Day 2–Module 7

HIGH-IMPACT GOAL SETTING

Understanding Participants’ Needs

Many people have heard and know about the importance of goal setting–they just don’t apply it in the workplace. If they haven’t heard about techniques for goal setting, then this session is a chance to get the basics. If they know about goal setting but aren’t doing it, then this session is a chance to inspire them to do what they know they should. If they are setting appropriate goals, then this session is a chance to use them as examples for the others to follow.


Module Introduction

In module 4 we discussed the importance of goal setting and established ways to prioritize the major and minor activities and tasks we needed to accomplish. Now let’s take a harder look at what goal setting is all about as we prepare to manage and motivate our team.
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Objective

· To establish the need for goal setting in every supervisor’s life

Thinking Behind the Page

We often don’t buy-into making changes in our lives unless we can clearly see the value. Value sometimes means avoiding negative consequences as well as gaining from positive ones. This page gives you a chance to exercise your experience and knowledge in the Air Force in order to help new supervisors see value in applying goal-setting techniques regularly in their position.

Teaching Tips

· Question 1: Have participants work individually on their answers and then debrief the group.

· Question 2: Discuss as a group or have them discuss by table and you debrief as a group.

Examples/Quotes

· AU-24 Concepts for Air Force Leadership, “Structuring Project Teams and Building Cohesiveness”

PowerPoint

· Yes

Transition

With an understanding of the importance of goal setting, let’s now look at the obstacles.
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Objective

· To share the most common obstacles to appropriate goal setting

Thinking Behind the Page

Even with an understanding of the importance of goal setting, some participants would never start. Why? Because they have hidden fears that get in the way of their personal and professional success. 

Activities

For A, Fear: Ask participants to discuss by table the fears that they see in other managers and supervisors that get in the way of their success (this makes it easy to discuss fears even if it is theirs). Once sufficient discussion has happened, debrief from the front of the room. Press participants to talk in-depth as you debrief using your personal experience and ideas gained from other classes. This is a good page to challenge supervisors to face their fears and look for techniques and approaches that will help them overcome personal challenges.

Discuss B, C, and D as a group.

Examples/Quotes

· AU-24 Concepts for Air Force Leadership (2001 edition, Page 256),  “The Courage of Sam Byrd”

PowerPoint

· Yes
Transition

We’ve identified the need to set goals, we’ve faced our fears. Now, let’s be clear on what is and what is not a goal.  
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Objective

· To clarify what is and is not a goal

Thinking Behind the Page

There is often confusion between high-priority tasks, activities, and goals. This page offers a chance to clarify what we mean by goals.

Activities

Open and lead a discussion on what does NOT qualify as a goal. Expect to hear ideas like tasks, activities, phone calls, return of E-mails, and so forth. During the discussion inject the definition of a goal according to the Random House College Dictionary. “The result or achievement toward which effort is directed; aim; end.” Then add, “for the sake of discussion, we would consider a goal something that is above the ordinary effort expected in a position -- an “assigned piece of work -- an occupation in which one is engaged” The latter are descriptive of “tasks” or “activities.  A goal, on the other hand, would be extra effort and a final end is most likely not reached if its achievement had not been mapped out. A goal should include the components of S-M-A-R-T.”

S – Specific

M – Measurable

A – Achievable, attainable, and most specifically . . . agreed to by others involved

R – Realistic

T – Time-bound or time-specific

Example/Quote

· Some succeed because they are destined to.  Most succeed because they are determined to.











—Successories
PowerPoint

· Yes
Transition

You’ll recall that yesterday we discussed having balance in your personal goals. Let’s look at our commitment and success using the same criteria. 
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Objective

· To gain participant commitment to working on balance.  

Thinking Behind the Page

Participants may be excited and inspired by the balance discussed yesterday in module 4. This is a chance to inspire them to make a commitment to working on all areas of their personal “wheel” for success as a supervisor.

Teaching Tips

· Have participants check the list of important areas in their life that they created on page 4-2. They can either work again on that page or transfer the information to this page (7-5) and answer the questions in the box at the bottom of page 7-5. They should enter two numbers. The first for their score/evaluation that was already competed on page 4-2. Participants should now enter the second number – a number representing their personal goal for each of the same areas from their list. They would naturally want a “10” on the 1-10 scale as we used for page 4-2, however, none of us will ever be a “10” in all areas of importance all the time. Now ask them for their own conclusions based on the information mapped.

PowerPoint

· Yes

Transition

Balance in our goals is important but quite hard to implement consistently without a personal vision. Let’s discuss vision on the next page.
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Objective

· To offer participants a solid foundation upon which to build their goals, a broad vision—a view of the future, as they would like for it to be. 

