
Module Three
Set Your Targets

EXERCISE OVERVIEW

This module is about helping you establish measurements in your business. It’s not 
uncommon for a small business to set revenue targets for the month, then after the 
months ends, not fully understand the factors that produced the outcome - whether the 
target was met or not.

Setting your targets means having several specific measurements in place that are clearly 
defined and communicated to the team, with a system to track them during the month. 
These specific measurements are called Key Performance Indicators (KPIs) and are 
absolutely crucial in tracking performance. By knowing how your business is performing 
during the month, you can now make adjustments that can affect the final outcome.

The key here is to answer the question “did we have a good day or week?” by measuring 
it not only in revenue, but KPIs that contribute to revenue generation.

In order to do that, you need to...
• Be able to establish realistic financial goals based on past performance
• Identify 3-5 KPIs for your business that contribute to revenue generation
• Create a way to track KPIs on a daily/weekly basis - this is called a Scorecard

The idea behind this is to make it a game, where your team knows the score during the 
game. People are competitive and they want to win, and that bodes well for you as a 
small business owner when you tap into it.

EXERCISE INSTRUCTIONS

Like the last module, take some time to complete all the exercises in this module. You are 
going to want to have financials statements from the last year available, and if you use a 
business software, any reporting it produces. You might need a calculator as well.

To get the most from this exercise turn off your phone, disconnect from your email, and
find a quiet place where you will not be disturbed.



Exercise 1
Setting Financial Goals. Revenue generation is the one measurement every business owner 
understands. Revenue is the ultimate goal for your business and how you establish a revenue goal 
can be somewhat a mystery if you’re not a student of your income statement. By reviewing 
previous performance, you will be able to better predict what your business is capable of during 
any specific time period.
Depending how long you’ve been in business you might start with setting an annual revenue goal. 
Look at the last 2 complete years and determine last years growth over the previous year as a 
percentage. If the business generated $1,000,000 in 2013 and $1,050,000 in 2014, the business 
experienced 5% growth. Can you expect the business to grow another 5% during the next fiscal 
year?
Once you have an annual financial goal, the next step is to determine the monthly goal for the 
business. The simple way of doing this is dividing the goal by 12, but that doesn’t always result in 
the most accurate picture, especially if your business has some seasonality to it. A more accurate 
way is to determine each month’s percentage contribution of total revenue. If January’s revenue 
was $50,000 and total revenue for the year was $1,000,000, then January contributed 5% of the 
total revenue for the year. Do that calculation for each month to create the most accurate forecast 
for the coming 12 month period
Finally calculate a daily revenue goal by dividing the monthly goal by the number of business days 
in the month. Every retail and consumer business can benefit by having this goal for their team.
Whatever your case may be, the act of having a monthly, weekly, and daily goal communicated 
clearly to your team is the best way to make them part of the game. Now calculate your 
business’s financial goals.

Month % Contribution Revenue Goal # Days in Month Daily Goal

January

February

March

April

May

June

July

August

September

October

November

December

12-MONTH REVENUE GOAL $ _________________________



Exercise 2
Identifying KPIs For Your Business. Why do you need KPIs in your business? Simple, “what 
gets measured, get managed.” This quote from management guru Perter Drucker says it all. 
KPIs provide you the data you need to make informed business decisions. If revenue is the 
only thing you’re measuring, chances are you’re not managing all the contributing factors that 
lead to more revenue.
There are a lot of KPIs to choose from for your business. The challenge is finding the ones 
most to important for your business. Here are 3 things to consider when choosing which KPIs 
to implement:
1. Consistency - data needs to be consistently gathered and recorded over time
2. Communication - once recorded it needs to be shared, discussed, and analyzed
3. Actionable - it needs to help identify problems and strengths that lead to actions to improve 

performance
KPIs require that you do some math. Most of them are going to be using multiple data points 
to calculate a meaningful ratio of some kind. Gathering data into a spreadsheet is a good way 
to quickly calculate results
Below are functional areas of a business and several examples of KPIs for those functional 
areas. You may use theses or others you identify to be better suited to your business.
Your task is to choose or identify at least one KPI for each functional area.

