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1. Purpose (Objectives)
To define a standardized process for establishing, implementing, monitoring, and reviewing SMSA’s strategic and operational objectives and measurable targets across Quality, Environment, Health & Safety, Information Security, Business Continuity, Training, and Customer Satisfaction functions. The procedure ensures alignment with applicable ISO standards, regulatory obligations, and business performance improvement goals.
2. Scope

This procedure applies to all business units, functions, and departments under SMSA’s Integrated Management System (IMS) and covers compliance with the following standards and frameworks:
•
ISO 9001:2015 – Quality Management

•
ISO 14001:2015 – Environmental Management

•
ISO 45001:2018 – Occupational Health and Safety

•
ISO 27001:2022 – Information Security

•
ISO 22301:2019 – Business Continuity

•
ISO 10002:2018 – Customer Complaint Handling

•
ISO 10015:2019 – Training and Competence

•
TAPA FSR 2023 – Facility Security Requirements (FSR) and Supply Chain Protection

•
WHO GDP – Good Distribution Practice
3. Definitions

· Objective: A planned result that SMSA aims to achieve related to quality, environment, safety, security, or business continuity.
· Target: A specific, measurable milestone supporting the achievement of an objective.
· KPI (Key Performance Indicator): A quantifiable metric for tracking performance against set targets.
· Significant Risk: Any identified risk that exceeds SMSA’s acceptable threshold and requires mitigation.
· Interested Parties: Stakeholders including customers, employees, regulators, partners, and society.

4. KPI Framework – Multi-Level Alignment
To ensure strategic alignment and compliance with ISO 9001:2015 Clauses 6.2.1 and 6.2.2, SMSA follows a four-level KPI structure cascading from the corporate level down to individual employees:

	Level
	Description
	Key Activities

	01. Corporate
	Strategic Steering
	- Corporate KPI dashboard
- Goals disseminated to lower tiers
- Achievements reported to Board

	02. Country / Regional
	Country/Regional Steering
	- Unit-level dashboards
- Departmental distribution
- Performance reviews and upward reports

	03. Departments
	Functional Accountability
	- Department-specific KPIs
- Target communication to staff
- Performance dashboard
- Escalation of achievements to management

	04. Individual
	Personal Accountability
	- Goal setting
- Performance evaluation
- Achievement reporting upward



This structure ensures:

- Vertical alignment between corporate goals and individual responsibilities

- Transparency in reporting and decision-making

- Continual performance improvement across SMSA
5. Procedure
5.1 Inputs for Setting Objectives

Objectives must be established by considering the following inputs:
· Legal, regulatory, and contractual obligations

· Results of risk assessments (environmental, H&S, IT security, BCM)

· Significant environmental aspects, sustainability and OHS hazards

· Operational KPIs and process-level performance trends

· Quality performance trends and customer satisfaction results

· Feedback, complaints, and stakeholder engagement results

· Training needs analysis and employee competence levels

· Previous year’s objective results and CAPA lessons learned

· Opportunities for improvement and innovation

· Gaps in system capabilities, automation, and digital readiness

· Strategic business goals and leadership priorities

· Outputs from audits, management reviews, and non-conformities

· Availability of financial, technological, and operational resources

5.2 Development of Objectives & Targets
Objectives shall be defined using the SMART criteria (Specific, Measurable, Achievable, Relevant, and Time-bound) and aligned with SMSA’s strategic direction, operational priorities, identified risks, and opportunities outlined in Section 5.1.
Each objective must have at least one measurable target and a clearly assigned owner responsible for implementation, monitoring, and reporting. For long-term objectives, smaller interim targets or milestones should be established to track progress consistently.
Where applicable, targets may include but are not limited to:
· Compliance with laws, regulations, and standards (e.g., ISO or government requirements)
· Operational performance (e.g., delivery time, order processing time, service fulfillment accuracy)
· Reduction of risks (e.g., incidents related to workplace safety, data breaches, system downtime)
· Customer service performance (e.g., complaint resolution time, customer satisfaction ratings)
· Training and employee development (e.g., completion of required training, evaluation of learning effectiveness)
· Technology and system improvement (e.g., implementation of automation tools, reduction in manual steps)
· Support for company-wide strategic goals (e.g., growth, innovation, sustainability, or digital transformation)
· Corrective actions and lessons from past issues (e.g., addressing gaps found in previous audits or unresolved objectives)
All targets should be realistic, time-bound, and linked to measurable indicators to allow effective performance tracking and accountability.
5.3 Documentation and Communication

All strategic, departmental, and individual objectives and their associated targets shall be formally documented and maintained through SMSA’s Integrated Management System (IMS).

