with your team on the ‘project-level’ and next for yourself, at 
your own, individual level of responsibility. 
 
Today we will train mainly one aspect of this process, the most difficult one: the 
setting of SMART goals .  
 
Setting good goals is more difficult that it looks at first sight. However future 
success depends for more than 50% on the quality of your Goal setting and 
formulation.  
 
1. One says that an airplane is 99% of its time not heading its destination … but 

through permanent adjustment towards its target and goal, the pilots arrive to 
bring the airplane at its destination.  

2. This can be also illustrated with the experiment that has been done with MBA 
students at Yale University2. During their studies, they answered a long 
survey of questions, after more than 20 years, they traced the participants in 
this study and asked them again a series of questions. The outcome of this 

                                                      
1 “The Eight Habit” by Stephen Covey, PhD, www.franklincovey.com  
2 “Unlimited Power” by Anthony Robbins, www.tonyrobbins.com  
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study, showed that only one factor could predict future “Success”: 3% of the 
MBA students answered positive on one specific question: ‘Do you have 
written goals for your long term future? ’. Those 3% earned in financial 
terms more than the 97% others, 20 years later AND those 3% were more 
happy and satisfied about their lives.  

 
This is why the skill of “written goal setting” is so important!  
 
We, Jaycees want to create a better world, so lets now learn to create 
empowering goals for our future. And as for today, let’s exercise on the current 
project each of you is involved in his/her chapter now. 
 
You explain the overall process to the participants  
(The trainer will decide if he does the optional exercises, indicated with � ) 
 
�  This seminar is more than a simple training. It is rather a Work-Shop. If you 
want to take full profit of the process, we recommend you to do some home work 
and self-coaching with the use of your participant’s manual.  
In order to facilitate this process,  
 
1. we will do some exercises today together in this seminar, and  
2. ask you to discuss things in your LOM or commission and then  
3. at home re-work your first draft (indicated with � ) into your final version, 

indicated with the green icon:  �   
 
Overview the Legend of the participant manual 
 
Interactive discussion: �  05’ 

1. Let them have a 2 min. plenary group discussion about “added value”3 
2. Lead the discussion to the idea that “adding value” is the essence of JCI and 

to creating a better world for others, and for yourself  
3. Insert the idea that adding value is always to some “beneficiary” party or 

person 
4. And in order to clarify the added value (= make it more specific), explain to 

participants to use the five W-Questions (+ H): What,Who, Where, When, 
Why & How ! 

Exercise: 
 
·  Each Participant Individually reflects on “what added value his commission 

wants to give to whom” 
·  Ask them to write in draft the answers to the five W-questions  �  05’ 
·  Tell them that it is normal that this is very difficult to define and that they will 

probably need a long discussion within their commission or LOM. It will be 
normal to find different opinions and interpretations, but doing this exercise 
will improve the quality of the future actions in their commission/LOM. 

·  Announce that they should address this issue in their next commission 
meeting if they did not do yet. 

 
                                                      
3 “Competitive Advantage” by Michael Porter  
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Shortly debrief of their impressions in plenary group. 
 
Explain the exercise to the participants 

Ask what Added Value (Goals) each participant wants to realize for the project or 
his LOM (this can be very difficult for many of them since they are new to junior 
chamber ... so eventually be patient and do not push if they are not yet able to 
define anything very concrete.  

Rather encourage them to reflect on this question again within some weeks)  

They will use the same five W-questions, but this time from their own individual 
perspective. 
 
Reflection:  
 
Ask participants to reflect on what they learned during this exercise and to take 
note of it in their participants’ manual.  
 
Ask minimal 3 participants to give some personal reflection. 
 
You explain the exercise to the participants 
 
·  Ask what each member wants to learn for himself or develop as talents 

through his activities in Junior Chamber. 
 
·  What does he/she want to learn or achieve for himself during this specific 

activity in his/her commission or LOM? 
 

·  The trainer can point out that it is ok here for participants to want to learn 
skills that will be useful for their future career and/or private life.  

 
·  JCI spirit always implies a win-win  between giving and receiving.  
 
Also if much of the receiving happens indirectly, it can be useful to reflect on this 
process at least once a year so that one ALWAYS is the “leader” of his own 
destiny! 
 
You explain the exercise to the participants: 
 
Ask each participant to list (maximal 5) main goals he wants to achieve within his 
JCI LOM or JCI commission.  
 
In this exercise it is not yet important to have a high-quality formulation of their 
goals.  
 
Just a brief description is sufficient for now.  
 
