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Impact Goals

Goals are at the heart of what we do. As individuals, teams and organizations, goals direct
our resources and actions. This guide contains an overview of 4 types of goals to consider
writing and how to best use each type.
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EPISODE 112

Impact goals focus on the final result or outcome. They are often inspiring because they
describe a change of sorts. They tend to be out of our control, but provide clear direction
regarding the purpose of our efforts.

episode guide

TO WRITE AN IMPACT GOAL, ASK YOURSELF THE FOLLOWING QUESTIONS:

What are we trying to achieve?
At the end of this effort, what will be different?
Why does this work matter?
What is the desired outcome we are striving for?
What is the intended result?

EXAMPLES OF IMPACT GOALS:

Secure 3 new clients
Bring in $10,000 of new revenue
Develop trust in our team culture
Maintain customer service ratings of 4.5/5 or higher 
Increase productivity by 10%



By linking your process,
output and impact goals you

can see how things fit
together and where they

break down.

Output goals often benefit from including specific,
detailed measures of success. In addition to the core
goal statement, there are additional criteria that must be
met. Document these measures, criteria, or metrics
alongside the goal so that everyone is aligned on what
constitutes success.
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Some impact goals are hard to measure or require additional time before they can be
assessed. Identify and look for indicators along the way so that you can change tactics if it
seems the current approach is not making progress towards the impact goal.

MEASURING IMPACT GOALS

MEASURING OUTPUT GOALS

Output Goals

Output goals describe the culmination of a specific effort. They are often focused on a
deliverable or short-term accomplishment. They are best suited to rallying a group of
people around a shared plan of action.

What are we trying to produce?
What will we accomplish?
What will be completed?
What will be started?

TO WRITE AN OUTPUT GOAL, ASK YOURSELF THE FOLLOWING QUESTIONS:

Launch version 2.0
Run a new internal training course
Hire for 3 open roles
Transition onto a new accounting system
Update the vacation policy
Complete a course in Mandarin
Get certified in MBTI

EXAMPLES OF OUTPUT GOALS:

Episode 112: How to Use Impact, Output, and Process Goals
www.themodernmanager.com/podcast-112



Process Goals

Process goals focus on behavior. They are often used by individuals as a way to translate an
impact goal into actions you can control. Teams also use process goals to improve their
performance and build culture.
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TO WRITE A PROCESS GOAL, ASK YOURSELF THE FOLLOWING QUESTIONS:

What action will be taken at what frequency?
How will I/we behave and under what conditions?
What task will be completed and how often?

EXAMPLES OF PROCESS GOALS:

Call 20 potential customers each day
Write 50 lines of code per week
Send updated financial reports every Friday
Start every meeting by asking how people are doing
Take 3 deep breaths when receiving difficult to hear feedback
Write for 10 minutes every morning
Holdy monthly 1x1s with each team member

MEASURING PROCESS GOALS

Process goals typically have measures built in due to the nature of the goal. This makes
assessing them quite simple.
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Goals are often at the heart of
the work, grounding the
thinking and action that

comes after them. If you don’t
get your goals right, it’s almost
impossible to get the rest of it

right.
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Discover which new service offering is most desirable to current customers
Identify the most promising social media tactics for follower growth
Determine the full costs of each option under consideration
Learn how to facilitate meetings for greater engagement
Verify that employee productivity while working remotely is equal if not better than
working on site.

EXAMPLES OF LEARNING GOALS:

Similar to output goals, learning goals may require additional detailed measures that
describe what is important. This could be a  list of criteria or a more in depth definition of
key terms and concepts. What matters most is having clarity and shared understanding of
what must be learned so that the insights generated are useful.

MEASURING LEARNING GOALS
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Learning Goals

Learning goals emphasize what must be learned or discovered. The focus is not on
completion or action, but rather on the gathering of insight. Learning goals are ideal for
complex or ambiguous situations and times when multiple options are being explored.

TO WRITE A LEARNING GOAL, ASK YOURSELF THE FOLLOWING QUESTIONS:

What do we need to learn in order to make a decision?
What unknowns must become known before moving forward?
What uncertainties must be resolved?
What assumptions must be tested?

bonus!


