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Setting Goals and Expectations 
 
Description: 
This module explains the importance of goal setting, clarifies goals and 
objectives, helps identify your goals, and describes methods of monitoring 
progress toward attaining goals. 
 
 
Objectives: 
By the end of this module, you will be able to: 
1. Identify and create quality goals. 
2. Explain the importance of monitoring progress toward goal attainment. 
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Introduction to Setting Goals 
 
We often hear about the importance of goal setting and action plans. 
Despite the obvious importance of planning, too many people drift through 
life allowing other people, institutions, and organizations to tell them what 
to do and how to do it. 
 
 
If your goals are not as clearly defined as they could be or if your goals are 
not backed up with clearly defined plans for their achievement, you may 
have a hard time achieving them. 
 
 
The exercise on pages 3 and 4 illustrates the difference you can make in 
your life by clarifying goals and plans. This example will show you what it 
means to know where you are going and to have a plan to get there. 
 
 
Listen carefully to the instructions from your facilitator.  Do not start 
until your facilitator tells you to.  This is a ‘timed’ exercise. 
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Life Without a Plan - Exercise 
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Life With a Plan – Exercise 
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The Importance of Goals - Introduction 
 
The exercise shows that PLANNING gives you confidence because you know 
where you are going and how you will get there. You have a sense of direction, a 
sense of purpose, and a sense of order that sustains your interest and 
motivation over the long haul. 
 
What's more, as you begin to move toward your goals, your sense of personal 
worth grows along with your self-respect. This contributes to greater 
achievement, followed by greater self-confidence, and the process snowballs, 
bringing you ever-greater achievements in your life. 
 
Goal setting is a process that can bring you tremendous personal success and 
happiness as you accomplish more and more, not only in your work, but also in 
every area of your life. Keep setting goals and developing plans to accomplish 
them and this process can have a great impact on you, your company, your 
family, and everyone you know. 
 
 
List below the areas in your life that would benefit from setting 
goals: 
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What are Goals? 
 
Goal - The purpose toward which an endeavor is directed; an 

objective. Synonym: intention. (The American Heritage Dictionary 

3rd Ed.) 
 

Goals tell us where we are going or what we want to do. They answer the 
question "What do I want to accomplish?" 
 
Plans are aimed at achieving goals. 
 

(Airplane example by Facilitator) 
 
 

Why is Setting Goals so Important? 
 
Goals serve as a stimulus for effort by giving individuals something 
to strive for. Individuals, as well as organizations, must know where they 
are heading so they can effectively plan to get there. 
 

For example, Lou Holtz, the now-famous coach from Notre Dame, 
is a firm believer in goal setting, as he tells in his video, Do Right. 
After being fired from his first job as an assistant coach even 
before he reported to work (the coach who had hired him was 
fired, as were all his assistants), Holtz moped around the house, 
despondent over not having a job or money. 

 
His wife bought him David Schwartz's The Magic of Thinking Big 
and Holtz stayed up all night reading it. One exercise required him 
to list 100 things he wanted to achieve in life. Enthusiastically, he 
showed the list, which included things such as aspirations to 
skydive, meet the Pope, and go on a submarine with his wife. 

 
Before reading the book, Holtz had been unsure he wanted to be 
a football coach. But there in writing on his list were two important 
items: to be head coach at Notre Dame and to win a national 
football championship! 

 
Holtz credits Schwartz's book with turning his life around by 
making him focus on his goals--what he wanted to achieve in life. 
He continues to stress the importance of goal setting among his 
coaches and players--not just in football but in academic 
performance and their personal lives as well. 
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Goals and Success 
 
Goal setting, when supported by careful planning, provides a sense 
of direction to keep you focused on the most important activities. 
Goals serve as filters to eliminate extraneous demands. 
 
Over a period time, goals can bring to life order, meaning, and purpose 
that will sustain interest and motivation. By setting goals, an individual 
expresses their desire to achieve, to improve life, and to be more 
effective, more productive, and more successful tomorrow than today. 
 
Being successful does not come by accident ; you can't buy it. It depends 
on following a practice of goal-setting and continuous growth, as well as 
seeking predetermined goals. We could say then "Success is the 
progressive realization of worthwhile, predetermined goals." 
 
 
Describe below at least one time in your life where you had a specific 
goal that focused your energy, and what accomplishment occurred 
as a result: 
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The Importance of WRITTEN Goals 

 
One of the keys to success is not just having goals but having written 
goals. 
 
