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JANUARY	2017	CONTENT	CALL:	
FOCUSING	ON	ONE	BIG	GOAL	

Recording	Transcript	

January	is	really	all	about	focus.	We	know	full-well	from	our	own	experience	working	with	
hundreds	of	businesses	over	the	years	that	it	truly	is	one	of	the	biggest	challenges.	Let’s	put	it	
up	front	this	year	as	something	that	we	will	really	specifically	set	an	intention	to	work	around	
and	improve.		

Some	of	you	may	have	tuned	into	my	end-of-year	Facebook	Live	session	on	New	Year’s	Eve.	I	
talked	about	some	of	the	things	that	I've	learned.	At	this	point	in	the	year,	one	of	the	big	
mistakes	is	around	setting	multiple	goals	when	we	get	excited	and	have	that	new	energy.	I	often	
feel	like	I've	got	that	sense	of	turning	the	page,	going	into	a	new	chapter	with	a	clean	slate	for	
the	new	year.	In	the	past	we'd	get	so	gung-ho	and	enthusiastic	that	I'd	set	myself	lists	of	goals.	I	
would	pride	myself	–	I’m	being	very	vulnerable	here	-	on	the	sophistication	of	the	amount	of	
goals	that	I	was	setting	for	myself.	In	every	single	area	of	my	list	-	from	health	to	spirituality	to	
finance,	relationships	on	to	friends	to	home	-	it	was	a	really	sophisticated	planning	system.	
Guess	what?	It	didn't	work.	In	fact,	if	anything	it	was	so	detrimental	because	for	years	I	felt	like	I	
was	failing.		

The	truth	is	I	would	have	been	making	progress	but	it	always	felt	like	I	was	falling	behind:	I	
wasn't	doing	enough	or	I	was	focusing	on	one	area	and	then	the	next	area	would	fall	down.	I	felt	
scattered,	overwhelmed	and	under	accomplished;	that's	just	not	a	good	way	forward.	I've	been	
thinking	in	these	last	couple	years	that	there	has	to	be	a	different	way.	At	the	rate	that	we've	
been	growing	-	and	how	we	want	to	grow	-	those	old	ways	certainly	weren't	going	to	serve	me	
as	the	business	leader.	They're	not	going	to	serve	me	in	terms	of	leading	a	team	and	they're	not	
going	to	serve	you	either.	

Let's	look	at	how	to	do	that	differently.	Today	is	all	about	building	your	big	important	goal	for	
the	year.	I'm	sure	a	lot	of	you	are	coming	to	this	already	with	ideas	of	what	that	looks	like.	I	
want	to	talk	first	and	foremost	about	some	of	the	key	mistakes	that	happen	around	this	and	a	
new	process	you	can	use	to	approach	it.	We’ll	start	today	and	build	on	this	at	the	ACCELERATE	
Business	Intensive	in	January	to	design	your	best	year	ever	in	business.	That's	going	to	be	the	
focus	there.	Today	is	a	start	and	we’ll	take	this	further	when	we've	got	more	time	together.	
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What	are	some	of	the	key	mistakes	at	this	time	of	year	particularly	around	strategic	planning?	A	
lot	of	you	are	going	to	find	this	very	relatable.	The	problems	that	I'm	going	to	share	with	you	are	
across	industries,	across	any	size	of	business.	The	bigger	the	business,	the	bigger	these	problems	
become.	I	want	you	to	remove	from	your	thinking	that	there's	something	wrong	with	you.	It's	
that	most	people	have	never	really	been	taught	a	great	process	for	setting	goals	and	getting	that	
focus.	What	ends	up	happening	is	we	wing	it.	We	do	it	organically	or	the	way	we've	learned	
previously	even	though	it’s	not	serving	us.		

What	I'm	going	to	be	sharing	with	you	today	is	a	process	that	we	are	using	inside	of	our	own	
company.	It’s	really	new	to	people	who	are	trying	to	get	that	edge	in	performance.	How	can	we	
do	more	when	we	have	very	few	resources?	How	can	we	really	get	the	best	out	of	what	we’ve	
got?	I	know	that	for	a	lot	of	you,	it’s	really	you,	you	and	you	in	the	business	right	now	or	it's	you	
plus	an	assistant	or	a	small	team.	None	of	us	have	got	mega	resources.	If	we	can	get	this	right	
and	start	to	improve	this	when	we’re	operating	at	a	relatively	small	level,	it’s	going	to	be	an	
excellent	practice	for	the	future	setting	you	up	for	some	fantastic	success.	

Let's	dive	into	some	of	the	key	mistakes	that	are	around	setting	too	many	goals	and	setting	
them	in	multiple	areas	of	the	business.	The	result	of	that	really	means	that	there's	no	focus.	
That's	a	big	challenge	for	us	because	the	big	obstacle	that	we	all	have	is	that	we	are	already	
busy.	We’ve	got	our	day-to-day	business	-	and	it	doesn't	matter	how	advanced	or	not	or	what	
level	of	business	you're	at.	I	don't	think	anybody	is	really	sitting	around	with	hours	and	hours	of	
free	time	wondering	what	you're	going	to	do	with	it.	You've	got	clients,	you’ve	got	your	day-to-
day	business,	you’re	trying	to	do	more	marketing	or	you	may	have	a	team	that	you've	got	to	
lead	and	manage.	It	means	that	there’s	simply	less	time	for	implementing	the	new	goals.	That	
day-to-day	busy-ness	is	very	legit;	it's	valid	and	important.	We	can't	ignore	that	that’s	going	on.	
Sometimes	when	we	set	goals,	they	are	in	a	vacuum.	We	think	that	miraculously	we're	going	to	
have	10	extra	hours	a	day	or	even	a	week	to	be	able	to	implement	them.	We’ve	forgotten	that	
life	and	business	already	have	their	demands	taking	place.	

The	next	mistake	is	not	being	specific	around	those	goals.	I’m	going	to	share	with	you	a	really	
deceptively	simple	way	that	very	few	people	actually	practice.	It’s	not	having	goals	that	are	
specific	or	measurable.	If	we	start	to	say	things	like,	“I	really	want	to	work	on	my	health	this	
year”	or	“I	really	want	to	get	more	clients,”	they’re	very	vague	notions.	You	can't	paint	the	
picture	for	somebody	of	what	that	really	looks	like.	What	does	working	on	your	health	look	like?	
What	is	the	goal?	What	is	the	outcome	you	want	to	achieve	with	getting	more	clients?	We	have	
to	learn	to	be	really	specific.	This	is	key	to	achieving	those	goals.		
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The	next	mistake	is	not	carving	out	time	for	implementation	of	those	goals.	That's	massive.	
Those	of	you	that	are	coming	in	new	to	our	program	or	may	be	listening	to	the	replay	-	perhaps	
you	weren't	on	the	December	call.	The	December	call	is	a	really	valuable	one	because	it	was	all	
about	doing	sprints	in	the	business	and	steps	to	very	practically	create	the	short	sprints	to	be	
able	to	move	projects	forward.	You	can	listen	to	me	working	with	clients	on	things	they	
specifically	had	and	this	is	where	you	really	start	to	carve	out	time	for	implementing.	I'm	not	
really	going	to	go	into	that	piece	in	a	lot	of	detail	today	because	that	sprint	call	will	give	you	a	lot	
of	what	you	need	for	that.		

Another	big	mistake	is	that	we	set	goals	that	don't	involve	behavioral	change.	You've	always	got	
to	think	that	goals	that	make	the	real	difference	are	goals	that	cause	people	to	act	differently.	
You've	got	to	start	doing	something	differently	from	what	you	were	doing	previously;	this	is	
what	we	call	a	behavioral	change.	A	great	example	is	the	health	goal	at	this	time	of	year:	
everyone	can	relate	to	that.	A	behavioral	change	for	somebody	who's	never	gone	to	the	gym	is	
to	go	and	actually	work	out	with	a	personal	trainer	3	times	a	week.	That's	a	behavioral	change	
because	you	physically	have	to	do	something.		

A	lot	of	people	don’t	start	to	actually	look	at	their	goals	in	terms	of	what	those	specific	
behaviors	that	need	to	change	are.	It’s	the	specific	behaviors	changing	that	produces	a	new	level	
of	performance	and	that's	how	we	start	to	raise	the	game.	It’s	one	of	the	reasons	why	so	many	
strategic	interventions	inside	an	organization	fail	is	because	they	don't	address	those	behavioral	
changes.	It	looks	like	platitudes	and	goals	are	set	but	we're	really	not	thinking	about	what	
behaviors	that	are	influenceable	need	to	change	to	achieve	those	goals.	I	love	this	quote	that	I	
came	across	-	you	can	write	this	one	down:	“To	achieve	a	goal	you	have	never	achieved	before	
you	must	start	doing	things	that	you've	never	done	before.”	Sounds	so	obvious.		

The	last	mistake	is	not	really	having	a	system	for	implementation	of	those	goals.	I	talked	about	
not	carving	out	the	time	–	but	also	not	having	a	system.	I've	now	started	to	give	you	a	system	
around	that	sprint	-	even	creating	your	own	scrum	board	that	will	really	help	with	
implementation.	What	tends	to	happen	is	when	we	haven’t	got	a	system,	what	do	we	end	up	
doing?	We	are	in	business	for	ourselves	so	we	blame	ourselves	–	we	come	down	really	hard	on	
ourselves	–	or	for	an	organization	with	a	team	working	with	other	people,	we	start	to	blame	
other	people.	Often	we’re	putting	the	blame	where	it	doesn't	need	to	be	because	it's	the	system	
that's	lacking	versus	a	system	that	supports	us	and	can	help	us	to	be	more	accountable.	Inside	of	
that	system,	we	need	to	think	about	what	needs	to	happen.	First	and	foremost,	we	have	to	be	
really	clear	on	what	the	goal	is.	If	we	look	at	bigger	organizational	initiatives,	they're	asking	
many	people	-	What's	the	overall	goal	of	the	organization?	What's	the	big	vision	here?	Studies	
show	that	only	one	in	seven	people	will	ever	be	able	to	state	what	the	overall	goal	is	of	an	
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organization.	It	doesn't	matter	how	big	or	small	the	organization	is;	the	bigger	the	organization,	
the	further	removed	people	are.	We	see	this	across	the	board.	It's	one	of	those	things	that	you	
have	to	get	right	and	improve	upon	from	the	beginning.		

