EVERGREEN
GOAL SETTING
PLAYBOOK

'There will always be more good ideas than there is the capacity to execute'

Have you ever been in a situation whereby you have so many goals set that you don't even know
where to start? Or how about you get to half way through the year, and you feel like you've done
so much, yet gotten nowhere? Perhaps you've experienced first hand the concept of 'overwhelm'.
The secret to goal setting is not to set too many goals but rather focus on those that are WILDLY
important. Those that will have the biggest impact on your business. The concept here is, if you
focus on less, you will achieve more.
Studies have shown that the more number of goals we set, the more unlikely we are to achieve
any of them. Instead we get caught up in a 'whirlwind' or in the world of 'overwhelm'. However, if
we focus on one or two MEANINGFUL goals - goals that will really make a difference to your
business, you will more likely face a positive outcome.
You separate your WIG by choosing THE MOST important and meaningful thing that you're
business can do to achieve success. Typically 80% of your energy will still be focused on the
'other' day-to-day runnings of the business however the other 20% of your time will be focused
on your WIG meaning a greater success rate of achievement (imagine the comparison in quality of
work by having 1-2 goals to focus on instead of 10?)

WILDLY IMPORTANT GOAL (WIG):
A goal essential to carrying out the organization’s mission or strategy.
Failure to achieve this goal will render all other achievements secondary.

STEP 1: DEFINE YOUR WILDLY IMPORTANT GOAL (WIG)
A). Brain dump all of the potential WIGs you could have for your business by asking yourself • If every other area of our operation remained at its current level of performance, what is the
one area where change would have the greatest impact?
HOT TIP: Your WIG can be something from within the business that is 'broken' and is critical to
the overarching success of the company. Or it could be an area that is going well yet there is
opportunity for even further improvement and even better results. Alternatively it could be more
strategic focused ie. a product launch, breaking into a new market, repositioning your product or
service.
B). Prioritise by order of importance and meaning to your business/team success. In other words
pick the ONE THING that will really make a difference to your business and go with that.
It might mean focusing on one specific aspect or department that is so fundamental to the
success and heart of your business that achieving it literally impacts the existence of your
business. You would create an overall WIG for the company, and then, if you have multiple
business units within your organisation, each team can create their own WIG to feed into the
overarching WIG.
C). Get clear on what your WIG will be. Depending on your business you'll likely end up with
either a 'financial goal' or a 'quality goal' or a 'strategic goal'. Once you have done that, identify a
Big Outcome for the upcoming quarter (these should feed into the overarching WIG). See
template on page 6).

THEN SET YOUR BIG OUTCOMES FOR THE QUARTER:
Your Big Outcomes are where you start breaking down your WIG to more tangible, smaller
outcomes. You will focus on what are the 3-5 big outcomes for the coming quarter (or 90 days)
that will help get you closer to your 12 month WIG.
Things to keep in mind when setting your Big Outcomes:
• Always begin with a verb ie. Cut... Grow... Launch
• Always include a form of measure i.e. 'From X, to Y, by Date'
• Keep It Stupidly Simple (KISS). No fluff necessary, just get straight to the point.
• Focus on the WHAT not yet the how.

STEP 2: DEFINE YOUR LEAD MEASURES
What is a Lead Measure?
Lead Measures influence the achievement of your goals - just like Key Performance Indicators
(KPIs). If you have the right Lead Measures in place, you will achieve your WIG and Big
Outcomes. Albeit, sometimes it takes trial and error and continuously checking in and revising
your Lead Measures to ensure that they are as effective as they can be.
A). Brain dump all of the potential Lead Measures that can help you achieve your WIG. For
example what are all of the things that need to be done, in order to achieve the goal.
• What could we do that we haven't done before?
• What are the strengths of the individuals within the team that we can use as leverage to achieve
the WIG? *Or of yourself if you are a one-person business
• What weaknesses do we have that might be a barrier to success?
HOT TIP: In every process (ie. a sales process, or a system process) there are critical steps where
the performance of an individual or team might be enhanced or negatively impacted. You can set
Lead Measure's around these points of the process (those that are either falling down, or can
impact further improvement). This is a great way to set successful (and achievable) Lead
Measures that will no doubt return results for your business.
B). Prioritise by order of importance and meaning to the success of your WIG. I like to think of it
as 'what will really help move the dial' in terms of getting results. Then it's simple - spend your
time on that!
C). Check-in. Ask yourself, will the consistent achievement of the Lead Measures result in
achieving your WIG?
• Is it influenceable?
• Can it be measured?
• Is it worth measuring?

WHEN SETTING YOUR LEAD MEASURES, MAKE SURE YOU:
• Make sure every lead measure is MEANINGFUL and will make a genuine difference in achieving
your Big Outcomes
• Keep It Stupidly Simple (KISS). Don't set too many Lead Measures.
• Focus on the HOW.

STEP 3: FOLLOW UP & KEEP TRACK
You've set the standard high. Everyone knows what the expectations are and what success
looks like. Now you have to make sure that you follow through and follow up.
Each and every week, reflect 1. What did I say I was going to do last week, and did I achieve it? If not, why?
2. Review WIG and Big Outcomes and Lead Measures - how are you tracking?
3. Set yourself a goal for the coming week based on WHAT NEEDS TO BE DONE!
HOT TIP: When you are setting your weekly tasks - make sure they are specific (not fluffy), to
the point, measurable (even if it is manually measured), achievable and realistic to be completed
with the designated week.

NOW: it's time to put the theory to practice
Take some time out to fill out the template on the following pages. This outlines the WIG, breaks
the WIG down to Big Outcomes each quarter to measure. Then also looks at your Monthly
tasks/Lead Measures and provides a template for your weekly tasks.

WILDLY IMPORTANT GOAL (WIG)
What you want to achieve (1 thing - no more than 2)... refer to page 1 for instructions

BIG OUTCOMES FOR THE QUARTER (TO ACHIEVE WIG)
1. (ie. Grow/Increase/Cut/Launch - From X to Y by Date)

2. (ie. Grow/Increase/Cut/Launch - From X to Y by Date)

3. (ie. Grow/Increase/Cut/Launch - From X to Y by Date)

MONTHLY TASKS - LEAD MEASURES
(TO ACHIEVE BIG OUTCOMES)
MONTH 1

MONTH 2

MONTH 3

[Big Outcome 1]

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

[Big Outcome 2]

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

[Big Outcome 3]

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

How/Lead Measure
1.
2.
3.

WEEKLY TASKS - LEAD MEASURES
(TO ACHIEVE MONTHLY TASKS)
Task 1:
Task 2:
Task 3:
Task 4:
Task 5:

