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Introduction
All over the world, managers worry that they can’t rely on employees to do the right things.
At the same time, the employees complain that management meddle with their work and
don’t trust their expertise.
All along, both groups have a sneaking feeling that they are not getting the results they want.
Find Your Goal© will introduce a way of working that will help everybody to take
responsibility for their own role in their work. To make sure that the right things will be done
in the right way.
In Find your Goal you work together to create a complete and consistent strategic, tactical
or operational plan. To do this, you use the three areas on the board consecutively.
You can use the tools suggested next to the areas to help you find better outcomes.
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Goals vs Solutions

and the Requirements that connect them
By now, many people know that there is a difference
between why we do something, what it should be and
how it should be done. In practice, however, most of
us struggle to keep these things separate. And this is
exactly where complications form.
Management proscribes how work should be done,
when expert employees know more and better ways.
Employees perform the prescribed tasks, not knowing
why or what the desired result looks like.
In this way, whole organisations are ruled by inputs
rather than outputs. Clearly, it should be the other
way around.
By using a simple model to separate the why, how and
what, work can become much more effective, efficient
and enjoyable for everyone.
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Goals
Goals are the things we want to achieve. This may take several forms: a (personal,
organisational or societal) need to be met, a challenge to be solved, a job to be done.
The goal describes the outcome of what you will do. It stays well away from how to do it
or even what defines success.
Although many of us are trained in thinking SMART, goals are generally more qualitative
than quantitative. Often, this is because the goals simply are ‘true’ to the people whose
goals they are. In this way, goals are very different from objectives.
Goals are all about doing the right things. They constitute decisions on a strategic level.
Therefore, a relatively large amount of time should be spent on defining them. They are the
foundation of everything you do.
Don’t be satisfied that you have found the true challenge or goal to quickly! Often you will
find that after defining a goal, you can still ask why this is your goal. As long as this leads to a
meaningful discussion, you have not reached the core. An oversimplified definition of goals
and challenges tends to direct your organisation towards a limited number of solutions.
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Goals
An example

The management of a car manufacturer stated
that retail prices of their models were too high
(challenge). As a reaction, the organisation went
looking for ways to lower prices (solutions).
Nobody thought to ask why this was a challenge.
If they had, answers might have been:
Quality is too low compared to the retail price
 Our brand is positioned in such a way that we
can’t ask a fair price for our product
 Our competitors undercut prices in our market
segment
 We spend too much money on unnecessary
things, like company jets
Note that each of these challenges might lead to
different choices of solutions!
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Solutions
Solutions describe the way the goals will be met. For any one goal, there may be endlessly
many solutions. Each of these will have their own pros and cons. It is the job of the
professional to evaluate these and to choose the best solution.
Anything that revolves around methods, tools, means and tasks (inputs!) is part of a
solution. Here, we find a common pitfall for organisations: they define the use of a method
(scrum, lean, design thinking, process management, …) as a goal.
Solutions are all about doing things right. They constitute choices on an operational level.
Because many solutions may fit a single challenge, you shouldn’t spend too much time
discussing solutions. You may even try one and come back to decide to try another if things
don’t work out.
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Solutions
Examples

 We will redesign our processes
 We will redesign out product
 We will digitalise all information
streams
 We will have a daily stand-up meeting
 We will implement a new system
 We will cut all non-operational costs
 We will start an innovation campaign
All these could be solutions to many
challenges. Also, you can see that none
make sense without adding a reason
why, or a description of what you want
to achieve (‘… in order to …’).
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Requirements
It is very tempting to jump from challenges to solutions. And many organisations do. Usually,
the organisation has a go-to method for dealing with things and employs that for every
challenge or goal. Or external expertise is brought in, usually providing their own standard
solutions.
The real connection between goals and solutions lies in requirements. Here, management
decides what success looks like. How do we know if we did well? In general, good
requirements are formulated as ‘in such a way that…’ or ‘without…’.
At this level, SMART objectives may be introduced. But very often, these are unnecessary or
not even helpful. Most people are very capable of working with simple yes/no requirements.
Requirements enable you to see if the right things are being done right. They constitute
decisions on a tactical level.
As with goals, organisations would do well to question their first attempt of defining
requirements. Especially with quantitative (i.e. SMART) requirements, it is easy to define
an arbitrary value (see example). Also, the best requirements enable self-assessment;
everybody can tell if requirements are met.
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Requirements
Examples