Thinking Behind the Page

Time-motion studies indicate that people with clear objectives are more productive than those without. Personal vision becomes the anchor for each supervisor’s attempt to set and reach clear goals. 

Teaching Tips

· Tell participants that this is the last step of theory and that next you will offer them a chance to practice.

PowerPoint

Yes

Transition

Let’s continue the pursuit of goals on the topics from page 7—5.
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Objectives

· To practice the habit of writing goals and to identify the supporting skills, knowledge, and resources necessary for success

Thinking Behind the Page

Our studies have shown that supervisors generally won’t write goals when they get back to the workplace unless they have already done so in a class. In addition, to continue the habit they must experience success when they return to work. 

Teaching Tips

· Have participants choose two areas where they need to set goals and then to set two to four goals per area in the class. 

· Next they should transfer two of the above-listed goals to the center of the page titled “Identify the Skills and Knowledge You Need.” Beside each of the two goals they should now list the skills and knowledge needed to reach the goal.

· Finally, for “Identify Your Resources,” take the same two goals from above and list the resources needed to make them come true. This could be any one or any combination of the following:

· money,

· time,

· physical/human resources,

Example

	Area
	Goals

	

	


	Goal
	Skills and Knowledge Needed

	
	


	Goal
	Resources

	
	


Transition

(Quote at bottom of page 7–7) As Wayne Gretzky said, “I skate where the puck is going, not where it has been.” Let’s take a look at how we might follow that advice by “Pursuing Our Goals.”
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Objective

· To further clarify their goals by prioritizing and getting accountability

Thinking Behind the Page

This is an opportunity to continue refining the goal-setting process for participants. 

Teaching Tips

· Prioritize your goals: Participants should rank goals in order of priority. Talk with them about furthering this exercise by (1) prioritizing their areas from the top of page 7–7, and (2) prioritizing the goals under each. They may get as detailed as they are willing to commit to for this purpose.

· Develop accountability: In this section make sure that each person identifies someone that he or she can trust to hold him or her accountable. 

· Use your resources: Ask participants to list two to three resources that they can use to help them accomplish their goals and to (1) list them, and (2) make note of how they might utilize them.

Transition

Now that you’ve clarified the steps to set your personal goals and separated them into components that are achievable . . . let’s commit to the process.
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Objective

· Gain participant commitment to the process

Thinking Behind the Page

As you end this module, each participant needs inspiration to commit to the process of goal setting. Use this page to accomplish this.  

Teaching Tips

· Discuss commitment with participants, and ask them what has worked for them in the past when committing to a new process, technique, or goal. 

PowerPoint

· Yes

Transition

With this goal-setting module completed, let’s look at a single sheet that will help you “pull it all together.”
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Objectives

· To help visual learners “see” how they can bring it all together

· To give all participants a sheet that quickly shows where they are missing information that might enhance their ability to reach their goals

Thinking Behind the Page

We know that some participants are visual learners and need to see what we teach. This page helps with this very important part of being a supervisor—setting goals.

Teaching Tips

· The value of this page is immediately clear to visual learners. Go through this page briskly to maintain time lines.

Activities

If there is time available you might ask participants to complete this form.

Example/Quote

·  AU-24 Concepts for Air Force Leadership, P. 425 “Thoughts on Leadership: Expect, Direct, and Respect”

Transition

Now that we’ve put it all together, let’s check ourselves.
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Check Yourself!

1. Why do we need to set goals?

2. List two reasons that we resist goal setting.


3. Now that you know your goal setting “balance,” what is your next step in self-development?

4. If you were going to run a marathon, describe step-by-step to your partner how you might accomplish this goal. 



Objectives of this module are to:





Understand why we need to set goals;


Know the reasons we resist goal setting;


Gain a visual of your goal setting “balance”; and


Understand the process for setting goals.





Upon completion you will be able to:





State why goal setting is important;


Apply the idea of goal setting balance; and


Follow a step-by-step process for setting goals.











Efficiency





Improve measured production by 7 percent


Install a consistent production monitoring system 


Eliminate minimum production 





Improve measured production 7%





Improve measured production 7%





Knowledge = Baseline to measure against


Knowledge = What procedures/outputs make up the measurement


Skills = Proficiency running electronic reports





Access software


30 minutes per week to review numbers


Budget











Possible answers:


For success and productivity


For health and well-being


To follow proven success patterns





Possible answers = FEAR; lack of self-confidence; don’t see the value; don’t know how





Listen for answers that are specific to the individual instead of general answers from workbook.





Participants should work in pairs/threesomes and share with each other what they will do. When finished, debrief the group.





NOTE: If you have not had participants stop and write ideas on their hot idea sheet, now is the time. Ask them to turn to their sheet and write down anything that they need to help them become a better supervisor. 


Debrief their list on flip charts, which should be on the walls from yesterday. Continue to number each idea.  
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