


	
	



     
BEST PRACTICES:

ACHIEVING GOALS

DEFINE AND SURPASS YOUR

HIGH PERFORMANCE GOALS

KATHLEEN SCHIENLE

[image: ]





    


Contents

PREFACE




1 GOAL-SETTING BASICS




The Power of Goals




Resistance to Goal-Setting




Manager as Coach






2 DEVELOPING GOALS THAT WORK




What Makes Goals Smart?




Many Types of Goals






3 THE MANAGERS ROLE IN SETTING GOALS




Resolving Conflicts in Goal-Setting




The Goal-Setting Process




Organizational and Individual Goals




Best Practices: Achieving Goals






4 MANAGING GOALS




Creating Action Plans




Motivating Employees to Achieve




Staying on Track






5 EVALUATING GOAL ACHIEVEMENT




Rewarding Goal Achievement




Managing Your Own Goals






OFF AND RUNNING




RECOMMENDED READING




SEARCHABLE TERMS






ABOUT THE AUTHOR




CREDITS




COPYRIGHT




ABOUT THE PUBLISHER







    

Preface




Why are goals critical to achieving success? What is a smart goal, anyway? How can you set employees up for success by helping them craft the right goals? How does goal-setting make the performance review process less burdensome?

In this book, we distill the wisdom of some of the best minds in the field of performance management to help you achieve more through goal-setting. The language is simple and the design colorful to make the information easy to grasp.

Quizzes help you assess your knowledge of goal-setting and goal management. Case files show how companies have succeeded by setting challenging goals. Sidebars give you a big-picture look at goal-setting and highlight innovative, out-of-the-box solutions worth considering. Quotes from business leaders will motivate you as you face the challenge of setting smart goals for yourself, your employees, and your organization. Finally, in case you want to dig deeper into the topic of performance management and goals, as well as related management issues, we recommend some of the most important business books available. The authors of these books both influence and reflect todays thinking about goal-setting and management issues. Understanding the ideas they cover will inspire you as a manager.

Even if you dont dip into these volumes, the knowledge you gain from studying the pages of this book will equip you to set meaningful and challenging goals and to achieve moreto help you make a difference to your company and in the lives of the people who support you.

THE EDITORS









    

GOAL-SETTING BASICS



Goals give you more than a reason to get up in the morning; they are an incentive to keep you going all day.

Harvey B. Mackay,

author of Swim with the Sharks

Without Being Eaten Alive






Successful business people and achievers in all fields use the techniques of goal-setting, a process that helps you decide exactly what you want to accomplish and then helps you systematically chart your course to get there.


Goals provide both long-term vision and short-term motivation. They keep employees focused and make it easier for you and your staff to organize time and resources to take advantage of opportunities. When workers focus and concentrate time, energy, and resources on a single goal, they can achieve amazing things.

THE POWER OF GOALS

Setting goals is a powerful way to boost performance. When you work toward a challenging goal, you feel motivated. Your effort translates into commitment and, ultimately, results. People with clear goals succeed because they know where theyre going. In fact, organizations with formalized performance management systems have higher profits, better cash flow, stronger employee performance, productivity well above industry averages, less employee turnover, and higher rates of recruiting success.



Behind the Numbers


THE BENEFITS ARE CLEAR

Research on goal-setting in the worlds of athletics and business has shown consistently that it can lead to enhanced performance. One recent analysis of a series of studies showed that goal-setting led to enhanced performance in 78 percent of sport and exercise studies, with moderate to strong effects in all.

SOURCE: Handbook for Sport Psychology edited by R. Singer, H. Hausenblas, and C. Janelle (Wiley, 2001). Cited in Goal Setting by Lee Crust in Peak Performance, www.pponline.co.uk.




For Managers

Managing your staff is a continuous cycle of goal-setting, coaching and feedback, evaluation, and reward. When you set goals, decide on a strategy to achieve them, and agree on milestones along the way, you are establishing standards for measuring competency, the development of skills, and other aspects of your workers on-the-job performance. Through goal-setting, you can involve employees in the organizations strategic direction, motivate them to perform at a higher level, and encourage continuing communication.

Goal-setting and goal management have other benefits. If you and your employees establish and manage goals, then formal performance reviews generally will be better experiences. Having specific and measurable goals eliminates much of the subjectivity from the evaluation process, and with it any sense of unfairness.

Goals become the standards for measuring performance. Then, the formal reviewwhich should no longer have many surprisesis a good opportunity for you and your employees to evaluate their recent work. If employees are achieving their goals, you can reward them. For many employees, the knowledge and growth that result from stretching to reach goals are rewarding in themselves.



Self-Assessment Quiz


YOUR OWN PREPARATION FOR GOAL-SETTING

Read each of the following statements and indicate whether you agree or disagree. Then check your score at the end.