An online music streaming service has defined a sales
requirement as a 10% increase in paying memberships
at the end of year Y. This seems like a SMART objective.
But it could raise some questions:
 Why 10%? Why not 11%, 15% or 25%?
 How disappointed are we when we only get to 9%?
 What if market growth is 20%? Or 0%?
An example:
In military campaigns, there will be casualties, enemy,
friendly or ‘collateral’. Obviously, the number of
(at least) friendly and collateral casualties must be
reduced (a goal). But by how much?
10%? 50% 100%?
Another wording of the requirement might be:
‘We execute military campaigns in such a way that
every measure is taken to avoid friendly and collateral
casualties, without compromising the objective’.
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How to use
1. Find Your Goal© consists of three ‘rounds’: WHY, WHAT and HOW.
2. Before you start, decide the general topic you will be discussing. Just so we have some direction…
3. In each round,, everyone uses (approximately) 5 sheets from the WHY / HOW / WHAT notepad.
Circle the title of the round you’re in to indicate in which step of the process you are. On each sheet.
4. On each sheet write one possible entry, relevant for the current step of the process (see further on)
5. Everyone takes turns putting one entry on the board. Other participants may ask for a clarification of
what is meant, not discuss if it is ‘correct’. If one of the other participants has the same thing written
on one of their sheets, they discard that sheet and place another one on the board. This continues
until there is no new input.
6. Check if there are any sheets on the board that should be in one of the other areas. In that case,
cross out the circled area on the sheet and circle the correct area. These sheets are then placed face
down in the right area.
7. Jointly decide which of the entries to pursue first. Take what’s on this sheet and use one or more of
the suggested tools from the method cards to delve deeper into it.
8. Reformulate the WHY, WHAT or HOW as you go. Keep checking:
 that you don’t stray into the areas of the board you’re not currently discussing
 which of the other suggestions are being covered as you go along. Feel free to combine
 you may add (or discard) cards at any time
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How to use:
WHY

 On each of your 5 sheets from the
notebook write whatever you think
might be the challenge, goal or job to
be done
 Check if all entries belong in WHY:
 Does it have a (numerical or
qualitative) measure of success?
 WHAT
 Does it say anything about a
solution, product, technology…?
 HOW
 When you are satisfied that you have
come to the core of the WHY,
formulate your definitive challenge,
goal or job to be done
 Decide what to do with the remaining
entries: address them now or leave
them for later
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How to use
WHAT

 On each of your 5 sheets from the notepad, write one possible requirement or demand any
suggested solution must meet
 Any sheets from the previous round that are face down in the WHAT area are turned over.
 Check if all entries belong in WHAT:
 Does the card address a new objective or goal without a measure of success or a
solution?  WHY
These cards are put aside for later discussion or discarded, to avoid going backwards
 Does the card say anything about a solution, product, technology…?  HOW
 If you feel you are not working on the most relevant card: you may switch cards at any time!
 As a group, look at the requirements you listed and ask: ‘Do we really care?’. Divide all
requirements into:

 must have: any solution that doesn’t meet this requirement is not a solution at all
 need to have: for any solution to really work, it should meet this criterion. Otherwise it will be a
partial solution at best
 nice to have: in a perfect world, our solution would meet this requirement. But it might still
work without it. For now
 unnecessary: some of the requirements you defined may have seemed very relevant at the
start. But on closer inspection they turn out not to be so. Don’t be too proud to eliminate these,
because they will only weigh you down later
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 Requirements should be collectively
exhaustive, together they should cover all
relevant aspects of the goal or challenge. Make
sure they are truly different and not just
different ways to say the same thing
 Create a balanced requirement mix of
quantitative and quantitative measures and
simple yes / no indicators where you may just
ask employees if they are met.
Make your requirements FAST
 When you are satisfied that you have come to
the core of the WHAT, formulate your
definitive requirements. Decide what to do
with the remaining cards: address them now
or leave them for later
TIP: FAST requirements
Most of us have been taught that our KPI’s should
be SMART (Specific, Measurable, Acceptable,
Specific and Time-based.
A broader view on requirements leads to another
way of formulating them: FAST. Relate them to
topics that are Frequently discussed, and make
sure they’re Ambitious, Specific and Transparent.
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See also: https://sloanreview.mit.edu/article/with-goals-fast-beats-smart/

How to use
HOW

In this part only people with hands on involvement in the execution may participate!
 On each of your 5 sheets from the notepad, write one possible solution or option to
address the challenge, goal or job to be done
 Any sheets from the previous round that are face down in the HOW area are turned over
 By now, no more cards that belong in the WHY or WHAT areas should appear
 For each solution that looks promising, ask ‘does this work?’ Check explicitly if it meets
all requirements, especially the must have requirements you formulated earlier
 When working on a solution, regularly ask: ‘And what else?’ How can you build on the
option by taking it one step further?
 Select the ‘best’ solutions . These can be elaborated upon to make a final decision on
how to meet the challenge
 Keep the alternatives for any use they might have later on
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