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Why It’s Important 
 
If you’re committed to becoming your best self, there’s no better starting point than 
the sharpening of your goal-setting skills. As a skilled and talented professional, there’s 
a good chance that you’ve accomplished a fair bit of success in life without displaying 
particularly strong goal-setting abilities. Maybe you’re adept at achieving the 
professional goals that are presented to you or experienced at overcoming the personal 
obstacles that you’re presented with, but unless you're properly defining, refining and 
maintaining the goals that you set for yourself, it’s unlikely that you are meeting your 
personal potential. And if you’re not meeting your personal potential, there’s no chance 
that you’re meeting your professional potential. 

Well-crafted personal goals can increase your sense of agency and improve your 
learning, motivation and performance. Individuals who invest in their goals are shown 
to display greater persistence and demonstrate increased creativity and effective risk-
taking in their achievement of those goals . Effective personal goal-setting also 1

influences self-regulation and “when people commit in achieving their goal, they are 
likely to self-regulate their behaviors towards this achievement. ” 2

The benefits of professional goal-setting are similarly powerful. But the process of 
crafting your professional goals can be uniquely important, as the design of your work-
related goals often forces you to develop a keen awareness of your professional 
environment. In the same way that a clear understanding-of-self is essential to effective 
personal goal-setting, a thorough understanding of your business and your role within 
it must be established before you can define your professional goals. Developing this 
understanding will be helpful beyond the primary benefit of setting clear quarterly and 
annual goals. 

Even in the most supportive and nurturing work communities, you alone are 
responsible for determining what kind of professional you’d like to become and what 
type of impact you’d like to make on your team, organization or industry. Coaching and 
mentoring can help you uncover the answers to some of these questions, but without 
consistent and disciplined goal-setting, you’re likely to spend years chasing someone 
else’s professional ideals, overlooking the right development opportunities for you and 
overvaluing easy-to-quantify, but personally unfulfilling professional benefits.  

There are other motivational benefits associated with setting and attaining your 
personal goals. You’re likely to experience joy, pride and other positive achievement-
related emotions when you’re constantly overcoming the goals that you set for 
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yourself. These positive emotions can encourage you to set more ambitious goals and 
motivate you to overcome more challenging goals. 

While it’s likely you’re talented enough to succeed in most endeavors without the 
benefit of an optimized approach to goal setting, we strongly encourage you to think 
beyond success. This year, you’re graduating from success to greatness and it all starts 
with goal setting. 
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What Good Looks Like 

Most professionals are aware of the SMART approach to goal-setting. “If your objective 
isn’t specific, measurable, achievable, realistic/relevant and time-bound, it isn’t a good 
goal.” While SMART makes for a memorable acronym, SMART alone doesn’t go far 
enough in shaping for the most effective goal-setting approaches. 

SMART doesn’t account for the degree to which you actually care about the goal, who 
is assigning the goal (you or someone else), the balance between your short and long-
term goals or the degree of difficulty in the goals that you’re setting for yourself. All of 
these particulars matter. Here are some goal-setting considerations that you should 
layer on-top of SMART to ensure that you’re designing an effective goal framework.  

Self-evaluation. When it comes to crafting effective goals, you must first 
understand yourself. Being honest about what motivates you and what you’re 
capable of will increase the likelihood that you’ll set goals that you’re committed to 
and capable of meeting.  

Clear and written. Once you’ve established an appropriate understanding of self, 
it’s time to define your goals and commit them to paper (or tablet / iPhone / 
laptop). Your goals should be concrete (specificity is important), challenging (know 
your limits and push up against them), proximal (combining short & long-term 
goals) and meaningful to you. 

Hows & whys. With each goal that you set, identify the associated “how” and 
“why.” If you don’t know the “how,” you’re probably missing an important process 
goal. And if you don’t know the “why,” it’s possible that the goal isn’t meaningful 
to you, in which case it shouldn’t be on your list.  

Process + outcome. Your final collection of goals should include a mix of process 
goals (e.g. learn how to bake) and outcome goals (e.g. open a bakery). The distinction 
between process goals and outcome goals is especially important when considering 
a large, monumental goal. But if you find the your collection of goals is too lopsided 
towards process or outcome goals, you may want to re-thing your approach. 

Of the above steps, the most critical to your goal-setting success will be your ability to 
accurately self-evaluate. If you don’t understand what you want, why you want it or 
your ability to juggle priorities and overcome challenges, it doesn’t matter how clearly 
written your goals are. 
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The same practice or routine that you rely-upon to self-evaluate in advance of drafting 
your personal goals can be used to prepare you for professional goal-setting. But in 
order to craft great professional goals, you’ll also need to research, evaluate and reflect-
upon your unique business situation.  