	I fully believe goal-setting is the basis for success in performance improvement.

 Agree  Disagree

	I know I can help my team with their goals, but I cant tell them what their goals are.

 Agree  Disagree

	We cant move forward without having a thorough knowledge of the companys strategy and objectives, even though they are a moving target.

 Agree  Disagree

	Employees know they can come to me when they feel things are slipping and get real help.

 Agree  Disagree

	Dreams are part of goal-setting.

 Agree  Disagree

	My team never worries about surprises at appraisal time.

 Agree  Disagree

	

	Its important for me to getand stayup to speed on industry trends.

 Agree  Disagree

	My people dont feel a big need to participate in the office grapevine.

 Agree  Disagree

	Goal-setting is a negotiation.

 Agree  Disagree

	My employees are individuals with distinct styles, and I need to approach goal-setting with that in mind.

 Agree  Disagree



Scoring

Give yourself 1 point for every question you answered Agree.

Analysis




	
810


	
You have the potential to be highly successful in helping your team set and achieve their goals.





	
57


	
You could use some work setting goals for you and your team.





	
04


	
You still have a lot to learn about goal-setting and performance management.










For Individuals and Teams

When employees are working toward a goal, every day has a mission. Their self-confidence grows as they recognize their ability to take control of their situationand to reap rewards from their team and their organization for their accomplishments. The satisfaction they derive from this personal growth keeps them energized and motivated, fresh and productive.



POWER POINTS


THE POWER OF GOAL-SETTING

Goal-setting is an indispensable tool that gives shape and direction to the work of an individual employee, as well as to a department and organization.


	It allows an organization to track short-and long-term objectives.

	It provides a framework for stating what the individual wants to achieve and what the organization expects from the individual.

	It focuses employees and managers on planning for the future.

	It inspires people to action.






For Organizations

The benefits of setting goals extend not only to individual employees and to you as their manager, but also to your division or organization and its bottom line. This is especially true when individual goals align with organizational goals in response to the realities of the companys industry and marketplace. When everyone in an institution is committed to these larger goals, the results can be powerful, whether the goals involve increased sales and profitability, improved customer service, or the successful integration of two post-merger companies. Strategic planning and the goal-setting that accompanies it can help a mediocre organization become a world-class performer.

Strategic planning is a structured process. Led by enlightened and trained leaders, strategic planning ultimately determines how an organizations resources can organize and direct its progress. The strategic plan guides managers as they set goals for their department and for their individual employees. The better developed the strategic-planning and goal-setting process, the more efficiently the organization will reach its goals.

Why Goals Work

The reasons that goals are effective are persuasive. Goals work in several ways:

By providing a target. One theory of human behavior, developed by Dr. Maxwell Maltz, author of the breakthrough book Psycho-Cybernetics, hypothesizes that each individual has a success mechanism that is part of the subconscious mind. This success mechanism continually searches for ways to help the individual reach targets and resolve problems. People work and feel better when their success mechanism is fully engaged. All thats needed to activate this mechanism is a target. Without one, the success mechanism lies dormant orworsegoes after targets that were not chosen consciously. Having goals ensures that your targets represent what is most important to you.




CASE FILE


GOAL-SETTING AT GE

The story of General Electric under the leadership of CEO Jack Welch is revealing. Early in his tenure, local managers throughout the global company were operating in silos, completely separate from other departments and even from their own teams as they pursued their own agendas without regard for anyone else.

Welch believed that the workplace should be open and collaborative, and that everyone should fully participate, so he led a series of changesincluding establishing new goal-setting practicesthat transformed the company.

At all levels of the organization, goals were aligned: individual goals supported departmental goals, and the goals for each department supported those of the next corporate level above it. Individual, departmental, and divisional goals all supported goals set at the top, which in turn supported the corporate mission.



SOURCE: Jack Welch & The G.E. Way by Robert Slater (McGraw-Hill, 1998).




By helping you focus your time and effort. Most people dont have a single focus during their work days or, if they do, its on whatever happens to have landed on their desk. Goal-setters have learned to put their time, energy, and resources toward a single objective that will help accomplish some larger end. Even if they work toward this goal for a just few hours at a time, they can achieve outstanding results because of the concentration of effort. Goals provide a way to focus and concentrate time and energy on specific and meaningful targets.

By giving you desire, motivation, and persistence. To achieve something worthwhile, you may struggle and fail several times before you reach your target. High achievers pick themselves up after each fall and continue. Why dont they give up? Where do they find the motivation to persist?

Commitment to goals creates a strong sense of purpose, and thats what keeps them going. It has been said that a person with a big enough why can handle almost any what or how. Goals can help you remember your why when you are faced with adversity.

