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a: 328 
Septenber 1986 

G:lM.S FOR BUSINESS OPERATIOOS AID FAMILY UFE 

PARI' II!b: IDENI'IFYIK; G:lM.S FOR THE SERVICE PROVIDER 

by Paul H. Gessaman 
Extension Agricultural Finance Economist 

This document is for use by persons and families who operate businesses 
providing services used by customers or clients. Other versions are available 
for those who operate retail stores, and for those who transform raw materials 
into products that others purchase and use (construction contractors, manufac­
turers, etc.). If this is not the correct version for you, ask your workshop 
leader for a copy of one that's more appropriate. 

INJ.'R(J)t:.x:TION 

Imagine that you are on an airplane that has just taken off from Honolulu 
for a non-stop flight to the mainland. What would you think if this announce­
nent came over the intercom: 

Ladies and gentlemen, this is your captain speaking. As you know, we 
just left Honolulu and now we're traveling east across the Pacific Ocean. 
If all goes well, in a few hours we should be able to look down and see 
land below us. If we do, we'll hunt for a city. If the city we find has 
an airport that's large enough, we' 11 land and find out where we are. 
Then, we' 11 decide where we want to go on the next leg of this flight. 
Meanwhile, folks, just sit back, relax, and enjoy the flight. The jet 
stream is behind us today, and we • 11 soon be traveling more than 550 
miles per hour. 

~ld you want to ride on that airplane? How confident would you be that 
you would arrive safely and on-time? WOUld you wonder what you gained by 
traveling more than 550 miles per hour when you didn't know your destination? 

Do you · and your family ever feel that your life is going by at 550 miles 
per hour, but you don't know where you're going? As a family, are you rnenbers 
of the "Non-directed Business Ratrace? 0 If so, you may be like our fictional 
airplane and pilot. You may be roving fast, making a loud noise, but uncer­
tain of your destination, and without a place to land. 

If you want to be effective managers of business and family life activi­
ties, you need to know WHERE you are going, I:OV you intend to get there, and 
WHEN you intend to arrive. These insights come directly from your goals -
your statements of the things you want to achieve in life. 



If you and your family have never identified your goals -- or if you've 
identified your goals, but don't know how to attain them, you are not alone. 
Most people hope for a better future, but few identify goals that describe the 
future they want. And, even fewer consistently manage for goal attainment. 
To help you be a better manager, this series of documents provides a means and 
a methcxl that you can use when identifying goals, setting priorities, and de­
velq>ing a goal-directed managenent plan. 

IDENl'IFYIM; OOM..S FOR BUSINESS OPERATIONS AID FAMILY LIFE 

Many of your interests and sources of motivation, and those of other 
family members, were identified when you responded to the self-assessment 
questions. You've slll'mlarized those insights in your Interest and Preference 
Statenents. In doing so, it's likely that you identified life situations and 
conditions 'of living that are of special interest. (If you've not completed 
the self-assessment, please do so before going on with this document.} As you 
identify goals, use insights from your self-assessment to help you focus on 
aspects of life that are of special importance and those where you excell. 

Be sure to identify goals that reflect the full range of interests within 
the family unit. Start by identifying the full range of goals that family 
nenbers would like to achieve. Don • t be surprised or concerned if goal con­
flicts are evident. SUch is the case for most businesses and families. Ini­
tially, ignore the conflicts and concentrate on identifying goals that des­
cribe the future that you and your family would like to see come to pass. 

Goal conflicts will be dealt with later through priority-setting. In 
friority-setting you'll examine your high-ranked goals and set priorities that 

narrow down" your goal-attainment efforts so you can concentrate resources on 
attaining your most important and(or urgent goals. 

Guidelines for Goal Identification: 

All of us have goals that we work toward over many years -- goals such as 
business profitability, "burning" the nortgage on the family home, or achiev­
ing a particular form of recognition. Same goals will require a lifetime to 
attain. Others can be attained in a year, a few years, or a decade. Goals 
that will be attained over many years are called long-term goals. Those that 
can be rapidly attained usually are called short-term goals.* 

Short-term goals identify things that are to be achieved this year and 
next -- such as adding a new type of service, learning to use a new type of 
conputer software, rem::xleling the family home, buying a new car, carrying out 
a publicity campaign targeted on a new customer/client group, or starting 
goal-directed managenent of work and family life. 

To the extent possible, one seeks to have short-term goals that directly 
support attainment of long-term goals. When this is true, the stage is set 
for rrore effective management. But, it's rare when all short-term goals 

* SOOrt-term goals often are referred to as objectives. For sirrplicity, this 
discussion uses only the short-term goal and long-term goal terminology. 
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directly su:R;X>rt attainment of long-term goals. And, business goals may be 
sorrewhat in conflict with inportant family life goals. So, at this po.int 
don't worry about .inconsistencies and conflicts among the goals you identify. 
Those will be dealt with later. For now, the inportant thing is to identify 
goals that represent your interests, hopes, and aspirations for life. 

When writing goal statements, be sure to observe these guidel.ines: 

- Goals are written as action statements. "To conplete ••• , " or "To 
earn • • • , " or other action statement introduces a typical goal. 

- Long-term goals usually specify the tiire by which the goal is to be 
attained. "To pay off the home nortgage by • • • " 

- When long-term goals do not specify a tine dimension, they usually 
refer to qualitative aspects of life. "To ensure that my customers 
or clients are treated with honesty by • • • " 

- LOng-term goals should be believable in that they should describe 
situations or conditions that you can believe in over the years. 
Avoid "pie-.in-tl~sky" long-term goals that you can't believe .in. 
They will lead to disappointment. 

- Short-term goals have a time dimension that indicates when the goal is 
to be attained. "To make available 
to my customers/clients by , 19 __ • 

- Short-term goals should be attainable in that they should describe 
situations that you can rationally believe are possible to atta.in 
(achieve) .in the designated tiire. Avoid short-term goals that you 
know camot be attained, as they will cause continuing discouragement. 

As you write goal statements you are expressing your hopes and dreams and 
ambitions for the future by identifying ~ you want to attain, ~ you 
intend to atta.in, and when you .intend to attain each desired outcome. In 
terms of our fictional airplane and pilot, you are preparing your flight plan. 

* * * * * * * * * * * * 

The awroach used here parallels that used in the salf-assessment. Each 
person sbould initially COIIPlete tbiQ section without discussion. After you 
and other workshop participants have completed your initial goal identifica­
tion, there will be a tine for sharing and discussion. You and your family 
members and/or business associates will have time to share and discuss your 
initial goal statements. 

To the extent that it is feasible to do so, base your goal statements on 
the insights gained from completing the Part II self-assessment. Identify 
goals that will build on and use your interests, notivations, and abilities 
as identified in the self-assessment. 

Renarber, you are identifying I.Dro-TERM BUSINESS OOM.S. 
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Over the next five to ten or oore years, what do you expect will be yout 
oost important long-ter.m business goal? 

In that sare period, what will be your second oost inportant long-ter.m 
business goal? 

Several statements that might be inportant long-ter.m goals for a business 
that provides services to customers/clients are listed below. (Some may be 
virtually the same as the ones you have written out above.) Place a check 
mark to the right of each one that you feel is important with respect to your 
own situation, and is not a goal that you wrote down above. (Ql some you will 
need to fill in a blank.) If you have other ·important goals, add them on the 
lines at the end of this listing: 

To increase revenues by an average of ___ percent per 
year over the next decade. 

To oove from Il"!Y present location to a oore suitable site in 

To reduce Il"!Y \rt()rk load while maintaining revenues at the 
present level by ------------------

To pay down the existing oortgage to ___ percent of its 
present balance by 19 __ • 

To reduce borrowing for business operations by __ percent 
during the next decade. 

To expand customer/client nurrbers by ____ percent be-
fore the end of 19 __ 

To find a ~rchaser for Il"!Y existing business and goodwill 
under an arrangement that allows me to continue with part­
time responsibility for serving customers/clients. 
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Now go back over all the long-term business goals identified thus far -
the ones you've written and ones you marked with a check at the right margin. 
In the blanks at the left margin, assign to each a ranking nunber reflecting 
your view of its inportance and/or urgency. Put the nunber "1" beside the one 
that you think is nost inportant and/or urgent, the nunber "2" beside the next 
rost inportant and/or urgent, and so forth. 

When you and others in the workshop have conpleted and ranked your long­
term goal statements, there will be a period for discussion and sharing. Join 
your family menbers and/or business associates (if any) , or confidant, in 
sharing and discussing your initial versions of long-term goals. In your 
discussions during or after the workshop, remenber to observe these discussion 
rules: 

-- Be open and honest with yourself and one another. 

- Resist the temptation to make value judgments about each other's 
statements or perspectives. 

- Don't react until the other person has fully expressed his/her ideas 
and/or point of view. 

As initial versions of goals are shared and ideas and insights are 
gained, note them in the margins of your goal listing. When you are satisfied 
that you have "sharpened up" your thinking about long-term business goals, use 
an additional copy of this document as a "record copy" to enter goal state­
rents and rankings that reflect the best thinking of family menbers and repre­
sent your interests and needs for the future. 

* * * * * * * * * * * * 

IDENI'IFYIN3 SHORr-TERM BUSINESS GW..S 

Goals to be attained within the next one or two years, are called "short­
term goals." They usually contain a measurable element that can be used to 
determine whether the goal has been attained (achieved). For exanple, a 
short-term goal could be, "To reduce my backlog of unfinished work for custo~ 
ers/clients by 50 percent by March of 19 __ ." When the nonth of March has 
ended, it's easy to know whether the goal was attained. 

As you did previously, start this goal identification process by \<X>rking 
individually. To the extent that it is feasible to do so, base your goal 
statements on insights gained from the Part II self-assessment. Identify 
short-term goals that will build on and use your interests, noti vat ions, and 
abilities, and those of family IIIE!Ibers (as identified in the self...;assessment). 

Remenber, you are identifying SHOR1'-TERM BUSINESS GW..S. 
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Over the next one or t~ years, what do you expect will be your JOOst 
inportant short-term business goal? 

In that sane period, what short-term business goal will be the second 
JOOst inportant? 

Several statements that might be inportant short-term business goals are 
listed below. Use them in the same way as you did the sanple listings of 
long-term goals. Fill in blanks and place a check mark to the right of each 
one that you feel is inportant with respect to your business and ~rk. Md 
other inportant short-term goals on the lines at the bottom of the page. 

To keep current in my record-keeping, ~rk activities, and 
daily monitoring of business operations. 

To increase the number of customers/clients I serve by at 
least __ percent over levels for the same JOOnths of last 

year by -------------------------------------------­

To participate in management update training that will inr 
prove my use of the COIIpJter for writing and record keeping. 

To ~rk with other businesses in my town on at least t~ 
special events (local business pronotions) to be held in 
the next t'tfel ve JOOnths. 

To increase support for our commercial club by $ , 
from ~rk projects, and by soliciting contributions from 
my contenpories in the local business conmmity. 

To reduce my existing mortgage balance by $ __ by the end 
of this calendar year. 

To reduce my backlog of unfinished ~rk for customers and 
clients by percent in the next six JOOnths. 

To remain fully current in remitting sales tax receipts, 
payroll taxes, and state and federal income taxes. 
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Now go back over your list of short-term goals as you've identified them 
on the previous page - the ones you wrote down m the ones you marked with 
a check at the right margin. In the blanks next to the left margin, assign a 
ranking mmber reflecting your view of the inportance and/or urgency of each. 
Put the nunber "1" beside the one that is m:>st inportant and/or urgent, the 
nurrber "2" beside the next m:>st inportant and/or urgent, and so forth. 