Once	you've	got	the	goal	and	clarity	on	the	goal,	you	have	to	have	commitment	to	achieving	the	
goal.	One	of	my	measures	is	starting	to	gain	some	emotional	connection	to	that	goal.	Do	we	feel	
scared	and	excited	at	the	same	time?	Do	we	feel	like	we're	really	going	to	do	this	even	if	it	feels	
scary	and	secretly	hoping	we	really	pull	it	off?	It	would	be	amazing	and	we	really	feel	excited	
about	it.	Often	that	emotional	mix	can	help	us	to	feel	more	committed	to	that	goal.	There’s	got	
to	be	some	emotional	connection	there.	We	have	to	be	able	to	set	up	accountability.	Everybody	
needs	to	find	ways	of	making	themselves	more	accountable.	This	is	just	secrets	of	peak	
performers	and	there	is	no	magic	sauce	to	this.	It's	like	a	muscle	and	when	you	build	the	muscle	
of	self-discipline,	it	becomes	easier	and	easier	because	it's	the	way	you	operate.	Anybody	that	is	
achieving	fantastic	things	in	business	or	in	their	personal	life	has	systems	of	accountability.	
They’re	typically	with	other	people	and	that's	the	beauty	of	being	in	a	program	like	this.	We'll	
find	those	ways	to	be	accountable.	That's	why	we	have	the	weekly	posting.	Those	of	you	that	
haven't	been	posting	your	goals	or	updates	for	the	week,	now	is	a	great	time	to	recommit	to	
that.	That's	one	level	of	accountability:	just	writing	it	down	in	a	public	place	-	like	in	our	
Facebook	group.	That's	a	great	way	to	build	accountability.	You	can	do	it	with	a	buddy	as	well.	
There's	lots	of	different	ways.	I	want	you	to	think	about	how	you	build	accountability	for	
yourself	rather	than	thinking	you	shouldn't	need	accountability.	That’s	where	most	people	go	to.	
It's	faulty	thinking.	I	don't	know	anybody	that's	achieving	amazing	things	without	amazing	
accountability	structures	in	place.		

The	last	part	of	that	system	is	we	have	to	have	a	way	to	measure	progress.	This	not	the	first	time	
you're	hearing	me	say	this.	A	whole	mantra	for	our	business	–	you’ve	heard	me	say	this	a	lot	last	
year	–	is	“Progress	not	perfection.”	We’ve	still	got	to	be	able	to	measure	that	progress.	It’s	so	
important	because	you	as	the	leader	will	get	demoralized	later	on	as	you're	working	with	other	
people,	building	teams	and	building	bigger	companies.	Everybody	gets	demoralized	if	they	
cannot	see	that	they're	progressing.	It's	really	important	for	us	as	human	beings	to	be	able	to	
see	that	-	particularly	when	we	feel	like	there's	still	so	much	to	do.	We've	got	to	be	able	to	see	
where	we've	made	progress	so	far	and	how	we	can	build	on	that.		

The	big	challenge	is	we're	always	going	to	be	competing	with	the	day-to-day	of	being	in	the	
business	and	the	busy-ness	that	already	exists	verses	how	we	really	focus	on	strategically	
growing	the	business	very	intentionally.	If	you	haven't	worked	it	out	already,	it	doesn't	actually	
happen.	You’re	just	hoping	and	praying.	You	may	get	lucky	once	in	a	while.	Things	may	appear	
to	land	in	your	lap	but	you	have	to	drive	it.	Winging	it,	praying	doesn't	work.	This	is	where	the	
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challenge	now	becomes	how	to	divide	your	time	and	it’s	why	we	need	to	focus	on	one	big	goal	
as	opposed	to	a	whole	list	of	goals.	You	are	going	to	be	time-challenged	and	you	need	to	be	
realistic	about	that	upfront	so	that	you're	not	setting	yourself	up	for	failure.	What	typically	
happens	in	most	organizations	is	that	all	of	your	attention	goes	into	the	day-to-day.	It’s	easy	to	
get	stuck	there	in	the	weeds	of	the	business.	Your	attention	will	always	go	there	because	at	this	
point	in	time	it	still	has	a	level	of	comfort	to	it.	It's	familiar.	It's	also	going	to	be	driven	by	a	sense	
of	urgency	on	certain	thing:	clients	needing	something,	your	client	calls,	deliverables	that	you	
have	to	attend	to,	those	unforeseen	things	that	happen.	We	all	have	them	-	all	of	the	sudden	
your	computers	aren't	working,	your	network’s	going	down,	something's	broken,	you've	lost	
everything.	It's	going	to	be	those	things	that	feel	very	urgent	and	they're	competing	for	your	
attention	the	whole	time.		

A	lot	of	what	you're	already	doing	in	the	day-to-day	doesn't	involve	a	behavioral	change.	
Behavioral	change	is	difficult.	It's	really	not	easy	and	if	it	were	everybody	would	be	doing.	By	
very	nature,	when	you	start	to	look	at	those	areas	of	growth	and	that	new	area	that	you	want	to	
move	into,	it's	going	to	be	outside	of	your	comfort	zone.	It’s	going	to	be	unknown.	There's	
always	risk	attached	to	it.	We’ve	got	to	start	updating	our	definition	of	risk.	I	think	a	lot	of	us	are	
conditioned	to	think	about	the	risk	of	things	not	working	out,	of	things	going	wrong,	the	risk	of	
losing	more	money	investing	in	something.	We	tend	to	go	there.	There's	an	upside	to	risk.	The	
positive	side	of	risk	is	that	we	get	a	great	payoff.	We	experiment	and	then	something	works.	
Very	naturally,	that	place	of	growth	is	outside	of	the	comfort	zone.	Inherent	in	that	is	going	to	
be	uncertainty,	fear,	doubt	and	anxiety.	It’s	going	to	involve	behavioral	change	which	requires	
more	energy	and	discipline	because	it's	not	we’re	used	to	doing.	It	requires	more	thinking	power	
behind	it	-	working	through	resistance	and	whatever	else	is	going	on.	It's	so	easy	to	get	stuck	but	
if	you	get	stuck	in	the	day-to-day	you	will	never	grow.	You	cannot	grow	a	business	from	there.		

