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SMART, SWOT AND GANTT CHARTS EMPLOYMENT FOR BUSINESS MANAGEMENT

B cratee «SMART, SWOT u nuarpammsl ['anTta, mpuMeHsieMble A1 yIpaBJIeHUS TPEAIPUITHEM Peub UIET
0 TOM, YTO Ka)KJI0€ IPEANPHITHE HAXOINUTCS B OKPYKEHUH CTEHKXOAEPOB (JINII, 3aMHTEPECOBAHHBIX B pabo-
T€ TMPEANPUATHUS), KOTOPbIE PACCUNTHIBAIOT Ha OnpeaeieHHble OeHeUTh! 0T camoil komnaHuu. Kaxaplid u3
HUX OXKHUJAET pa3InYHbIe JBTOTHI. BialeNnblibl XOTAT AUBHUICH B, KPETUTOPHI — MPOLEHTHI OT TPEAOCTaB-
JICHHOTO B CCyly CBOOOJHOTO KaluTaia, COTPYIHUKN MPEANPHATHS — CTAOMIBHYTO padoTy, 32 KOTOPYIO OHU
MOJTYYalOT PETYISPHYIO U aJISKBATHYIO 3apabO0THYIO IJIaTy, TOCYJaPCTBO U MYHUIIHIIATUTETI OXKHJIAIOT JI0-
XOJIbl B BUJIE YIUTAYCHHBIX HAJIOTOB. [IpeanpusiTie ynoBiaeTBOpseT MOTPEOHOCTH U MOKEIAHUS CBOUX CTEHK-
xonaepoB. Takum 00pa3om, JIOTHYHO, YTO MPEANPHSITHE UITH, BEPHEE, €T0 OTACIbHBIC CTEHKXOJIAEPHI C UX
CTPEMJICHHEM K YAOBJIETBOPEHHIO CBOMX MOTPEOHOCTEH CO3IAI0T OIHY M3 MIABHBIX IPUYHH CYILIECTBOBAHUS
MPEINPUATHS. YIOBJIETBOPEHHE MOTPEOHOCTEH M MOXKEMaHUH CTEHKXOJJIEPOB OIMPENEIIeTCs] KaK MUCCUS
(mocmanue) mpeanpusaAThs. BraaemsIirs! (B HEKOTOPBIX CIyYastX MEHEIKEPHI) UMEITH ObI OCHOBHOM JTOBOJ IS
YTOYHEHUS KOHIIETIIMY Pa3BUTHS, OCHOBAHHOW HA OIPECICHUH JICHCTBUTEIBHOIO TIOJIOXKEHUS BEIleH, Kak
MOXKET CYIIECTBOBATh HPEANPHSITHE B TEUEHHE MPOAOJIKUTEIBHOIO OINPEIEICHHOrO MepHoJa BPEMEHH.
Crarbs peiaraeT HeTpaJAULIMOHHOE OTPAKEHUE CTaHAAPTHBIX HHCTPYMEHTOB, TakuxX kak SMART, SWOT-

AHAaJIN3 U JuarpaMMbl T aHTa, NPUMCHACMBIX JIs1 YIIPABJIICHUA MIPCAIIPUATHCM.
Kirouessie cnoBa: SMART, SWOT, nuarpammst ['anTa, npeanpustue

Every business organization is affiliated with
certain interest groups (stakeholders) interested in
gaining variable benefits from the organization itself.
Each interest group presupposes different benefits;
the owners want dividends; the company’s credi-
tors expect interests from provided free capital; the
company’s employees require stable employment for
which they receive regular and adequate wages, and
the state and municipalities expect revenues in the
form of taxes that are paid [4]. Any business organi-
zation is expected to meet the needs and demands of
their stakeholders. Therefore, it is logical to assume
that an organization or rather its individual stake-
holders generate the main reason for its existence
through their needs and attempts to satisfy them.
However, it may be argued that the primary objective
of a business organization is its sustainability and
only after that the other purpose of its existence is
to satisfy the needs and demands of the stakeholders.
Meeting the needs and demands of the stakeholders
is often described as a role (or the mission) of an
organization. The owners (and in some cases the
managers) should specify the general purpose of the
company to promote the concept its further develop-
ment. It is important to understand what progress the
company should demonstrate in the long term, even
though the period is not quite specifically identified.