· SMSA Corporate and departmental objectives shall be recorded using the Objectives, Targets & Programs Form (GUIDE Doc# 2795) and included in the IMS Objectives & Targets Register for oversight and audit purposes.

· Key performance indicators (KPIs) and performance metrics shall be aligned with the KPI Framework outlined in Section 4, ensuring traceability from corporate to individual level.

· Individual-level KPIs and performance goals shall be documented using the Goal Setting Form (GUIDE Doc# 2950), signed off jointly by the employee and their direct supervisor. These goals must align with departmental objectives and overall business strategy.

· The review and development of individual goals shall be conducted in accordance with the Training and Development Policy (GUIDE Doc# 48), including evaluation of training needs, competency gaps, and performance feedback.

All updates or changes to objectives and targets—whether at the strategic, departmental, or individual level—must be communicated clearly to all relevant stakeholders. This may include:

· Team briefings and operational planning meetings

· Management reviews and departmental huddles

· Communication KPI dashboard

· Training sessions and internal communication i.e. newsletters where applicable

Document control must be maintained in accordance with the GUIDE system, ensuring version tracking and accessibility during audits, evaluations, and performance reviews.

5.4 Monitoring & Review
Progress on all levels of KPIs—strategic, country/regional, departmental, and individual—is reviewed monthly by responsible process owners, line managers, and QRM representatives, including during the monthly Management Review Meeting to ensure continuous alignment with SMSA's performance expectations.

KPI objectives and targets must be revisited and revised when:

· There is a change in SMSA’s strategy, regulatory framework, or legal obligations

· Performance consistently fails to meet KPI targets

· Significant operational incidents or stakeholder complaints occur

· New risks, business disruptions, or opportunities are identified
KPI performance is evaluated using internal audits (by internal audit and QRM departments), system dashboards, reports and stakeholder input.

Non-achievement of any objective must be addressed through the Corrective and Preventive Action (CAPA) Procedure (GUIDE Doc# 1745). If a KPI is not achieved and an exception is to be considered, it must be formally justified using the Non-Achievement of Departmental KPI Form (GUIDE Doc# 2431), with final approval from the Country Manager or CEO.

6.  Integration with ISO Standards and Compliance
	ISO Standard
	Compliance Area
	Integration in this Procedure

	ISO 9001:2015
	Quality Objectives
	Clause 6.2, 9.1 – Monitored via KPIs

	ISO 14001:2015
	Environmental Targets
	Clause 6.2, 9.1.1 – Aligned to aspects register

	ISO 45001:2018
	OH&S Goals
	Clause 6.2 – Focus on hazard mitigation and consultation

	ISO 27001:2022
	Information Security Risks
	Clause 6.1.3 – Security performance metrics

	ISO 22301:2019
	Business Continuity
	Clause 8.3 – BCM impact-linked targets

	ISO 10002:2018
	Complaints Handling
	Clause 7.3 – Resolution metrics and root cause objectives

	ISO 10015:2019
	Training Effectiveness
	Clause 6 – Competency development targets


7. Roles & Responsibilities
· Top Management: Approves strategic objectives and monitors corporate KPIs
· Department Heads: Develop and track departmental objectives
· Line Managers: Communicate goals, supervise performance, and coach teams
· Employees: Participate in goal setting and performance reviews
· QRM: Oversight, consolidation, monitoring, and reporting of all IMS objectives in SMSA.
8. Related Documents
· DOC# 48: Training & Development Policy

· DOC# 1745: CAPA Escalation Matrix Procedure

· DOC# 1920: KPI & File Register

· DOC# 2431: Non-Achievement of Departmental KPI Form

· DOC# 2790: Register of Environmental Aspects

· DOC# 2791: Register of OHS Risks

· DOC# 2795: Objectives, Targets & Programs Form

· DOC# 2796: Management Programs Procedure

· DOC# 2788: Register of Applicable Legal & Regulatory Requirements

· DOC# 2950: Goal Setting Form (Individual Level)

· DOC# 3024: Unplanned Activity Form

· DOC# 3025: Risk & Opportunity Identification Method

· DOC# 3027: ALARP Risk Acceptance Guide

· DOC# 3034: New Project Risk Identification Form

· DOC# 5692: Capability Assessment Checklist

· DOC# 6353/6354: Audit Opening & Closing Meeting Guidelines

· DOC# 2806/2807: Manual Audit Forms – Business Continuity / EHS

· DOC# 1910: Audit Summary Report Template – New Format
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