When you and others in the \IIOrkshop have conpleted and ranked your short­
term goal statements, there will be a period for discussion and sharing. Join 
your family nerbers and/or business associates, or confidant, in sharing and 
discussion of initial versions of short-term goals. In your discussions during 
or after the workshop, remember to observe these discussion rules: 

- Be open and honest with yourself and one another. 

- Resist the temptation to make value judgments about each other's 
statements or perspectives. 

- Don't react until the other person has fully expressed his/her ideas 
and/or point of view. 

As initial versions of goals are shared, ideas and insights will become 
evident. ~te them in the margins of your goal listing. When you are satis­
fied that you have "sharpened up" your thinking about short-term business 
goals, use an additional copy of this document as a "record copy" to enter 
goal statements and rankings that best represent the interests and needs for 
the future of your business operation. 

* * * * * * * * * * * * 

IDENI'IFYIN; I...CH;-TERM FAMILY LIFE OOM.S 

The approach used here parallels that used when identifying long-term 
business goals. However, in this instance, attention is focused on goals for 
family life. Farrdly life goals will, of course, interact with your business 
goals, but should represent your best thinking about the things you want to 
achieve in family life. Each person should initially complete this section 
without discussing it. ~ others. When \IIOrkshop participants have conpleted 
their initial goal identification, there will be a time for family sharing and 
discussion. 

To the extent that it is feasible to do so, base your goal statements on 
the insights gained from conpleting the Part II self-assessment. Remenber 
that long-term goals can specify attainment at some year in the future, or at 
a stage of life. They can, and often do, identify qualitative aspects of life 
that you wish to attain. 

Renarber, you are identifying IDN:Pl'ERM FAMILY LIFE <ULS. 
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What do you expect will be your most ~rtant fancily life goal for the 
next five to ten or more years? Record it on these lines. 

What will be your second most ~rtant family life goal for those years? 

Several statements that might be ~rtant fancily life goals are listed 
here. Place a check mark to the X9bt. of each one that you feel is ~rtant 
to you and your fancily, and is not a goal already writ ten down. Other ~r­
tant goals can be added on the lines at the bottom of the page: 

To maintain a level of living that does not consume (reduce) 
our net \WOrth. 

To take at least one vacation per year in which we travel to 
-----------=---------- for a period of 
-------days. 
To provide -donations of money, goods, or time and effort in 
support of (organization). 

To ensure that interested fancily menbers can participate in 
continuing education and self-development activities by 

To provide ---· percent of the costs of higher education 

for --------------------------------------

To reduce our home mortgage balance to ____ percent 
of its present level. 

To buy a replacement autOIOObile every _______ years. 

To arrange ~ work in such a way that I can pursue ~ inter-
est ~ -----------------------------------

To provide for an adequate level of retirement income 
starting in 19 __ by ---------------

To encourage family menbers to inprove physical appearance 
and health by regular exercise and good diet. 

To save and invest at least __ percent of our income. 
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~w go back over all the long-term family life goals that you have ident­
ified thus far - the ones you wrote dO\Yll and ones you marked with a check at 
the right margin. In the blanks next to the left margin, assign to each a 
ranking nurrber reflecting your view of its inportance and/or urgency. Put the 
nwrber "1" beside the one that is JOOst inportant and/or urgent, a "2" beside 
the next JOOst inportant and/or urgent., and so forth. 

When you and others in the wrkshop have conpleted and ranked your long­
term goal statenents, there will be a period for discussion and sharing. Join 
your spouse and/or other family netbers in sharing and discussion of initial 
versions of long-term family life goals. In your discussions during or after 
the workshop, remember to observe these discussion rules: 

--Be open and honest with yourself and one another. 

-- Resist the temptation to make value judgments about each other's 
statements or perspectives. 

- Don't react until the other person has fully expressed his/her ideas 
and/or point of view. 

As initial versions of goals are shared and ideas and insights become 
evident, note them in the margins of your goal listing. When you are satis­
fied that you have "sharpened up" your thinking about long-term family life 
goals, use an OOditional copy of this document as a "record copy" to enter 
goal statarents and rankings that reflect the best thinking of family menbers 
and your interests and needs in the future. 