How	do	we	start	to	break	this	down	in	a	way	that	you	can	be	working	on	your	day-to-day	
business	and	growing	strategically?	We	have	to	change.	We	have	to	change	how	we	are	
approaching	goals.	The	more	we	try	to	do,	the	less	we	accomplish.	I've	seen	that	for	myself:	I	go	
to	look	at	all	of	those	lists	and	fancy	goal	setting	things.	It	just	looks	like	a	big	list	of	incompletes	
and	failures	that	get	me	scattered	and	overwhelmed	instead	of	getting	me	focused,	performing	
at	my	best	and	really	clear.	When	we’re	setting	the	goals	for	this	year,	we	want	to	do	this	within	
a	bigger	context.	From	our	own	personal	experience,	while	we've	had	some	fantastic	years	
where	we've	grown	rapidly	and	done	some	great	things,	I'm	not	under	the	illusion	that	growing	
a	business	actually	takes	a	year	to	grow	a	solid	foundation.	For	a	business	that's	going	to	be	
sustainable	and	easily	built-on,	we've	got	to	think	about	a	three-year	process.	Three	years	is	a	
good	chunk	of	time.	Often	that	first	year,	we're	winging	it,	we’re	figuring	things	out.	Perhaps	
we're	trying	an	awful	lot	of	things	and	we’re	having	to	redefine.	Second	year,	we	start	to	get	in	
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some	sense	of	flow,	some	clarity	and	confidence.	Clients	are	coming	and	the	income	should	be	
there.	Then,	come	year	three,	things	should	really	start	to	shift.	Is	every	business	like	that?	No,	
but	that's	a	fairly	classic	pattern	for	most	businesses.	There's	a	few	that	will	do	it	quicker	and	
then	there's	a	big	majority	that	will	be	struggling	in	that	year	one	phase	for	about	10	years.	We	
don't	want	that	for	you.	

To	get	a	bit	of	a	context	for	this,	take	yourself	out	three	years.	Grab	a	pen	and	paper.	I'm	going	
to	give	you	a	couple	of	minutes	to	jot	down	some	immediate	ideas	you	have.	This	doesn’t	have	
to	be	perfect	or	wordsmithed;	go	with	what's	in	your	gut	and	what's	in	your	heart	right	now.	
This	is	about	starting	to	paint	a	picture	of	where	you	want	to	be	three	years	from	now.	What	do	
you	want	your	business	to	look	like	beginning	of	2020?	Three	years	from	now,	what	type	of	
revenue	do	you	want	to	be	making	in	your	business?	Is	it	multi-six	figures?	Are	you	breaking	the	
seven-figure	mark?	Going	to	eight	figures?	How	big	do	you	want	to	play	three	years	from	now?	
Where	would	you	love	to	be?	What's	your	vision	for	what	your	company	looks	like?		

This	has	to	be	very	personal	to	you.	Are	you	wanting	to	have	more	of	a	lifestyle	business	that	
supports	you	and	your	life	goal?	You’ve	got	money	coming	in.	You	can	take	time	off.	You've	got	
some	great	clients	that	you're	working	with	and	that's	perfectly	working	for	you.	You	might	say	
it's	just	you	and	an	assistant.	Is	the	company	bigger?	What	does	your	team	look	like?	Do	you	
want	to	be	leading	a	team	of	people	and	taking	on	employees?	If	so,	what	does	it	look	like?	
What	types	of	people	do	you	imagine	working	with	you	three	years	from	now?	What	types	of	
roles	do	you	expect	to	see?	Think	of	all	those	things	right	now	that	only	if	you	were	making	
more	money,	you	could	hire	this	type	of	person	and	get	all	the	stuff	off	your	plate.	All	those	
things	you	know	you	should	be	doing	but	you’re	not.	What	does	it	look	like	with	somebody	
doing	sales	for	you?	Somebody	doing	marketing?	Have	you	got	a	head	of	operations?	Have	you	
got	an	amazing	assistant?	Somebody	like	a	client	concierge	taking	care	of	your	clients?	Have	you	
got	a	business	manager?		

There's	so	much	that	can	change.	What	does	it	look	like?	Do	you	see	yourself	in	a	new	office?	
Have	you	got	a	beautiful	home-based	office	that	you	absolutely	love	working	from?	What	types	
of	experiences	do	you	want	to	be	having	three	years	from	now?	Thinking	back	on	countries	
you've	traveled	to,	concerts	you’ve	attended	performances,	charity	galas,	big	seminars,	
motivational	things	that	you've	attended,	etc.?	What	experiences	do	you	want	to	have?	Do	you	
want	to	be	having	more	art	and	culture	in	your	life?	Fantastic	times	with	friends	and	family	
building	memories?	Paint	that	picture.	What	are	some	of	the	material	things	that	you	want	to	
have?	Don't	be	shy;	I	know	there	can	be	a	lot	of	shame	in	claiming	material	things	like	we	should	
be	more	spiritual.	There’s	nothing	wrong	with	wanting	to	enjoy	some	material	things	while	
you're	here	on	this	earth.	If	that's	what	feels	important	to	you,	just	claim	it.	Do	you	want	to	have	
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a	new	car	and	updated	house?	Better	wardrobe	of	clothes.	Perhaps	it's	having	people	to	support	
you	-	having	a	housekeeper	or	a	personal	chef	or	having	somebody	that	gives	you	a	massage	in	
your	home,	things	that	feel	good	for	you.	What	does	your	life	look	like	three	years	from	now?		