Beyond understanding what you're physically and intellectually capable-of (your skills, 
interests and super-powers), you need to develop the same depth of understanding in 
your teammates and collaborators. What are the collective strengths and weaknesses among 
your team? 

You need to clearly understand your company’s mission, business principles, products, 
services and business model. How does your company generate revenue, what do your 
customers enjoy most about your products and where will your CEO’s vision guide your company if 
all exceptions are exceeded? 
 
You need to understand how your team fits into the larger 
business picture. Which other teams within your organization 
are relying on your performance and what does your success 
empower them to do? 

You need to understand which outside events (political, 
economic, competitive or societal) influence your business, 
keep track of these events and consider them as you 
contemplate your goals. You need to establish a degree of 
transparency between your professional goals and the goals 
of your peers and collaborators; not just to avoid needless 
overlap but to identify areas of opportunity for support. 

Most importantly, after you’ve developed a critical understanding of your business 
circumstance - once you've collected and considered all of the above referenced inputs 
that will influence the success of your team and your business - you need to identify 
the areas of your work that are most interesting and meaningful to you. 

If you’re hard-working, disciplined and resourceful, you’ll always find a way to meet 
your concrete, challenging and proximal professional goals - whether they’re goals that 
you’ve inherited from your boss or they’re goals that you’ve crafted yourself. But your 
work and your performance will never be as inspired as when you’re chasing down 
goals that are important to your business, meaningful to you and that allow you to flex 
your unique super-power strengths.   

� Page   of  5 12

“Goals that people set for 
themselves that are devoted to 
attaining mastery are usually 
healthy. But goals that are 
imposed by others - sales 
targets, quarterly returns, 
standardized test scores, and 
so on - can sometimes have 
dangerous side effects.”  

Daniel H. Pink, “Drive”



Auditing Your Current State 
 
Self-evaluation and self-understanding are especially important when crafting personal 
goals. While you may be able to rely on external forces or inherited objectives to shape 
your professional goals, your personal goals are entirely your own. You alone are 
responsible for charting the path that will lead you to your intended destination.  

But once you know your intended destination and have developed an understanding of 
the personal & professional legacy that you’d like to leave behind, how do you 
determine which personal goals to set? How do you decide where to focus your 
attention? 

One approach would be to audit your current state using 
A. H. Maslow’s Theory of Human Motivation as a guide.  
Maslow believed that a person who has the potential to be 
great may never realize their talents if their energy is 
focused on attaining basic human needs like food, water 
and the security of health and property. But as their basic 
needs are met, that person can now afford to focus more of 
their energy on fulfilling more complex human needs, like 
love, self-esteem and respect of others. As these complex 
needs are met, that person can now afford to focus more of 
their energy on fulfilling even more complex & cerebral 
needs, like the search for knowledge, the search for beauty 
and personal growth. Once their most complex needs are 
met, that person can now afford to focus their energy on realizing their own talents, 
reaching their human potential and helping others do the same.  

Using Maslow’s theory as a guide, you can crudely determine which of your needs are 
sufficiently fulfilled and which ones require your attention. 

Have you met all of your nutrition needs? Is your nutrition optimized? If not, you 
should consider a nutrition specific personal goal. If so, have you met all of your 
wellness needs?   

Have you optimized your approach to wellness? If not, you should consider a wellness-
specific personal goal. If so, have you met all of your safety needs? And so on. 
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HUMAN NEEDS 

From Basic to Complex 

Nutrition 
Wellness 
Safety 
Security 
Relationships 
Esteem 
Knowledge 
Beauty 
Personal Growth 
Peak Experiences 



Using this auditing approach will help you avoid focusing on the right personal goals at 
the wrong time and ensure that you’re building a solid foundation for continual 
improvement through your personal goal-setting. 
 
As for your professional goal-setting approach, all that’s standing between you and 
masterly crafted professional goals is your ability to access, acquire and analyze the 
right information on your business. How deep is your understanding of your business? How 
clearly do you understand what professional activities inspire you? Do you understand what super-
powers you bring to the job? 