In general those goals should be related to ADDING VALUE to someone. 
Keeping this in mind, helps define better goals! 
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Explain the SMART technique and its 2 definitions 
 
Whenever we want to add value , we need to translate our dream into clear, 
stimulating & motivating GOALS.  A simple and  good “trick” to create smart and 
motivating goals, is the “SMART Goals” Technique : 
 
Your objectives should be SMART i.e. Specific, Measurable, Action oriented (+ 
Achievable), Realistic (+ Relevant), and Timed. 
 
Specific  
 
Specific in the context of developing objectives means that an observable action, 
behavior or achievement is described which is also linked to something concrete, 
a number, a percentage or a frequency. This latter point is extremely important - 
let me illustrate:  
 
1. Unspecific = 'Answer always quickly' can seem to be a precise description of 

a desired behavior; you can clearly see whether someone answers the 
phone or not but there is no rate, number, percentage or frequency linked to 
it. 

2. Specific = If I state; 'Answer the phone within 3 rings', a rate has been added 
and the behavior is now much more specific.  

 
Measurable  
 
This is very simple. A system, method or procedure has to exist which allows the 
tracking and recording of the behavior or action upon which the objective is 
focused. Scientific Measures are possible, but in general, as a rule of thumb …. 
Everything that you can SEE or HEAR on a video tape, can be valid. We call this 
Video-description. 
 
(Achievable   
 
The objectives that are set, to be possible to be met: There is a likelihood for 
success, even when it is difficult. The objectives need to be agreed upon by the 
parties involved. Setting targets that are ridiculous does not motivate people. 
People tend to invest little energy or enthusiasm in a task that is futile.)  
 
Action Oriented  
Is my added value or goal described in positive action oriented terms? In 
behavioral terms? ==>  
 
1. What will I DO?  
2. What will others be DOING through my results? 
 
Relevant   
 
This implies two things.  
 
1. That the goal or target being set with the individual is something they can 

actually impact upon or change. 
2. Secondly, it must also be important to the organization.  
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Example: Telling the cleaning blue collars in a firm that they have to increase 
market share over the next financial quarter' is not actually something they can 
do anything about - it's not relevant to them. However, asking them to reduce 
expenditure on cleaning materials by € 50 over the next three months is entirely 
relevant to them. It's what they spend their budget on every day. As to whether 
it's relevant to what the organization is trying to achieve, the manager has to 
decide this by considering the big picture. 
 
Realistic  
 
Are my goals realistic (while still ambitious enough) with the means, time, 
capabilities and resources I have or can acquire?  
 
Time Based  
 
This is probably the simplest. Somewhere in the objective there has to be a date 
(Day/Month/Year) by when the task has to be started (if it's ongoing) and/or 
completed (if it's short term or project related).  
Simply stated: No date = No good.  
 
On the PowerPoint slide, we show on purpose only the definition that we base 
our exercise on. 
 
Explain this concrete exercise to the participants:  
SMART-check: Put them in small groups of 5 persons. Every group member is 
responsible for monitoring “one” of the 5 different Aspects of SMART-goal-
setting, while they describe their first goal to eachother:  
1. Specific:  is my goal Specific enough and stated in Positive (not negative) 

terms? 
 
2. Measurable:  Will goal attainment be measurable? How will i measure 

success or failure of my added value in this project?  (video description: how 
can I see/hear/feel/smell/taste on a video tape  the effect of my successful 
contribution?) 

 
 
3. Action oriented:  Is my added value or goal described in positive action 

oriented term? in behavioral terms? ==> What will i DO? What will others be 
DOING through my results? 

 
4. Realistic:  Are my goals realistic (and still ambitious enough) with the means, 

time, capabilities and resources I have? 
 

 
5. Time Oriented:  Did I indicate in my goals when will be done what? is there a 

realistic measurable time frame? 
 
Steps of the exercise:  
 
1. The first 5 minutes, every participant does the exercise alone for him/herself 

in his/her participant manual.  
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2. Next, in the small groups of five, every participant tells the others about 
his/her goal and the "Smart-checker" who is responsible for ‘Specific’ listens 
and comments if the goal is specific enough and the participant has to 
reformulate his goal into a more specific one with the help of the group ... you 
repeat this for the 5 SMART- letters. 

 
3. The last 5 minutes participants summarize and reformulate their (N°1) goal 

as SMART as possible in their participant manual 
 

4. Home work: within 48 hours, each participant will repeat this exercise for the 
remaining goals 4 

 
5. Team Discussion in Commission or LOM: during the next meeting with the 

commission you discuss your goals and ask for feedback of commission 
members to improve or even correct your goals and adapt them to the 
expectations of the team. 

 
6. Home Work: final update of SMART goals 

 
7. Discussion with buddy: each participant looks for a “buddy” in the group, 

exchanges addresses and the buddies will re-contact each other at a agreed 
upon time to encourage (and coach) each other.  