Also	think	about	who	you	need	to	be	three	years	from	now.	How	are	you	different?	How	did	you	
evolve	to	be	able	to	achieve	that?	What	was	that	new	vision	of	yourself	that	you	had	to	step	
into?	Sometimes	we	all	have	that	inner	voice	that's	trying	to	give	us	that	guidance	if	we'd	only	
stop	long	enough	to	listen.	Perhaps	those	whispers	or	murmurings	from	that	inner	voice	–	
you’ve	really	started	to	wise	up	and	think,	“Now	it's	time	to	start	paying	attention.”	Your	inner	
guidance	has	been	telling	you	this	for	a	while.	Who	did	you	need	to	become	as	a	leader?	That	
starts	to	paint	the	picture	of	three	years	from	now.	We've	always	got	to	look	at	the	goals	in	that	
bigger	context.	It	doesn't	matter	if	it's	not	crystal	clear.	Working	on	that	bigger	picture	is	not	just	
a	one-off	thing	but	you've	got	to	start	with	what	you’ve	already	sensed	and	what	you	already	
know	you	want	three	years	from	now.	Start	with	the	basics.	I'm	a	firm	proponent	that	piece	
further	out	can	be	foggy	but	that	doesn't	have	to	stop	us	from	taking	action	now.	Otherwise,	we	
can	get	into	the	trap	of	thinking,	“It's	not	clear	three	years	from	now	so	I	can't	do	anything	
now.”	That's	a	big	mistake.	

Now	inside	of	that	context	of	three	years	from	now,	we	start	to	think	about	what	your	bold	
important	goal	is	for	this	year.	Your	BIG	(bold,	important)	goal.	Your	bold	important	goal	is	the	
one	thing	that	you	absolutely	must	achieve	this	year	and/or	make	really	significant	progress	
towards	-	not	just	the	half-hearted	but	really	significant	progress	towards.	What	is	that	big	goal	
that	you	must	achieve	this	year	that	will	really	put	you	on	the	path	to	achieving	that	three	year	
vision?	That’s	how	you	want	to	be	able	to	think	about	this.		

Some	of	you	may	have	an	idea	of	what	that	is	already	but	I	want	to	take	you	through	a	process	
so	that	you	can	actually	work	on	this	between	now	and	coming	to	the	ACCELERATE	Business	
Intensive.	It's	not	quite	as	easy	as	we	think	to	find	that	one	thing	because	you	probably	have	a	
whole	list	of	goals.	How	do	we	break	those	down	so	that	you	can	focus	on	one	area?	The	
metaphor	here	from	nature	is	thinking	about	the	sun.	Sun	rays	by	themselves	scattered	all	over	
the	place	are	not	going	to	start	a	fire	but	if	we	focus	those	sun	rays	through	a	magnifying	glass,	
you	could	set	fire	to	paper	within	seconds.	Now	all	the	sudden	you’ve	taken	all	of	that	energy	
from	the	sun	and	filtered	it	through	the	magnifying	glass	and	that	focus	ignites.	It's	exactly	the	
same	thing	when	we're	trying	to	focus	on	multiple	goals	at	once;	it's	that	scattered	energy	and	
it's	not	necessarily	going	to	ignite	anything	-	as	opposed	to	really	focusing	on	one	core	area	and	
getting	massive	traction.		
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This	is	all	about	brainstorming	some	of	the	ideas	first	-	all	of	the	ideas	that	you've	actually	got	
around	the	goals	that	you	think	you	should	be	achieving.	You've	got	to	get	them	all	out	on	the	
table.	What	are	the	areas	that	you	think	should	be	focused	upon?	Let's	give	some	examples	of	
what	you	might	be	thinking	about	-	and	we’ll	open	up	the	line	afterwards	so	that	we	can	do	
some	of	this	live.	You	might	be	thinking	this	year	the	focus	has	got	to	be	on	my	messaging.	You	
might	be	saying	your	focus	has	got	to	be	on	hiring	team	or	this	year	it’s	got	to	be	about	
increasing	revenue	or	getting	more	clients,	getting	a	better	brand	or	being	more	visible.	All	of	
these	things:	being	more	consistent	in	your	marketing,	being	better	with	your	follow-up,	getting	
out	of	your	own	way.	We	can	start	to	see	how	these	goals	can	quickly	build	up.	You	start	to	see	
that	you're	going	to	have	a	whole	list	of	ideas	as	to	what	you	think	those	goals	are.	You	really	
want	to	get	them	all	out	on	the	table	first	and	foremost	–	brainstorm	them.	Start	to	ask	a	couple	
of	key	questions	to	help	you	in	the	brainstorming.	

What	is	one	area	of	your	performance	or	your	team's	performance	that	needs	improving?	
Where	are	those	gaps?	

What's	a	top	strength	of	you	or	your	team	that	can	be	leveraged	further?	This	is	about	building	
upon	what's	already	there.		

Where	are	the	really	big	gaps?	What's	one	of	those	things	that	you're	really	not	doing	or	you're	
doing	poorly	that	you	need	to	start	to	work	on?	Sometimes	there’s	just	an	area	you	haven’t	
been	focused	on	that	now	you’ve	got	to	crack.		