Understanding your business. No matter the size or sophistication of your 
business, developing a clear understanding of the many factors that will 
influence your team’s success or failure requires the determination to collect all 
of the needed information and the critical and lateral thinking to synthesize that 
information into useable insights. If you’re looking for a litmus test to 
determine how deeply you understand your business, try explaining your job 
and company to a friend who’s somewhat familiar with your industry or line of 
work. Then try explaining the same to a friend who’s unfamiliar with your 
work. Then try explaining the same to your mom and dad. Lastly, try explaining 
your job to your grandparents. 

If you can explain what you do, how you do it and how this work fits into the 
context of your company to all of the above audiences, you probably have a 
strong understanding of your business. 

Understanding your inspirations. It’s unlikely that you were hired into your 
current role because of how much you enjoy doing the two or three things that 
your company needs you to do with excellence. It’s much more likely that you 
were hired because you exhibit the skills that are required for excellent 
performance in your role. As such, it’s possible that you’ve never considered the 
difference between the things that you’re good at and the things that you enjoy 
doing. It’s  high time that you develop that understanding. 

To begin the process of understanding your inspirations, pay close attention to 
the differences between activities that energize you versus those that wear you 
down. What effect does brainstorming with your colleagues have on your energy level? Are 
you energized by crafting emails and memos? Does meeting in person with customers, sales 
prospects or investors drain you or fill you up? 
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Spend a week or two paying close attention to the ways in which your activities 
influence your energy or mood, tracking your findings in a journal. Be sure to 
include any extracurricular activities that you frequently engage in (like 
volunteer or advisory work). Upon reviewing the results, you’re sure to 
recognize patterns in the activities that boost you up and those that drag you 
down.  

Understanding your super-powers. As mentioned above, it’s much more 
likely that you were hired for your skill than for your passions. Outside of arts 
& athletics, identifying the super-powers that enable certain skills isn’t 
intuitive. But if you can identify and tap into the super-power reservoir that 
fuels the skills that you know that you possess, you can begin to develop 
valuable, adjacent skills. 

If you understand that your insane coding skills are fueled by your ability to 
operate as effective in the present as in the future, you can choose to further 
develop other skills that leverage this particular super-power (like storytelling). 
If you understand that your masterful sales presentation skills are fueled by an 
empathetic super-power, you can identify adjacent skills that rely heavily on 
empathy (like design, advising, etc.). 

The best ways to develop this understanding are to a) ask the people who know 
you best what they believe your superpower is and b) establish hobbies that 
require you to use your dormant skills, paying attention to how quickly you 
take-to certain new hobbies and not others. 

You will never fully understand every aspect of your business, your passions or your 
skills. But it’s important that you cultivate this intelligence if you’re serious about 
leading within your team, company or industry. Following your initial understanding 
audit, you’ll want to cultivate routines that allow you to continually strengthen and 
deepen your understanding of your company, your inspirations and your super-powers.  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Getting Started 
 
Before writing down your first goal, we strongly encourage you to take a few weeks (or 
even a month - as long as it takes, really) to self-evaluate and to understand your 
business, your interests and your super-powers. 

What matters to you? Why does it matter? Where are your accomplishments leading 
you? Is this where you want to be? Whether you rely on long walks, exercise, 
mindfulness meditation or artistic expression to better connect with your mind and 
body, developing an awareness of self is a crucial precursor to your setting effective 
personal goals. 

Once you’ve developed an adequate understanding, you can begin writing out your 
goals. We’ve designed a template that you can use to guide your goal-setting, ensuring 
that you contemplate the ‘hows,’ ‘whys’ and ‘whens' and helping you keep track of the 
types of goals that you’re identifying. 

We encourage you to start broad, listing as many meaningful goals that come to mind. 
Once you’ve listed all of your goals, you can sort them first by the need in focus and 
then by process vs outcome to help focus your list. This list-focusing is an essential 
final step in the effective goal-setting strategy, according to BLEEKER Fellowship coach 
(and author of many best-selling books) MJ Ryan: 

“I believe it's crucial not to have too many goals. You can have many aspirations that you 
refer back to in order to create SMART goals as you go through the year (or your life). But 
if you have more than a couple in any given time period, it's a recipe for failure. I encourage 
people to focus on a couple things in a given period (that's where the T comes in, time 
bound), nail those, then make new goals. You create more of a sense of progress and 
satisfaction, rather than having 10 things you're working on all at once (or not at all, 
usually!)” 

Goal How? Why? By When? Need in Focus

Process or 

Outcome? 
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Brett Seamons - another BLEEKER Fellowship coach with 20+ years of experience 
with individual, team & organizational development coaching suggests this advice as 
you’re kicking off your goal setting exercise:  

1. Incorporate an accountability element to your goal-setting by: a. Establishing a 
contract with yourself “If I achieve such and so by such a date, then I will…” and b) 
Sharing your goals with others who you trust (e.g. family, mentors, your coach). 