MARKETING
Examples: Number of Leads, Cost Per Lead, Lead Sources

List up to 3 marketing KPIs for your business:

SALES
Examples: Sales Conversion Rate, Average Revenue Per Sale

List up to 3 sales KPIs for your business:



FINANCIAL
Examples: Gross Margin %, Overhead Expense %, Net Margin %

List up to 3 financial KPIs for your business:

OPERATIONS
Examples: Inventory Turns, Product/Service Delivery Time

List up to 3 operations KPIs for your business:

CUSTOMER SERVICE
Examples: Customer Retention, Customer Survey

List up to 3 customer service KPIs for your business:

PERSONNEL
Examples: Payroll as Percentage of Income, Revenue Per Employee, Employee Turnover

List up to 3 personnel KPIs for your business:



Exercise 3
Building a Scorecard. Now that you have revenue goals in mind and you’ve identified several 
KPIs to track in your business, it’s time to build a Scorecard to make it easy to share the score 
with your team throughout the month.
If you have skills in building a spreadsheet, they will come in handy here. If you don’t have these 
skills, not to worry. A simple matrix on a sheet of paper or a whiteboard can do the trick. The key 
here is to map out the criteria for what you’re going to track and for what time periods.
If you have a business that produces sales and income everyday, I suggest creating a daily 
tracking method, otherwise choose weekly. Again, if you only track performance after the end of 
the month, you can’t do anything with that data to influence past performance.
The key to the Scorecard is to show your team how the business is performing on a daily basis, 
during the game, so adjustments can be made that influence the outcome.
Here’s An Example. Sticking with the optometry practice example used in previous modules, let’s 
take a look at the KPIs they chose to track. Like any business in optometry, there a many data 
points from which to choose. This practice uses other KPIs that aren’t going to be shown here. 
These are the ones tracked daily and the ones the team members are held accountable to for 
production and bonuses.
An example of the Scorecard is on the next page.
Following is an explanation of the data points:

1 In this section, the practice has defined their revenue goal for the month by establishing 
“revenue per doctor day” as their key metric. They measure both production (total services 
delivered) and deposits (revenue in the door that day). They have incremental goals and and 
compare against the same month of the previous year.

2 Actual Dr Days column drives the two goal columns: the revenue goal for that day is 
established by the number of Dr Days in this column.

3

4 The data for these columns all are pulled from the practice software.

The data for these columns all are pulled from the practice software.

5

6

7

8

Fill Rate % is the number of appointments available divided by the number of patients seen. 
This tells the practice how they performed in keeping the schedule full.

Optical Capture Rate % is the number of complete eyeglasses sold divided by the number 
of complete exams performed. This is a sales KPI.

Contact Lenses Annual Supply Capture Rate % is the number of annual supplies sold 
divided by the number of contact lens exams performed. This is a sales KPI.

This calculates on a daily basis how the practice is performing month-to-date against their 
revenue goals.



SCORECARD EXAMPLE FOR OPTOMETRY PRACTICE
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FULL DISCLAIMER ABOUT SCORECARDS. Getting to the place where you have a 
Scorecard that looks like this may take several months of gathering data and finding a format 
that speaks to what you need for your business. Decide your KPIs, find the data, decide how 
it’s going to be tracked, and who’s responsible for tracking.

3 Action Steps For Building a Scorecard
1 Choose 3-5 KPIs that drive revenue performance and accountability

2 Identify where the data comes from and who is responsible for collecting the data

3 Design a form or a spreadsheet as a scorecard to be shared with the team

SKETCH A SCORECARD FOR YOUR BUSINESS BELOW...
• Choose a time frame
• Choose KPI data points
• Define how to calculate ratios
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