You’re	looking	at	improving	team	performance	and	the	greatest	areas	of	strength.	You’re	
looking	at	those	things	that	you're	not	doing	that	need	to	be	started	and	some	of	those	gaps.	
Those	are	some	questions	to	start	to	really	open	up	your	thinking.	How	do	you	start	to	really	
define	those	goals?	You're	going	to	start	to	put	together	a	whole	list	of	ideas	for	the	time-being.	
You're	going	to	see	this	on	your	BIG	Builder	tool	which	we’ve	created	for	you	-	BIG	standing	for	
Bold	Important	Goal.	I've	given	you	a	column	there	for	big	Ideas.	Those	are	very	loose	ideas	at	
this	point	in	time	but	we	also	need	to	start	to	make	them	more	specific.	It's	one	of	the	mistakes	I	
talked	about	at	the	beginning;	we	talk	about	these	non-specific	goals	and	then	wonder	why	we	
haven't	made	progress	against	them.	For	the	brainstorming	of	it,	I	don't	want	you	focusing	on	
how	you're	going	to	achieve	that	goal;	you	just	focus	on	the	goal.	What	is	the	goal?	Just	define	it	
at	this	point.	We	don't	have	to	get	into	how.	Unfortunately,	you	are	all	brilliant	brains	and	you	
immediately	want	to	go	there	but	you	just	have	to	hold	back	and	really	do	it	step-by-step.	Focus	
on	getting	clear	on	the	goal	first.		
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As	you	start	to	come	up	with	all	those	different	ideas,	what	you've	got	to	be	able	to	do	next	is	
really	start	to	define	them	in	specific	terms.	I’m	going	to	give	you	a	business	term	for	the	real	
language	around	this.	When	we’re	defining	goals	in	organizations	or	small	businesses,	they’re	
called	lag	measures.	A	lag	measure	is	an	outcome	that	we	focus	on.	For	example,	achieving	
$250,000	in	new	sales	by	the	31st	of	December	2017.	The	lag	measure	becomes	what	we	come	
to	look	at	-	the	data	that’s	already	taken	place.	We're	tracking	that	each	month	and	we're	
looking	at	what	that	means:	our	monthly	goal	needs	to	be	something	around	$20,000.	By	the	
time	that	we	are	looking	at	those	numbers,	it's	already	taken	place	for	the	month;	that's	why	it's	
lagging	behind.	We	can't	change	it	at	that	point	in	time.	Same	as	when	we	say,	“I	want	to	lose	5	
pounds	by	the	end	of	the	month.”	Five	pounds	is	also	a	lag	measure	because	by	the	time	we	get	
on	the	scale,	we've	either	been	successful	or	we	haven't.	If	we	didn't	lose	those	five	pounds,	
that	measure	has	already	gone.		

You've	got	to	make	measurable	goals.	What	is	the	current	result	in	that	area	that	you're	looking	
at	to	improve	or	change	-	and	what	is	the	desired	result?	This	is	going	to	start	to	give	you	a	
measure	that	is	from	something	to	something.	For	example,	the	big	idea	is	to	lose	15	pounds.	
The	current	result	is	150	pounds;	that's	where	you	are	currently.	The	desired	result	is	135.	The	
goal	becomes	“Lose	15	pounds	by”	and	put	the	date	on	that.		Let's	say	it's	a	four	month	goal	so	
you'd	say,	“Take	my	weight	from	150	to	135	pounds	by	the	30th	of	April	2017.”	Now	you've	got	
something	that's	specific	and	measurable.		

It	could	be	increase	sales	of	your	lead	program	from	$75,000	to	$150,000	by	the	31st	of	
December	2017.	Those	are	what	we	call	lag	measures	because	they're	the	outcomes	that	we	all	
get	focused	on.	They	are	really	important	in	terms	of	setting	the	goal.	You	start	to	see	that	when	
you	start	to	formulate	the	goals	like	that	with	simple	language	that	everybody	can	understand,	
people	can	start	to	work	towards	that.	We	don't	want	to	have	things	like,	“We're	just	going	to	
improve	sales”	or	“We're	just	going	to	get	more	clients”	because	it's	so	non-specific	and	we	
don't	know	what	we're	really	focusing	on.	If	we	say	we’re	adding	24	new	clients	by	the	end	of	
the	year	for	example,	now	we've	got	something	that's	very	specific.		

What	you	might	find	when	you	start	to	go	through	that	process	is	that	some	of	those	goals	are	
really	difficult	to	specify	and	measure.	If	that's	the	case	you	either	have	to	be	creative	in	finding	
a	way	to	measure	them	or	otherwise	they	are	not	big	goals.	You	need	to	take	them	off	the	list	
because	you're	going	to	be	setting	yourself	up	for	a	lot	of	struggle	and	potential	failure.	You’re	
going	to	put	your	big	ideas	and	you're	going	to	start	to	measure.	Look	at	your	current	results,	
put	your	desired	results,	put	a	date	on	those	and	then	I	would	be	looking	at	your	big	goals	for	
the	whole	year	-		your	big	overarching	goal.	It's	not	just	the	goal	for	90	days;	it's	a	big	goal	for	
your	business	that	gets	you	to	your	three-year	vision.	In	that	rank	column	at	the	end,	run	



 
 

 
BE BOLD. PLAY BIGGER.® 

© SIMPLY ZEST LLC • ALL RIGHTS RESERVED • VANESSASHAW.COM • PAGE 10 of 13 

through	that	process.	You're	going	to	start	to	rank	them	in	terms	of	which	one	you	really	think	is	
most	likely	to	get	you	to	that	goal.	Which	one	of	those	ideas	is	going	to	get	you	to	that	bigger	
goal?	That's	often	the	challenge:	we	put	all	these	ideas	and	brainstorm	but	then	we	decide	to	
work	on	all	of	them.	What	you've	got	to	do	is	really	focus	on	-	if	your	life	or	your	paycheck	
depended	on	it	–	what	is	the	only	thing	by	which	you're	actually	being	measured	and	you're	
defining	success	by	this	year?		Which	do	you	really	think	is	the	one	that	will	get	you	to	that	
three-year	vision?		