 
Reflection:  
 
Ask participants to reflect on what they learned during this exercise and to take note of it 
in their participants’ manual.  
 
Ask in plenary 2 or 3 participants to share one comment with the group. 
Thank each participant after sharing his comment.  
 
Reflect to them that it is a normal if they experience this exercises as being very difficult.  
 
Assure them and let them be aware that it will probably even take years before they 
spontaneously set SMART goals.  
 
Important things sometimes take effort and dedication in life”  
 
Reflection:  
 
Ask participants to reflect on what they learned during this exercise and to take 
note of it in. 
 
Read the slide aloud, and motivate them to commit for this self-coaching part 
after the seminar. 
 
Situate this seminar in the global JCI MENTOR progr am: 
“Great Leaders had Great Mentors .” 
  

                                                      
4 This steps (4-7) of the exercise need to be done as homework assignment after the seminar, because the human mind needs time to 
assimilate the approach and thinking over your goals several times before finalizing them, is an essential part of the goal-setting 
process – certainly for people who are inexperienced in the field.  
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This Module was developed as part of a larger JCI Project: the MENTOR project! 
We want to encourage JCI Members to attract a mentor within JCI to help them 
develop their One-Year-Talents faster while creating added value through their 
commission work.  
 
The Slogan that summarizes the philosophy of the MENTOR Program is:  
 
MENTOR = 6 letter word for:  
 
• Master 
• ENtreprenneur 
• Through 
• Others’ 
• Ressources  
 
The different Modules of the MENTOR project are: 
 
1° Leaders attract Mentors:  
 
In this first module of a larger project you will learn: 
 
·  how to set your goals  
·  how to select  the best mentor for you 
·  how to attract  your mentor through networking 
·  how to build a successful, efficient and effective mentoring relationship   
·  how to grow  as a human being and as a professional through mentorship 
·  how to share  your new learning with others 
 
2° Leaders become Mentors:  
 
Later, in our future modules, you will learn how to pay back, how to become a 
mentor for others. Now today, you first have to experience the benefits of 
mentoring … first to grow … later to give yourself to others. 
 
3° Train the Trainer:  
 
Some of you will even feel motivated to become trainers or coaches in this 
overall process, or take the lead in implementing better mentorship in your NOM, 
in your country, in your LOM. 
 
In November 2003, JCI Antwerpen, launched the dream that every JCI member 
would find his yearly MENTOR: five main pillars will realize this mission:  
 

1. Leaders attract  Mentors:  
 

DEMAND: Junior Members will be motivated  and trained  to 
a. ASK for one mentor  or several mentors between (senior) members in 

order to increase their specific competence needed to realize the 
required added value they want to deliver in their specific projects.  

b. In their training they will LEARN how to  
i. select,  
ii. attract  and  
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iii. manage  their coach and the coaching relationship 
 
2. Leaders become  Mentors  

 
OFFER: Senior members will be  
a. motivated  and  
b. trained  
c. … to MENTOR Junior members in order to help them realize more 

effectively their added value in the projects they are running 
 
3. Mentoring SYSTEMS:  We will develop and provide TOOLS and SYSTEMS for 

junior “mentees” and senior “mentors” to choose the right match and create an 
effective and satisfying coaching relationship 

 
4. MARKETING:  We will PROMOTE and MARKET those tools, trainings and 

concepts to make them available for all members worldwide in different forms: 
a. short training  modules and workshops provides trhough a network of 

trainers worldwide 
i. how to create an action plan to select and attract the right 

coach/coachee? 
ii. How to manage this coaching relationship towards satisfaction? 

b. develop and provide worldwide deeper long-term training  in coaching skills 
for Senior members who want to become good “mentors” for Junior members 

c. e-learning:  
i. create PowerPoint-broadcast self study modules online  
ii. other self study e-learning tools  

d. downloadable templates online 
e. knowledge base 
 
MATCH:  Set up an online DATABASE MATCHING system  worldwide to match 
demand and offer between members 
 
SMART wrap-up exercise:  
 
Ask each participant in a closing round to give : 
1. his feedback +  
2. at least one major learning  he wants to use 
3. his SMART commitment  about what he will do when in order to follow up on 

this seminar. 
 
Each participant chooses a buddy  with whom he will exchange business card 
and e-mail with the mutual promise to stimulate each other in their progression. 
 

Feel free to send your feedback to permanently improve and update this JCI seminar: 

Paul Koeck, MD 
�  +32(3)237.98.98  -   coachteam.com - coaching@coachteam.com ,  

Amerikalei 39-2, B-2000 Antwerpen, Belgium, Europe 
 
 

This version was designed in 2006 
 