* * * * * * * * * * * * 

IDENI'IFYIN; SHORI'-TERM FAMILY LIFE OOALS 

Goals that you hope to achieve within the next one or tw years, are 
commonly called "short-term goals." Short-term goals contain a measurable 
elexrent that you can use to determine whether you have done what you hoped to 
do (attained the goal). For exanple, a short-term goal could be, "To reduce 
our credit card balance to less than $300 by JUne 30, 19 __ ." When that 
JUne 30th comes, you will be able to look at your credit card balance and know 
whether you attained your goal. 

As you did before, start this goal identification process by working 
individually. To the extent that it is feasible to do so, base your goal 
statements on insights gained from the Part II self-assessment. Identify 
short-term goals that will build on and use your interests, JOOtivations, and 
abilities as identified in the self-assessment. 

Remenber, you are identifying SHORl'-TERM FAMILY LIFE OOALS. 
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0\Ter the next one to t-w years, what will be your rrost inportant goal for 
family life? 

What will be your second most inportant goal for family life during the 
next one to t-w years? 

Several statements that might be important family life goals are listed 
here. Place a check mark to the right of each one that will be inportant for 
you and your family, and is not a goal that you already have written down. 
Other inportant goals can be added on the lines at the bottom of the page: 

To fully insulate our home this year so it will be rrore com­
fortable and utility expense will be decreased. 

To reduce our short-term debt by at least $. ____ per 
year in each of the next tw years 

To provide financial or other SUJ:PC>rt of--------
(orgariization) in the anoont of $ or _____ _ 

To allocate $ ____ for orthodonic wrk for ____ _ 

-------------------------------· 
To reduce household operating expense by ___ percent per 
year in each of the next t-w years. 

To provide each family member with a "personal allowance" 
(a specified arrount for each tine period) that can be used 
for personal J;Urposes without accounting to anyone. 

To set up an "emergency fund" that can be used use to pay 
unexpected expenses such as car or home repair costs, un­
insured losses, accident danege repairs, or similar costs. 

To encourage family members to become involved in connunity 
activities inportant to their health, values, or self-image. 

To set aside at least evenings per week for "family 
time" and/or for visiting with friends. 

10 



Now go back over the short-term family life goals that you have identi­
fied thus far - the ones you wrote down gog ones you marked with a check at 
the right margin. In the blanks next to the left margin, assign to each a 
ranking mmber reflecting your view of its inportance and/or urgency. Put the 
mmber "1" beside the one that is oost inportant and/or urgent, a "2" beside 
the next nost inportant and/or urgent, and so forth. 

When you and others in the workshop have conpleted and ranked your short­
term goal statements, there will be a period for discussion and sharing. Join 
your spouse anq(or other family members in sharing and discussion of initial 
versions of short-term famdly life goals. In your discussions during or after 
the workshop, remember to observe these discussion rules: 

- Be open and honest with yourself and one another. 

- Resist the tenptation to make value judgnents about each other's 
statements or perspectives. 

- Don't react until the other person has fully expressed his/her ideas 
and/or point of view. 

As initial versions of goals are shared and ideas and insights become 
evident, note them in the margins of your goal listing. When you are satis­
fied that you have "sharpened up" your thinking about short-term family life 
goals, use an additional copy of this document as a "record copy" to enter 
goal staterents and rankings that reflect the best thinking of family members 
and your interests and needS in the near future. 

THE NEXT SI'EP 

In the next part of the OOM.S Process, you and other family members will 
examine your goals and make decisions about priorities. It's important that 
the goal statements used when setting priorities are ones reflecting your best 
thinking about the future you and your family would like to attain. In pre­
paration for the Part IV priority-setting, take at least two occasions prior 
to the next workshop to consider and discuss your self-assessment results and 
goal identification activities. If possible, have family discussions at a 
time when the persons involved are not over-tired and not distracted by other 
concerns. Discuss, negotiate issues where you differ, conpromise wherever 
possible. By doing so, you' 11 be better prepared for the priority-setting 
activities of Part IV. 
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