That's	why	you	start	to	rank	them	in	order	of	priority	and	importance	to	you.	You've	got	to	go	
through	that	very	objectively.	It’s	not	the	easiest	exercise	which	is	why	I	recommend	that	you	do	
this	in	pairs	and	get	an	accountability	buddy.	Get	somebody	to	bounce	those	ideas	off	of	and	
really	test	you	about	why	you	think	that’s	the	goal	that	will	get	you	to	that	three-year	goal.	Then	
you're	going	to	make	your	final	choice.	This	is	where	you're	going	to	come	down	to	your	one	big	
goal	for	the	year.	I	promise	you	you're	probably	going	to	find	that	really	challenging.	I	don't	want	
to	tell	you	that	this	is	going	to	be	easy.	If	this	was	easy,	everybody	would	be	doing	it	and	they're	
not.	It's	a	way	for	you	to	get	really	super-focused.	The	focus	for	January	is	focus.	That's	what	we	
want	for	you.		

The	first	part	of	that	process	is	defining	the	goal.	You	can	see	just	how	long	that	can	take	-	one	
step.	The	goal	is	going	to	give	you	lag	measures	and	outcomes	-	like	increase	sales	by	15%	over	
the	next	nine	months	or	whatever	that	looks	like.	Once	you’re	tracking	it,	it's	already	taken	
place.	Remember	what	I	said	at	the	beginning:	the	most	important	thing	about	goal	
achievement	and	making	a	difference	is	that	the	goals	must	have	behavioral	change	attached	to	
them.	This	is	where	most	organizations	fall	down.	They	set	those	goals	and	they	may	be	clear	
but	most	people	don't	know	how	to	actually	get	there.	This	is	where	that	area	of	the	“how”	is	
going	to	kick	in.	The	“how”	must	involve	a	behavioral	change.	This	is	where	exceptional	
performance	can	be	found.	

	I	want	to	put	a	couple	of	the	challenges	out	there.	This	approach	for	most	people	is	really	
counterintuitive.	Most	of	us	have	been	trained	to	focus	on	the	outcomes	and	the	lag	measure	–	
that	number	on	the	scale.	You	want	the	scale	to	move	down	15	pounds	but	do	you	really	track	
the	behaviors	that	would	enable	us	bring	about	that	change?	You	cannot	actually	get	on	the	
scale	and	influence	that	number.	Most	of	this	sounds	counterintuitive.	The	truth	is	from	a	
tracking	perspective,	it	gets	more	tricky	here	because	tracking	behavior	is	much	more	difficult	
than	tracking	actual	results.	Getting	on	the	scale	is	really	easy	to	track;	it's	an	accountability	
device.	We	see	it	and	can	record	that.	The	pieces	that	are	difficult	to	track	are	the	behaviors	that	
are	going	to	get	us	to	those	new	results.		
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Sometimes	when	we	start	to	look	at	those	behaviors	that	are	going	to	get	us	to	the	results,	they	
can	often	look	deceptively	simple.	Sometimes	it	really	is	that	simple;	for	someone	who	wants	to	
lose	15	pounds,	the	behavioral	changes	required	to	do	that	(and	these	are	very	individual	by	the	
way)	could	be	keeping	a	food	log.	That’s	a	behavioral	change.	Somebody	might	say,	“If	I	became	
really	aware	of	everything	that	I’m	actually	eating,	I	could	start	to	make	different	choices	but	I'm	
stressed	out.	I'm	on	the	run	and	I'm	grabbing	stuff.	I'm	not	paying	attention	or	I'm	not	being	
very	mindful.”	Keeping	a	food	log	could	be	a	really	great	behavioral	activity.	They	might	say	
going	to	the	gym	-	because	they	know	when	they	go	to	the	gym,	they	naturally	make	better	
choices	with	food.	They	know	that	the	action	of	going	to	the	gym	makes	them	feel	really	
motivated	about	their	choices	and	all	the	sudden	they	don't	want	to	have	junk	food.	They	might	
say	that	going	cold	turkey	on	alcohol	is	a	really	good	thing	for	them	because	they	know	that	they	
drink	over	the	healthy	limits	and	that	when	they	do	that,	their	food	choices	are	poor.		

You	can	see	that	those	three	behavioral	changes	are	going	to	be	very	specific	to	a	person	
because	somebody	else	might	say,	“I	hate	going	to	the	gym.	I'm	going	to	feel	so	miserable.	
That's	not	going	to	work	for	me.”	Somebody	else	might	say,	“I	don’t	drink	much	in	the	first	place	
so	that's	not	a	problem.”	Equally	so,	we	can	look	at	those	and	say,	“These	sound	deceptively	
simple.”	The	secret	is	that	they	sound	deceptively	simple	but	because	they’re	behavioral	
changes,	they	actually	require	a	lot	more	effort	and	focus.	They're	also	going	to	sound	like	a	lot	
of	common	sense.	These	are	not	complex	things	that	need	to	change.	We've	got	to	remember	
that	common	sense	is	not	common	practice.	This	is	where	you	can	start	to	really	get	an	edge.	
You	start	to	do	the	things	that	sound	deceptively	simple.	Get	focused	on	them	and	you	start	to	
do	them	really	well.	Before	you	know	it,	you're	really	taking	you	and	your	business	to	the	next	
level.		