In terms of the business organization, i will dis-
regard the fact that some owners or managers de-
termine an organization’s vision only on the basis
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of their intuition. It happens within the process of
defining the organization’s vision. In that case, the
execution of certain external and internal strategic
analysis of the organization’s environment should
be prevented. The strategic analysis should then be
summarized in SWOT analysis, which simply tells
us what our strengths and weaknesses are. Then the
threats that we are trying to eliminate will arise from
those weaknesses, and the opportunities that the or-
ganization may use will emerge from the strengths.
These analyses should answer some of the basic
questions which are as follows [5]:

1) What are we strong at? What are our strengths?
2) What do we not succeed in? What are our weak-

nesses?

3) What is the situation around us?

If we are able to answer these three aspects simul-
taneously, then the opportunities will emerge, which
are based on our abilities that we should implement,
as well as the threats we should avoid or reduce to the
maximum. There are numerous analysis providing in-
formation about our environs, and they usually divide
it into close (Microenvironment) and distant environ-
ment (Macroenvironment). Explanation of each anal-
ysis is beyond the scope of this article, but it may be
noted that the most frequently used methods include
the PEST analysis for the Macro environment and the
Porter’s five forces model for microenvironment.

It is then necessary to perform an internal anal-
ysis:
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* most conscientiously,
* impartially and
» within a particular context.

Conscientiousness resides in the fact that if we do
not define our strengths, we may be inefficient in the
future; because of that, we do not take those oppor-
tunities that arise in the market for us. Conversely,
if we do not define our weaknesses well, we can em-
bark on projects that will overly threaten us since we
will have underestimated the risks.

In most cases, impartiality is very difficult. How-
ever, if are not honest with ourselves and will eval-
uate ourselves in an overly positive or negative way,
the consequences may be very destructive for the
organization. Excessively negative feedback will re-
sult in not obtaining the required orders; we will not
present ourselves as capable of securing the orders.
An excessively positive evaluation may result in ac-
cepting the orders we are unable to realize and in
the subsequent loss of a business partner or of the
trademark’s reputation.

Performance of the internal analysis within a par-
ticular context lies in the fact that the given operation
cannot be considered separately, but it can be consid-
ered in the context of many other circumstances. An
example of an evaluation without a context is when
we have good financial management, and all of the
indicators of the financial analysis are showing the
recommended values according to various publica-
tions. In this case, the business organization is not
taking into account that the values are very general
and do not fully respect the line of business, the in-
dividual market situation, the individual investment,
the business plans and many other facts. Performing
the analysis in a particular context should, therefore,
consist in an attempt to compare one’s abilities and
results with the best in the market and consequently
assess these facts objectively. The overall scheme of a
strategic analysis and its output is shown on Picture 1.

Mar
swoTt 4 SMART
Strengths ' Opportunity
Objectives
Weaknesses Threats

Picture 1. The Scheme of Strategic Analysis.
Source: Own elaboration

The mission, the vision, and the strategic analysis
affect the setting of strategic objectives, which are
then elaborated within the tactical and the opera-
tional objectives. The operational objectives should

be very specific; they are sometimes referred to in
literature, as well structured [1]. In contrast, the stra-
tegic objectives planned for the span of several years
are often less structured and in some cases may not
be quite specific regarding the time or the scope. An
example of such an objective may be introduction of
a new product into the foreign market or expansion
into foreign territories.