A study done by Harvard University concluded: 
 
§ The 3% of people who are independently wealthy have written and 

specific goals 
 
§ The 10% of people who are financially stable have general goals 
 
§ The 60% of people who live month to month have "get by" goals 
 
§ The 27% of people who need assistance to get by every day have no 

goals at all 
 
A written goals program ensures that you identify achievements that will 
ultimately prove the most meaningful to you. Writing goals helps to clarify 
thinking and provides a basis for measuring progress. Written goals 
provide a number of benefits: 
 
§ Written goals save time. Write down your goals to keep yourself 

on course, to minimize interruptions, and to focus your attention. 
 
§ Written goals help measure progress. Being able to measure 

and monitor accomplishments increases motivation. 
 
§ Written goals produce motivation. When goals are put on 

paper, your purpose is clarified and your dedication is 
strengthened. 

 
§ Written goals reduce conflict. Written goals help you identify 

conflicts between various priorities, which helps eliminate 
frustration. 

 
§ Written goals form a basis for action. Goals that are written are 

just words on a piece of paper until action is taken. For each goal, 
specific action steps should be listed to move from the daydream 
stage to the reality of accomplishment. Action steps should be 
logical, practical tasks you are willing and able to undertake. 
Written goals and plans are the foundations for success, but 
action is the springboard to actual success. 
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§ Written goals stimulate visualization. The future can be more 
easily and clearly visualized with the goals and plans written out. 
When you practice visualization, you believe more strongly in the 
possibility of success. 

 

Goal Setting 
 

Write down that you consider to be the two most important goals you 
can set to improve your productivity: 
 
1 . 
 
 
 
 
 
 
 
 
 
2. 
 
 
 
 
 
 
 
 
 

Share your goals with your group. 
 
 
 

Write down that you consider to be the two most important goals you 
can set to improve your life: 
 
1 . 
 
 
 
 
 
 
 
 
 
2. 
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Guidelines for Effective Goals 
 

Goals need to be designed to facilitate producing results.  Try Our SMART 
Goals Software Wizard 
 
Effective goals have several characteristics. These characteristics are 
summarized by the acronym S.M.A.R.T. 
 

S.M.A.R.T. Goals 
 
Goals should be: 

S Specific 
     M Measurable 
     A Attainable 
     R Realistic 
     T Tangible 

 
"S" stands for specific. A specific goal has a much greater chance of 
being accomplished than a general goal. To set a specific goal ask 
yourself 
• Who: who is involved? 
• What: what do I want to accomplish? 
• Where: identify a location 
• When: establish a time frame. 
• Which: identify requirements and constraints. 
• Why: specify reasons, purpose, or benefits of accomplishment 
 
Complete the example below by writing a SPECIFIC goal for each 
general goal: 
 
General Goal: Get in shape 
 
Specific Goal: 
 
General Goal: Get organized 
 
Specific Goal: 
 
"M" stands for measurable. Establish concrete criteria for 
measuring progress toward the attainment of each goal you set. 
When you measure your progress, you stay on track, reach your 
target dates, and experience the exhilaration of achievement. 

 
To determine if your goal is measurable, ask questions such as: 
• How much? 

http://goalsetting.righttolead.com/
http://goalsetting.righttolead.com/
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• How many? 
• How will I know when it is accomplished? 
 
"A" stands for attainable. When you identify goals, you begin to 
figure out ways that you can make them come true. You begin 
seeing previously overlooked opportunities. 

 
 
"R” stands for realistic. A goal must represent an objective toward 
which you are both willing and able to work. A goal can be both 
high and realistic. 

 
 
"T" stands for tangible. A goal is tangible when you can 
experience it with one of your senses-that is, taste, touch, smell, 
sight, or hearing. When your goal is tangible, or when you tie an 
intangible goal to a tangible goal, you have a better chance of 
making it specific and measurable, and thus attainable. 
 
Intangible benefits to be gained or losses to be avoided by goal 
achievement might include the enjoyment of greater respect from 
colleagues or family, a sense of accomplishment, or improved 
relationships with family and coworkers. 

 
Now look at the productivity goals you wrote on page 9.  Do they 
follow the S.M.A.R.T. guidelines?  Rewrite your goals to follow the 
S.M.A.R.T. guidelines.   To increase your effectiveness you should 
visit our SMART Goals Software Wizard. 
 
 
 
 

http://goalsetting.righttolead.com/
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Goal Planning Sheet - Instructions 
 

The following instructions explain how to complete the Goal Planning 
Sheet on pages 13 and 14. 
 
1. Write one of your goals (from page 9) on the goal planning sheet. 
 
2. Put today's date and decide on a target date to achieve the goal. 
 
3. In the benefits/losses area of the Goal Planning sheet, write 

down the tangible outcomes of achieving your goal. 
 