2. Align your goal-setting with longer term objectives. “Hitting the Q2 financials” 
can be an appropriate goal, but it doesn’t help your career journey beyond establishing 
credibility in delivering results. Always ask how your goals feed into your longer term plans 
and life goals. 

Your manager, teammates and Bleeker support team can help you fine-tune each of 
these goals, establishing support mechanisms and milestones to ensure that each one 
is adequately challenging and building towards your greater objectives. 
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Tools & Resources 

• Your Goal-Setting List [Downloadable Form]: Google Drive 
After downloading, File > Make a copy .. to start editing and making your own  

Reading List 

• The Effort Effect: Stanford Alumni Magazine 
According to a Stanford psychologist, you’ll reach new heights if you learn to 
embrace the occasional tumble. 

• The Courage of Jill Costello: Sports Illustrated 
After a promising junior season as a coxswain at Cal, she learned she was in the late 
stages of cancer. The next year was her best. 

• On Muppets & Merchandise: Longreads 
How Jim Henson turned his art into a business.  

• Something About Meryl: Vanity Fair 
Since she turned 38, Meryl Streep has been waiting for her career to crater. Instead, 
at 60, she is more of a box-office powerhouse than ever. 

• The Aspiring Novelist Who Became Obama’s Foreign-Policy Guru: New York 
Times 
How Ben Rhodes rewrote the rules of diplomacy for the digital age. 

• Can I increase my brainpower?: The Guardian 
A billion-dollar industry has grown up around our desire to be more intelligent. But 
is it really possible to make yourself smarter?  

• From the Court to the Sales Floor: The Washington Post 
Ed O'Bannon, an example of when a promising career goes bust. 

• I'm For Sale: Elle 
Creative ambition is lovely, but what happens when you need real money? 

• A Raised Voice: New Yorker 
How Nina Simone turned the movement into music. 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https://docs.google.com/spreadsheets/d/10Y6vMpvckMiNQMZ7SUsGOecjZhQIypMOWtms0ecDQ8Q/edit?usp=sharing
https://alumni.stanford.edu/get/page/magazine/article/?article_id=32124
http://www.si.com/vault/2010/11/29/106011520/the-courage-of-jill-costello
https://blog.longreads.com/2013/09/18/on-muppets-merchandise-how-jim-henson-turned-his-art/
http://www.vanityfair.com/news/2010/01/meryl-streep-201001
http://www.nytimes.com/2016/05/08/magazine/the-aspiring-novelist-who-became-obamas-foreign-policy-guru.html
http://www.nytimes.com/2016/05/08/magazine/the-aspiring-novelist-who-became-obamas-foreign-policy-guru.html
https://www.theguardian.com/science/2014/jan/04/can-i-increase-my-brain-power
http://www.washingtonpost.com/wp-dyn/content/article/2009/06/11/AR2009061103332_pf.html
http://www.elle.com/culture/career-politics/advice/a13749/creative-ambition-versus-financially-stable-job/
http://www.newyorker.com/magazine/2014/08/11/raised-voice


• The James Franco Project: New York Magazine 
Movie star, conceptual artist, fiction writer, grad student, cipher—he’s turned a 
Hollywood career into an elaborate piece of performance art. But does it mean 
anything? A critical investigation, with bathroom break. 

• Bill Murray Is Ready To See You Now: GQ 
He is one of the greatest comic actors alive. A man who's navigated his career with a 
peerless instinct for quality and self-respect. The man behind movies—from 
Caddyshack to Stripes, from Rushmore to Lost in Translation—that seem to have 
defined a dozen different moments in our cultural life. But he is also a man 
beholden to no one, not the studios, not the audience, not even an agent. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 “Linking Intrinsic Motivation, Risk Taking, And Employee Creativity In An R&D Environment” 2007 (R&D 1

Management) 

 “Setting Goals: Who, Why, How?”  (Harvard Initiative for Learning & Teaching)2
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https://hilt.harvard.edu/files/hilt/files/settinggoals.pdf
http://nymag.com/movies/profiles/67284/
http://www.gq.com/story/bill-murray-dan-fierman-gq-interview
http://onlinelibrary.wiley.com/doi/10.1111/j.1467-9310.2007.00469.x/abstract
http://onlinelibrary.wiley.com/doi/10.1111/j.1467-9310.2007.00469.x/abstract