Regardless of whether the objectives are strategic
or operational, it is necessary that the SMARTER
Method was complied with the time of formulating
the objectives. This method states that the objectives
must be:

Specific: The specificity definition of the given
objectives is very important, and it also depends on
the form of communication. Managers should use
feedback from their subordinates, so that an assigned
task is identically understood by both the contracting
authority and the executor. It frequently happens that
the ambiguous wording causes dozens of hours of
unnecessary work and subsequently the subordinates
feel unmotivated.

Measurable: The measurability is significant in
terms of controlling as well as in the subsequent con-
trolling. If the objective is appropriately and measur-
ably set, it is possible to schedule it to sub-activities
and subsequently any deviations can be monitored.
On the basis of these deviations, it is then possible
to take timely actions, if the whole situation does not
progress according to the concepts required by the
contracting authority.

Acceptable (Attainable): The acceptance and iden-
tification with the objective are essential elements
of motivation. Unless an employee is fully equat-
ed with the objective, in most cases he/she will not
conduct it at 100 %. Even in this case, feedback is
necessary and any manager should require it from its
implementer. This feedback cannot merely be of an
administrative nature. In other words, the manager
should not just be happy by simply agreeing, but
he/she should watch out for any signs and displays,
even of non-verbal communication. If a manager
comes across or has any doubts about this stage, he/
she should prompt the employee to express his/her
doubts so that any misunderstanding or wrong as-
sumptions are immediately clarified by means of
asking questions. A big mistake is when this phase
of the process is dealt with at the moment of the man-
ager’s dissatisfaction.

Realistic: The objective should be neither overly
simple nor overly onerous. If any of these extremes
happen, a lack of motivation will occur among the
vast majority of employees. For this reason, it is nec-
essary to create a business plan for sales according to
customers, products and territories. For example, the
form of Cross-checking will help to avoid “undercut-
ting” the resulting sales in specific areas.

Time-bound: It is not possible to carry out an
effective subsequent controlling and continuous con-
trolling without time binding.
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Evaluation: Managers must be able to control
meeting the objective. Managerial control is a con-
tinuous and sequential function. Achieving the ob-
jectives of the organization must be subject to ex-an-
te, interim and ex-post control by any manager, the
person who guarantees the objectives in the business
organization.

Re-evaluation: Controlling primarily reveals the
differences between the actual state and the required
state. If a manger or a controller uncovers such de-
viations and communicates them to the organization
manager, he/she is obliged to eliminate those devi-
ations. In this case, an additional control will arise,
which also emphasizes the cyclicality of the process
of setting objectives in the SMARTER Method.

If we have also set the operational objectives, we
can address how these objectives can be achieved,
thereby, gaining a total turnover plan of the orga-
nization’s operations or strategies. The process of
strategy implementation is shown on Picture 2.

The
Implementation of
the Strategy
*Marketing

«Business

«Financial

The Strategy
Formulation

Strategic

The Strategic
i Controlling

Analysis

*The Evaluation of the
Strategic Objectives
and the Suggestions for
Corrective Measures

*The Mission
Formulation

«The Analysis of the
External Environment

«The Analysis of the
Internal Environment

«The Sector Analysis

*The Mission
Formulation

*The Formulation of the

Strategic Objectives *Production

ePersonnel
*Innovatiion

Picture 2. Strategy Implementation.
Source: Havlic¢ek 2011 — modified [2]

The Practical Objective Setting of the Market-
ing Department Set

Nowadays, most businesses are forced to use a
variety of marketing tools to succeed in tough com-
petition. As an example, we have chosen the devel-
opment of the objectives in the marketing department
of a particular business organization XY. However,
the budget values have been amended because the
organization considers these values as internal in-
formation.

The organization’s mission statement is: “The
Sale and installation of electrical accessories/ ma-
terial”.

The organization’s vision statement was defined
as follows: “To double the organization’s turnover
and profit within four years”.