By dictating priorities. Its easy to let distractions, trivial tasks, and general busyness fill your work days, or to allow other peoples interests to govern your time. Goalsand the missions, visions, and dreams that inspired themprovide a natural framework that clarifies your priorities so that your choices are based on the long-term view of what is most important to you. There are many forks in the road between where you are now and where you want to be, and goals keep you on the right road.



POWER POINTS


THE BENEFITS OF GOAL-SETTING

Studies show a tie between goal-setting and superior performance. But how exactly does goal-setting increase performance? It works by:


	Providing a target for your endeavors

	Helping focus your use of time and resources

	Encouraging persistence

	Dictating priorities in your day-to-day activities

	Offering a roadmap for planning your efforts






By giving you a road map. When you are committed to goals, you will use all your resources to accomplish them. For large, seemingly impossible goals, you need to craft a strategy to reach them by establishing milestones, or intermediate goals, that are easier to achieve. Then you can get to work on each piece. Your intermediate goals help you measure your progress and can warn you if you are getting off course. Then you can make adjustments to your plans and overall strategy as you encounter and overcome obstacles and setbacks, and learn from your mistakes.

RESISTANCE TO GOAL-SETTING

A study estimated that only 10 percent of people bother to think about their goals regularly, and that only 1 to 3 percent of people have clear written goals. If goal-setting is such a powerful tool, why dont more people use it? There are many reasons and, as you prepare to set goals with your staff, its important to understand them. Some people dont have a vision of the future; without that, its difficult to set goals. Setting goals can help you get what you want, but you have to be clear about what that is before the goal-setting process can work.

What many people dont understand is that goal-setting can improve their relationships with their managers. Employees who already enjoy good communications with their managers think thats enough. They often dont understand that formal, written goals can make a good working relationship even better.




Red Flags [image: ]


RESISTING GOALS

Before setting goals with your group, its critical to identify employees who might resist the process. Youll need to educate them about the process and help them want to participate. Look for employees who:


	Lack vision or dont know what they want

	Fear the unknown

	Dont appreciate the benefits of goal-setting

	Are disorganized or stressed out

	Have failed at informally setting goals on their own





Other people dont set goals because they dont comprehend how powerful goals can transform them from good workers to great onesmotivated, successful, and high achieving.

Some workers dont understand the nature of goal-setting. They think they have goals but really just have wishes. Others, who have never used the process properly, simply conclude that goal-setting doesnt work. They dont see goal-setting as a tool that helps them achieve what they want, step by step.


Some people are frightened of goal-setting. The goal-setting process often requires people to overcome their deepest fearsthe fear of the unknown and of failure. They are afraid because challenges and risk may take them into unfamiliar, unsafe realms. While adventurous individuals think nothing ventured, nothing gained, the risk-averse believe nothing ventured, nothing lost.



One of the great discoveries a man makes, one of his great surprises, is to find he can do what he was afraid he couldnt do

Henry Ford

founder of the Ford Motor Company

(18641947)



Some people are too busy and disorganized to spend the time to set goals. They reject the prospect at a subconscious level and come up with excuse after excuse for not setting goals. Already stressed and overwhelmed by the current demands on their time and energy, they are not ready to take on new challenges. They dont understand that having goals will make their lives easier, not more difficult, and will save them time in the long run.

Still other people, feeling inspired, grab a piece of paper, start to list a few goals, then cant decide what to include. They may try to juggle everything they want in all the different areas of their life before committing to any one thing, or they may come up with too many goals and quickly realize they cant handle them all. Feeling frustrated and overwhelmed, they abandon their goals before they even get startedand blame the whole process as defective rather than their approach to it.

MANAGER AS COACH

Not so long ago all managers operated on the command-and-control model, where the boss called the shots, not just for the business but also for individual employees. Today, though many managers still find it difficult to shed the vestiges of this old-school behavior, the coaching method of management is increasingly popular.

The coaching model is grounded in a belief in the innate abilities of people and in the value of their ideas. The focus is on developing skills within the group in order to move the company toward its immediate objectives and long-term goals. Managers who operate like coaches are open and approachable. They involve everyone in setting the goals and objectives for the team and invest time and effort in building relationships with their team members. They are empathetic about setbacks and help remove obstacles to achieving goals. They view their own role as serving the people they work with.



Man is a goal-seeking animal. His life has meaning only if he is reaching out and striving for his goals.

Aristotle,

Greek philosopher

(384322 BCE)



When you make yourself your employees coach and invest your time in their well being, you counter their resistance to goal-setting more easily. To make goal-setting take hold and become a part of the fabric of your work environment, you have to make it your priority. You also need to communicate and demonstrate the benefits of goal-setting to each individual and to the group as a whole. Ultimately, their success reaching goals will encourage your staff to make goal-setting a part of their lives.









End of sample
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