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Setting Goals That Will Last The New Year

With each new year comes our desire to make resolu-
tions and goals for the coming year. Let'sfaceit. Most
of thetime, we all fail. We will stick with our plan for a
while, but, eventually, we quit because of lack of time,
motivation, energy, or desire. In business, we also set
goalsfor ourselvesand our organization. So how canwe
ensure that we won't fail in these?

First, we haveto understand what goalsare. Goalsplay a
vital rolein all work environments. They are objectives,
results, or achievements one desires
‘QAR ¢@» . toreach. Goals must be measurable
é @ and created with action steps for
~) = progressto bring about adesired re-
sult. The goalsyou make should be
chalenging. If you are not chal-
lenged, you will not be motivated to
get thejob done. Just maintaining the status quo is not a
goal.

Over the last several years, research regarding goal set-
ting and how it is affected by ability and task complexity
has been quite extensive. Edwin Locke and his associ-
ateshave devel oped the Locke and Latham model of goal-
setting framework, which is summarized as follows.

Difficult goals are more likely to lead to higher perfor-
mance than are less difficult ones.

Having high goals will keep employees on task and mo-
tivated. However, there is a fine line between difficult
goals and unattainable goals. If agoal is seen asimpos-
sibleto achieve, performance may well belower than what
it would be with amore realistic goal.

Specific goals are more likely to lead to higher perfor-

mance than are no goals, vague, or very general ones.
All too often employees work with very general goas
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such as the encouragement to “do your best.” Research
indicatesthat more specific goals are much more motiva
tional. Give as much detail as possible to give the em-
ployee direction and something in which to strive.

Task feedback, or knowledge of results, islikely to moti-
vate people toward higher performance by encourag-
ing the setting of higher performance goals.

Feedback lets employees know where they stand and
whether they are on or off course with their efforts. It
allows for adjustments to be made well before the task
should be completed. This will save valuable time and
resources.

Goalsaremost likely to lead to higher performancewhen
people have the abilities and the feelings of self-confi-
dencerequired to accomplish them.

An employee must be able to accomplish the goal and
feel confident in his or her ability. If an employee does
not feel confident in his or her abilities, they probably
will not work hard enough to accomplish the task.

Goals are most likely to motivate people toward higher
performance when they are accepted and thereis com-
mitment to them.

Allowing employeesto participatein the goal-setting pro-
cess helps build acceptance and commitment toward the
goal. They will feel a sense of ownership. If it is not
possible for employeesto help set the goals, be sure that

(continued on page 2 Setting Goals)

Setting a goal is not the main thing.
It is deciding how you will go
about achieving it and staying

with that plan.
Tom Landry (1924-2000)
Professional football player and coach
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you explain everything to them in as much detail as pos-
sible. Themorethey understand and agree with thegoals
that are set, the more likely they will be successful in
achieving the desired results.
(Taken from Organizational Behavior, John R.
Schermerhorn, Jr., James G. Hunt, and Richard N. Osborn)

Realizing your goals all boils down to being motivated
enough to do them. There have been several models of
motivation devel oped throughout the years. Wewill look
at fiveof them.

Maslow's Model

Maslow points out that people are needs driven. Once a
need istaken care of, it no longer is amotivator.
Examples of needs are: food, clothing, and shelter.

Herzberg'sModel

Herzberg points out that employees basically hate their
jobs. Their needs are discussed as. salary, job security,
working conditions, status, company procedures, and
interpersonal relations.

Vroom's Model

Vroom examined the worker’s output. Vroom felt that
supervisory staff could motivate employees by

giving hope of potential promotions. It did not matter if
the promotions would actually happen, only that the
thought of them happening would be enough of a
motivation.
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Porter/Lawler Model

Porter/Lawler’'s view is that satisfaction of workers
depends on rewards. If rewards are fair, the worker
demonstrates satisfaction and will strive harder to reach
his or her goals.

McClelland’'s Model

McClelland examines achievement as a learned ability.
He feels that it can be taught to less motivated people
through a set of factors: the person likes to take
responsibility for solving problems, the person tends to
set moderate achievement goals and is inclined to take
calculated risks, and the person desires feedback on
performance. (Gibson, Invancevich, Donnelly, 1979, p. 111)

Finding the motivational style that works best with your
employees may take alittle time. Fortunately, it will be
time well spent, for the goals of your organization will
be met.
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