Based on the internal analyses carried out by the
organization and in accordance with its mission and
vision, those less structured goals were compiled to
be subsequently developed into well-structured ob-
jectives. To comply with the SMARTER Method, the
objectives were planned using a Gantt Chart which
automatically ensures the specificity, measurability
and time-bounding.

Other special programs can be used to create Gant
Charts, such as Microsoft Project or the conventional
and commercially available spreadsheet programs,
for example Microsoft Office Excel, Google Docs
Spreadsheet, or Spreadsheet in the OpenOffice Calc
Program. The advantage of using a professional tool
is in the extensive overview of the options and the
possibility of using those settings that are special-
ly designed for project management. For example,
here the overloading resources can be easily solved
and checked. The disadvantage lies in the financial
costs, the requirements for the ability to work with
the program and a large amount of information that
is entered into the projects. In contrast, common of-
fice spreadheets are sufficient for most of the small-
er companies, and that enables an easy transfer of
information. The partial output of the objectives for
the marketing department from the Microsoft Project
Program is shown on the following Picture 3.

The basic view of the output from the program
could be divided into 3 sections, with the timeline in
the top part representing the period during which the
objectives and operations are planned. The duration
of each activity, including consecutive processes, is
graphically displayed on the left side. The right side
displays the individual objectives with time-binding,
list of responsibilities, budget and the calculated du-
ration period on working days. This view is a basic
view and can be adapted to the needs of the manager.

Picture 3 also shows that the individual objectives
are specifically defined, measurable in terms of the
budget and time-bound. Therefore, the method of the

1 January 21 February 11 April 1 June 21 July 11 September , Today 21 December
st e e et i sh
Wed1114 The1115
Duratior  [start _ [Finish _ 'Resource _ | Budget | 1 1 1 10ctober |1
| | Nomes " | |[2531] 61 [172 [313[ 125236 48 [159[2710[812[191[ 2
1 | 261 dys Wed1114 Wed311214 Novdk 150000 C2X |
2 | CampaignGoogle adwork~Product A 66dys Wed 11014 Wed3112.14 Dvofdk S0000CZK |
3 Facebook —creation of company websites Sdys Thu6214 Thul3214  Novik 0 [
a i o 235dys  Fi7214  Thwilds Novak S0000CZK | Novik
S | Marketingresearch 30ds  Tueldld Mon12514  Dvorék 50000 2K
< 30dys  Tuel3514 Mon236.14  Ovorik °
research data

Picture 3. Gantt Chart in

Microsoft Project Program.

Source: Own elaboration
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Gantt Chart ensured compliance with the principles
of the SMARTER Method. Assuming that the Mar-
keting Department employees have the necessary
knowledge for the realization of the assigned tasks,
we can say that the objectives are also realistic, ac-
ceptable and controllable.

The following Picture 4 displays the same objec-
tives, but it has been compiled in Excel, which most
companies use, and which most employees are able
to work with.

The layout of the screen is similar to the previous
one. There is only a summary of the timeline that is
missing, which is not necessary because the manager
can see the overview of the total time of the realized
objectives that is available on the right side of the
screen.

In this case, the SMARTER Method was achieved
because the objectives are measurable, time-bound
and specific (according to the budge as in the previ-
ous case). The disadvantage of this simple recording
in a spreadsheet consists in the fact that the arrows
for the related tasks are not displayed. This problem
can be resolved by entering the ID objective/ the
Target 1D, which must immediately precede the re-
cording.

The last part of the strategy implementation is
controlling, which rigorously monitors the individual
operations and reports to the manager in order to take
those timely actions, which eliminate any deviations
from the plan [3].

The kind of controlling can be realised in both
programs. A possible display of controlling (in the
case where program Microsoft Project program is
used) can be seen on Picture 5. Here, on the right side

of the screen, where the individual tasks are graph-
ically displayed, and a partial or complete strikeout
of the task being dependent on the task fulfilment
can be seen.

