A CAPSTONE

Leadership Solutions, Inc.
Annual Goal Packet

INSTRUCTIONS:
Complete the STEPS identified within this worksheet
Steps 1 & 2 - Preparing to Set Goals
Steps 3 & 4 - Drafting Goals with Employee Stakeholders
Step 5 - Mini-Goals and Action Planning
Step 6 - Goal Accountability and Attainment

Step 7 - Goal Review

Goal Cycle Overview

PRE-CYCLE PERIOD - A systematic process for setting measurable goals that are aligned with the organization’s key strategic priorities as
declared in the strategic plan (and aligned with the mission and vision). Recommended Timeline: 2-3 months prior to the start of the next goal
period. (STEPS 1 - 4)

GOAL PERIOD - A cadence of consistent actions taken toward being accountable to, and achieving (or making great progress toward achieving)
the established goals. Recommended Timeline: One full year, aligned with the organization’s fiscal year. (STEPS 5-6)

POST-CYCLE PERIOD - A time to celebrate what has been accomplished and to consider what lessons have been learned from the recent goal
period that help to get even better at using the goal cycle to improve, grow, and succeed. Recommended Timeline: 1-2 months after the
conclusion of a goal period. (STEP 7)
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STEP 1: Seek out and review information on the organization’s next year strategic plan and/or annual organization goals (or input from
senior leader(s) related to the organization’s top strategic initiatives).

Document your notes that summarize the top strategic priorities and/or measurable top-level goals of the organization.
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STEP 2: Review of Specific Data — Performance/Opportunities
Consider the measurements that best capture the operations/performance of your department(s). Looking for opportunities for improvement
based on current results, how the result is trending, and/or how the result compares to others/benchmarks.

Category/Pillar Specific Measurements Notes

Finance

Ex: Overtime expense, Expense/Visit

Access & Growth 1.

Ex: Revenue, Patient Volumes

Patient Experience
(Service Excellence)

Ex: “Willingness to Recommend”

Safety & Quality
(Care Delivery)

Ex: Medication Errors, Patient Complaints

People

Ex: Turnover, Employee Engagement

Other
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STEP 3: Brainstorm Opportunities for Aligned Annual Goals for Your Department(s)

Engage department employees in this process during a department meeting which includes overviewing the information in Step 1 & 2 and then
gathering their input as to what they consider to be high priority, and aligned, improvement opportunities (SEE the recommended Department
Meeting Agenda on Page 4)

IDENTIFIED IMPROVEMENT OPPORTUNITIES:
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AGENDA FOR DEPARTMENT GOAL SETTING MEETING
Department: Meeting Date/Time:
Meeting Objective - To gain input in drafting the department’s 1-3 annual department goals.
Overview: Organization’s strategic priorities and/or annual organization goals
Overview: Key baseline department data and trends
Brainstorming & Decisions: Options for 1-3 department goals

How best can our department contribute to the organization's top strategic priorities and/or goals? What are our unique opportunities
to improve? What should our 1-3 department goals be for this next year?

Next Steps

Overview: how and when draft goals are reviewed and approved, how goal progress is monitored and reported on visual communication
boards, department meetings, monthly accountability meetings, how and when action plans are developed, carried out, and updated

Meeting Evaluation

IM

Index cards — on one side “what you thought was positive and went well”; on the other side “what could have been changed/different to

make this goal setting meeting and/or process even better.”

*Note: while brainstorming and deciding on 1-3 goals, often employees will start offering up solutions or suggestions to actually achieve the
goals (which is STEP 5 — after goals are approved). If desired, and time allows, these could be “captured” (and with the understanding that
possibly that goal may be amended or replaced in the final goal review process). Otherwise, the meeting needs to be facilitated with the primary
objective of drafting of the department’s 1-3 goals.
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STEP 4: Complete the following information related to DRAFT 1-3 Department-Specific Goals by engaging department employees in the
process