4. Identify and write down any possible obstacles and focus on 

a way to overcome the obstacles to achieve your goal. 
 
5. Next, list the action steps you need to take to accomplish your 

goal. These can be daily, weekly, or monthly actions you 
must take to bring your goal into reality. 

 
6. Set a target date for each action. Many goals are much easier 

to attain when broken down into smaller pieces. 
 
7. Make a note when each step is accomplished. 
 
8. Every goal should have a method for tracking progress. 

Identify a tangible way to evaluate or measure your progress 
for this goal. 
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Goal Planning Sheet 
 

 

 
 
 
 
 
 
 
 
 
 

Today’s Date Final Target Date Date Achieved 

Goals (Specific, Measurable, Attainable, Realistic, Tangible) 

Benefits from Achieving This Goal and/or Losses to Be Avoided from  
Achieving This Goal 
 
 

Possible Obstacles Possible Solutions 

Use other Side for Specific Actions Steps 
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Specific Action Steps for Achieving This Goal Target 

Date 
Date 

Reviewed 
Date 

Completed 
1. 
 

   

2. 
 

   

3. 
 

   

4. 
 

   

5. 
 

   

6. 
 

   

7. 
 

   

8. 
 

   

9. 
 

   

10. 
 

   

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Method of Tracking Progress 
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Goal-Setting for Employees 
 
 
Let's look at how we work with our employees at setting goals. We now 
understand the importance of setting our own goals, so you can see how 
this process would be important to our employees. 
 
 
 
 
At this point complete the exercise Employee Goal Setting 
Assessment on page 16.  You will have 15 minutes to complete and 
score the exercise. 
 
 
 
Write down your score and its interpretation from the Employee goal 
setting Assessment here: 
 
 
 
 
 
 

SCORE 
 
 
INTERPRETATION 
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Employee Goal-Setting Assessment 
   

       Usually Sometimes   Seldom 
  
1. Specific and clear goals. 
 
2. Goals for all key areas relating to their job 
3. performance. 
 
4. Challenging but reasonable goals. 
 
5. The opportunity to participate in setting their goals. 
 
6. A say in deciding how to implement their goals. 
 
7. Deadlines for accomplishing their goals. 
 
8. Sufficient skills and training to achieve their goals. 
 
9. Sufficient resources (i.e., time, money, equipment)  
      to achieve their goals. 
 
10. Feedback on how well they are progressing toward  
      their goals. 
 
11. Rewards (pay, promotion, recognition) allocated to  
      them according to how well they reach their goals. 
 
 

Scoring and Interpretation: 
 
For all questions, give yourself: 
3 points for Usually,  2 points for Sometimes,  and 1 point for 
Seldom. 

 
Add up the total number of points. Scores of 26 or greater 
demonstrate a good understanding of goal-setting techniques. 
Scores of 21-15 indicate that you can improve your goal setting skills. 
A score of 20 or below suggests that you may have significant room 
for improvement. 

 
Write your score and interpretation in the space provided on 

page 15. 
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Getting Acceptance and Commitment for Goals 
 
The process for goal setting is the same for your employees. 
 
What supervisors must do is to ensure acceptance and commitment 
from their employees. 
 
Some ways of doing this: 
 
§ Through Supervisory support: A supportive climate needs to 

be created where goals are seen as a device for clarifying 
employee expectations rather than as a tool to manipulate 
employees by threats and intimidation. Supervisors show 
support by helping employees select challenging goals and by 
reducing barriers that stand between employees and the 
attainment of their goals. For example, make sure employees 
have the necessary equipment, supplies, time, and other 
resources to complete their tasks. A supervisor is supportive 
when employees view him or her as a goal facilitator. 

 
§ Use participation: Employee participation in goal setting can 

increase acceptance of goals. To be effective, the participation 
must be real-employees must perceive supervisors as truly 
seeking their input. 

 
§ Know your employee's capabilities: Individuals differ in their 

skills and abilities. If these differences are taken into 
consideration, each person's goals will realistically reflect his or 
her capabilities. Further, when the goal difficulty is matched to 
an individual's capabilities, it increases the likelihood that the 
employee will see the goals as fair, realistic, and attainable. 
When a person's abilities do not meet the minimum satisfactory 
goals, this matching effort may reveal the need for additional 
training for that employee. 
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Action Plan for 
Getting Acceptance and Commitment 

for Goals 
 
In the space below write an individual action plan for how you will improve 
your ability to get acceptance and commitment from employees for their 
goals: 
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