The	next	piece	then	after	you	define	the	goal	is	you've	got	to	define	what	your	lead	measures	
will	be.	You	can	go	through	a	similar	process	here	of	brainstorming	lots	of	different	ideas	of	how	
you	would	get	there.	Let's	stick	with	the	weight	loss:	I	gave	you	three	examples	but	easily	I	could	
have	come	up	with	a	list	of	10	or	12	different	ideas	from	getting	an	exercise	buddy	to	having	a	
personal	chef	come	in	and	cook	to	getting	a	personal	trainer	to	deciding	to	go	vegan.	There's	
tons	and	tons	of	different	ideas	in	there.	Some	of	those	are	going	to	be	ongoing	and	some	might	
be	a	one-off.	There's	lots	of	different	ways	of	how	you	actually	approach	the	goal.	You	have	to	
choose	the	lead	measures	for	you	and	for	your	business.	You’re	going	to	brainstorm	all	of	the	
different	ideas	as	to	how	you	would	approach	achieving	that	goal.	You’ve	put	your	big	goal	out	
there.	Now	what	are	all	your	ideas	of	how	you	go	about	it?	

I'm	going	to	recommend	that	you	do	a	similar	thing	with	the	big	goal.	Prioritize.	Out	of	those	
ones,	which	ones	do	you	really	believe	will	help	you	the	most	in	getting	to	that	goal?	Here	you	
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get	to	choose	a	maximum	of	three	because	this	is	where	things	fall	down.	Everybody	chooses	
way	too	many	things	and	they’re	scattered.	For	now,	you	just	want	to	choose	three	areas	of	
focus	and	three	lead	measures	that	are	going	to	get	you	to	that	bigger	goal.	Once	you've	defined	
those,	how	will	you	measure	them?	Acknowledge	here	that	it	is	more	tricky.	I	love	to	keep	these	
things	really	simple.	It	might	well	be	that	you've	decided	outreach	calls	are	going	to	be	really	
important	to	increasing	sales	this	year	for	you.	You	then	decide	on	a	lead	measure	which	is	
you're	now	going	to	make	200	calls	a	month.	That	would	be	a	lead	measure	because	while	you	
can't	directly	influence	the	sales,	you	can	influence	those	activities	and	lead	measures.	That's	
the	key	piece	there.	You	can	pick	up	the	phone.	You	can't	choose	if	people	are	going	to	buy	or	
not	but	you	can	pick	up	the	phone.	That's	the	piece	that's	under	your	control	which	is	really	
important	when	you're	defining	those	lead	measures.	It	must	be	something	that	you	can	do	
that's	inside	of	your	control.	Otherwise	you're	setting	yourself	up	for	failure	and	frustration.	If	it	
were	200	calls	a	month,	you	may	have	a	very	simple	chart	on	your	desk	where	your	marking	
them	down.	You're	literally	having	a	quick	chart	there	of	200	calls	and	you're	writing	them	on	
your	agenda	to	have	some	way	of	tracking	that.	Get	creative	with	how	you	will	know	that	you've	
done	it.	Decide	whether	you're	going	to	have	one	day	where	you	make	50	calls	one	day	a	week	
or	if	you’re	going	to	do	10	calls	every	day.	You	might	say	10	calls	every	day	and	you're	going	to	
do	them	first	thing	in	the	morning	and	mark	down	the	people	that	you’ve	actually	reached	out	
to.	It’s	measurable	and	it’s	something	that	you	can	track.		

This	is	how	we	start	to	really	define	and	get	the	focus	now	on	achieving	that	big	goal.	I	want	to	
do	a	recap	of	the	three	steps	that	we've	gone	through	here	that	we're	going	to	be	taking	
further.	I'll	give	you	homework	for	today.	We	started	to	look	at	that	bigger	vision.	Everything	
needs	to	happen	within	a	context	-	Where	do	you	want	to	be	three	years	from	now?	What	
should	be	the	big	area	of	focus	for	the	coming	year	-	like	one	big	bold	important	goal	that	either	
you	or	your	team	are	going	to	be	focused	on?	Define	that	goal	in	very	simple	terms	using	a	verb	
first	of	all	that	says	“improve,”	“rejuice,”	“increase,”	“add,”	etc.	Very	simple	language.	We're	
going	to	work	from	the	current	result	to	the	new	desired	result	and	the	date.	It	could	be	“Add	
15	clients	to	our	new	high	level	program	by	the	end	of	the	year”	or	something	like	that.	Very	
simple.	Now	what	are	those	lead	measures	that	will	actually	get	you	to	that	goal?	This	is	about	
strategizing	and	prioritizing	because	the	“how”	you	actually	achieve	it	becomes	a	strategy	but	
there's	many	different	ways.	You	just	have	to	choose	which	ways	and	make	sure	that	you	create	
goals	that	are	measurable.	You	can	go	back	and	say	when	you've	done	that	piece,	it’s	the	piece	
that	you	can	actually	influence.	

	I	can	promise	you	that	if	you	can	start	to	get	this	level	of	focus	and	clarity	in	your	business,	it	
would	start	to	go	on	a	very	different	track.	Once	you’ve	started	to	put	that	in	place,	it’s	going	to	
be	your	overall	strategic	direction	for	the	year	ahead	and	we’ll	look	back	at	what	we	were	
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talking	about	in	December:	really	short	sprints	and	moving	those	projects	forward.	That’s	how	
you	would	start	to	break	this	down.	Each	week,	each	month	is	into	those	short	sprints	where	
you	are	working	on	that	growth	goal.	That’s	how	you	start	to	fit	it	in	to	the	busy-ness	of	your	
business.	If	you	can't	get	this	at	the	early	level	of	business,	you	cannot	get	yourself	into	the	
mistake	of	thinking	that	once	your	business	gets	bigger,	it	will	get	easier.	This	is	about	building	
some	great	practices	early	on	so	that	you	can	build	on	them	and	build	on	the	right	ones.		

	