DEPARTMENT: Director:
EXAMPLES:
Increase/Decrease WHAT FROM (Baseline) TO (Goal)
To Increase Average Visits Per Provider Per Day from 14.5 last year to 16.0 or higher this next year
To Decrease Absenteeism from an average of 10 call- | to an average of 5 or less call-ins
ins per pay period last year | per pay period this next year

DRAFT DEPARTMENT GOAL #1:

Increase/Decrease WHAT FROM (Baseline) TO (Goal)

Why is this goal considered to be one of the top priorities to be achieved by your department? How is this goal aligned with the
organization’s top priorities?

e This goal is set “on the higher end of difficulty”

e Employee input was received

DRAFT GOAL #2:

CapstonelLeadership.net



A CAPSTONE

Leadership Solutions, Inc.

Increase/Decrease WHAT FROM (Baseline) TO (Goal)

Why is this goal considered to be one of the top priorities to be achieved by your department? How is this goal aligned with the
organization’s top priorities?

o This goal is set “on the higher end of difficulty”

e Employee input was received

DRAFT GOAL #3:

Increase/Decrease WHAT FROM (Baseline) TO (Goal)

Why is this goal considered to be one of the top priorities to be achieved by your department? How is this goal aligned with the
organization’s top priorities?

o This goal is set “on the higher end of difficulty”

e Employee input was received
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STEP 5: Before the start of each quarter, develop targeted mini-goals and a detailed action plans for each approved goal (involving staff at
Department Meeting)

QUARTERLY ACTION PLAN FOR GOALS

Annual Goal:

Quarterly Mini-Goal:

Action Steps Person(s) Target
Responsible Completion
Date
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STEP 6: Goal Accountability and Attainment - A cadence of consistent actions taken toward being accountable to, and achieving (or making
great progress toward achieving) the established goals.

Points of emphasis:

e Track and transparently report Goal metrics to staff (via communication board, department meetings) at monthly - or more frequent —
intervals based on data availability

e Discuss Goal metrics and action plans with your direct supervisor each month, garnering feedback, input and support as needed
e Update quarterly action plans and mini-goals before the start of each quarter (or monthly, if preferred) by engaging staff at department
meetings
® Celebrate achievement of mini-goals and progress made on quarterly action plan(s) at appropriate intervals throughout the year
Daily Monthly
e Huddles e Staff Meetings - Set/Evaluate/Adjust Action Plans
e Rounding
e Feedback
Weekly Quarterly
e “Friday-Five”-type communications e Goal Action Plans Updated (could be monthly)
e Thank You Note(s) e Purposeful Celebration(s)
e Vital Time
Bi-Weekly As Needed or Scheduled
e Visual Communication Boards e Actions Items on Quarterly Action Plans to achieve Goals
® Goal Metrics Review and Reporting (e.g., Employee Training, etc.)
9
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STEP 7: Post-Cycle Goal Review - Actions taken to celebrate what has been accomplished and to consider what lessons have been learned from

the recent goal period that help to get even better at using the goal cycle to improve, grow, and succeed. It is recommended that leaders engage
their employees in this review process.
For each established goal that was the target of action in the most recent goal period, consider:
e Was the goal achieved (measurable evidence based on the specific metric targeted)?
e |Ifyes,
e How (and how soon) will this be celebrated? Are there specific individuals, that in addition to a group celebration, can
be recognized for their specific contributions to this goal? How (and how soon) will they be recognized?
e What lessons did we learn in the process of achieving this goal that may assist us in being successful in achieving future
goals?
e |Ifno,
® Are there still opportunities to celebrate the progress and milestones that were made toward this goal? How (and how

soon) will this be celebrated? Are there specific individuals, that in addition to a group celebration, can be recognized for
their specific contributions to the progress made toward this goal? How (and how soon) will they be recognized?

e What got in the way of this goal being achieved? (Consider using the 5-Whys technique or a Post-Mortem Review
Worksheet - available from many sources on-line). What lessons did we learn in the process of setting and working to
achieve this goal that may assist us in being successful in setting and achieving future goals?
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