As shown on Picture 5, most of the objectives
are implemented as planned, but the objective Cam-
paign in the Google Ad-work-Brand is delayed in
its implementation. The manager, therefore, has to
assess the reason for the delay and propose ways of
compensation for that defect.

The individual goals and their completion can be
evaluated after a month and recoloured according to
predetermined legend. At the first glance the manag-
er is able to identify the bottlenecks, rapidly analyze
the reasons and propose relevant measures.

CONCLUSION

The aim of the article was to demonstrate the pos-
sible solutions to the development of the mission and
the vision of the business organization into its daily
operations. While large enterprises make a plan, the
tools of strategic analysis and planning are used dai-
ly. Small and medium-sized organizations often rely
on the intuition and knowledge of their managers. In
small and often also in medium-sized organizations,
the manager and the owner are the same people. If
an entrepreneur is a visionary, he/she will probably
be able to run the business with the help of his/her
intuition. If not, the organization finds itself in diffi-
culty and at best, that stops its development. In more
severe cases, the organization ceases to exist, either
in the long term or the in the short term.

This paper demonstrates that it is relatively easy
to apply the strategic analyses even to small and me-
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Task B ] §,§o§§123456789101112
E | &8 |82
Campaign Google adwork - Brand 1.1.2014 |31.12.2014.Novédk [150
Campaign Google adwork — Product A 1.10.2014{31.12.2014 |Dvorak |50
Facebook — creation of company pages 1.2.2014 |6.2.2014. |Novédk |0
Posts of FB — news (3/week) 7.2.2014 |1.1.2015. |Novak |50
Marketing research 1.4.2014 |12.5.2014 |Dvorak |50
Innovations and campaign based on research data 13.5.201423.6.2014 |Dvoiak |0 | ‘ ‘ ‘ ‘ ‘ | | |

300

Picture 4. The Objectives of the Marketing Department in Excel. Source: Own elaboration
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Picture 5. Controlling in the program Microsoft Project Program. Source: Own elaboration
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dium-sized organizations. Consequently, the tools for
processing the results of the analyses are affordable
too. One might surely consider the notion as to what
extent the tools of an organization are able to reverse
the unfavourable mortality rate of the newly started
businesses. In Czech Republic, more than 90 % of the
business organizations cease their activities within
a period of five years from the time they began to
operate in the market. This is often due to the ab-
sence of a business plan at the start and the lack of
the manager’s competence to run the business. Or-
ganizations that survive initial problems quite often

owe their success to the separation of the roles of
the owner and the manager, as well as to the efforts
of the company to develop itself. However, that fact
does not change anything about the initial and often
critical phase of its existence. Therefore, we recom-
mend that new managers and small organizations
complete at least a minimum of management edu-
cation. We believe that the use of strategic analyses
methods, with regard to the availability of the tools
for processing, will consequently become a common
task for the manager and owner of a new or a small
business organization.
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SMART, SWOT AND GANTT CHARTS EMPLOYMENT FOR BUSINESS MANAGEMENT

Every business organization is affiliated with special interest groups (stakeholders) motivated in gaining variable benefits from the
organization itself.The owners expect dividends, the company’s creditors — interests on the invested capital, the company’s employ-
ees — stable employment with consistent ability to get regular and adequate wages, the state and municipalities expect revenues in
the form of paid taxes. Any company is expected to meet the needs and wishes of its stakeholders. Therefore, it is logical to assume
that the company or rather its individual groups of stakeholders in their pursuit to meet their business needs and expectations act
as the main reason for the company’s existence. Meeting the needs and wishes of the stakeholders is presented as the main mission
(mission) of the company. In that case the owners of the company (in some cases, managers) should clarify the company’s vision,
which is based on determining the facts instrumental in the company’s successful performance. The article offers an unusual set of
standard tools, such as SMART, SWOT analysis, and Gantt charts for business management.
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