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Now we will move from planning to goal setting and another quote from Yogi Berra.  And 
while this statement is a Yogiism in the truest sense, it also points out the danger of not 
having a plan in place that includes what you want to achieve (where you are going) and 
how you are going to go about achieving it (what road you are going to take). 
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What role does goal setting play in achieving consistent success?  Well, without knowing 
exactly what it is you want to achieve, it is impossible to develop a process that will help 
you realize the achievement.  Additionally, if you know what you want to achieve, but fail to 
lay out the path for how you are going to get there, you are once again destined to end up 
somewhere else.
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A proper goal setting program in addition to a solid coaching philosophy can help aid in 
decision making and provide motivation to stick to the process.

When an athlete, a coach, a team engage in proper goal setting, they are in essence 
defining how they will measure success.  This is significant because if this is not done, it is 
easy to allows others to assign measures of success to you.  Typically those others are 
unfamiliar with you and your team and are not qualified to set measures of success for 
you!
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Specific:  Know exactly what it is that you want to accomplish and phrase the goal in 
positive language.  You never want to set negative goals.  Also stretching, systematic, 
synergistic, significant and shifting.

Measurable:  If you can’t measure it, you can’t attain it.  Also meaningful, memorable, 
motivating and even, magical, this is where outcome as results can be most useful.

Achievable:  If you set goals that are too far out of your reach, you will lose motivation to 
continue to strive to reach the goal.  Set goals that you can attain in a reasonable amount 
of time and then reset the goal once it is achieved.  Also action plans, accountability, 
acumen and agreed-upon.

Realistic:  Set goals that you have the ability and resources to attain.  Write them down and 
put them in a place that you will see every day.  Also relevant, reasonable, resonating, 
results-oriented, rewarding, responsible, reliable, rooted in facts and remarkable.

Timely:  Set a clear target date for the achievement of the goal.  Also time-based, tangible 
and thoughtful.

Self-Determined:  Goal setting is a collaborative effort between coach and athlete, coach 
and team and between athletes.  When goals are set without input from all stakeholders, 
many things can happen to sabotage goal achievement:  resources not available, conflicting 
goals being set, miscommunication, misunderstanding of roles, frustration from perceived 
lack of support, etc.
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Outcome goals define where you are going, your destination.  The focus of an outcome 
goal is typically the competitive result of an event; winning a gold medal, crossing the finish 
line first, beating your opponent on the scoreboard.  All too often outcome goals are the 
first and only type of goals to which athletes and coaches are offered exposure.  While 
outcome goals serve a purpose in goal setting, focusing solely on outcome goals can have 
negative effects on performance.

Performance goals, along with process goals, define the path that will lead to the 
destination (desired outcomes).   Performance goals focus on improvements relative to 
past performance.  An example would be increasing your points per possession or 
decreasing your turnovers.   In general, performance goals are not dependent upon or 
negatively affected by other competitors.  In fact, a good performance by an opponent  
may actually aid the attainment of performance goals.  

Process goals focus on the task-relevant strategies, actions and procedures that must be 
executed for an athlete to have a good performance.   
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Coach K and Coach Wooden are two of the winningest coaches in NCAA history.  We will 
see a few quotes from each that warn against measuring success by the attainment of, or 
lack thereof, outcome goals.

Before we get further into discussing outcome goals, I want you to start thinking about how 
you define success and if you typically measure it based on achieving outcomes.  If you do, I 
want to challenge you to keep an open mind about that and and see if we can’t change 
your paradigm about outcome goals by the end of this session.
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They can serve a very useful purpose in goal setting, but it may not be in the manner that 
you think.  We will talk about that a little later.

Research has shown that when outcome goals are the sole type of goal used, they can 
actually have a negative impact on performance.  We will discuss that in a little more detail 
in a moment.

Let’s take a closer look at outcome goals.
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Remember, when we talk about outcome goals, we are typically talking about the result of 
a competitive event.  In order to compete, you must have an opponent and that opponent 
is tasked with stopping you from achieving your peak performance.  On any given day, you 
and your team could play the absolute best you are capable of playing and your opponent 
could play just that much better and win the game.  If that happens, if you play to your 
ultimate potential and still lose on the scoreboard, is that truly a failure?

When we talk about outcome goals not being flexible, we are talking about the all or 
nothing aspect of winning and losing.  When you are setting goals that are dependent upon 
the outcome of a competition, or a string of competitions, it is hard to reset those goals if 
they are not achieved.  If a team has set an outcome goal of going undefeated and they 
lose their first game of the season, it may be discouraging enough that the team would 
judge the season as a failure before they even play a second game.  Hopefully good 
coaching and a good goal setting program will keep a team from this experience but it is an 
example of what can happen when too much emphasis is placed on the outcome of a 
game.

Now, when we talk about performance deficits in pressure situations we are talking about 
the proverbial “choke”.  This can happen by way of an athlete focusing on the negative 
aspects of not winning.  For instance, an athlete that defines success as winning is on the 
free throw line with no time left on the clock.  His team is down by one and he is shooting a 
one and one.  In this case, by defining success only in terms of winning or losing, it is very 
easy for the athlete to allow negative thoughts to enter his mind prior to shooting the free 
throws.  “If I miss this my teammates will blame me for losing the game.  I will look like an 
idiot if I miss this.  What will me friends think of me if I miss this?”
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We will talk more about outcome goals a little later.
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Here is an example of an outcome goal.  Most teams want to attend nationals and if you 
are a Junior Division team, one way to go about ensuring that you have a spot in the dance 
is to win a Regional Qualifier.  As we proceed, we will discuss what performance and 
process goals you may want to consider to realize the outcome of winning a regional 
qualifying tournament.
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We started the section on outcome goals with a quote from Coach K and I am ending it 
with one from Coach Wooden.  Coach Wooden has often been quoted as saying that you 
would never be able to find a player that he coached that heard him talk about winning.  
He always stressed continual improvement, effort, and the desire to reach your potential, 
as an individual and as a team.

If you become the best that you are capable of becoming, realistic success will follow.  
When an entire team strives to reach their ultimate potential, the sum of the parts can be 
far greater than the whole and amazing things can be achieved.

With that said, I would like to challenge you to stop thinking about outcomes as goals but 
rather as the result of achieving performance and process goals.  This will place the 
emphasis on performance and process goals.

Now the question is, “How can goal setting be used to become the best you can be?”
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Back to Coach K.  Now do not confuse the philosophy shared by Coach K and Coach 
Wooden with a lack of desire to win or a warm and fuzzy everything is OK as long as you try 
hard approach.  They have 14 NCAA Championships between them, they produced results 
(outcomes).  But they did so by focusing on performance and process goals that would put 
their team in the best position to achieve favorable results regardless of the competition.  

A perfect example of this is the 2009-2010 Duke team.  At the beginning of the season a 
national championship was not something most people thought were in the cards for Duke, 
however, they went about their business of daily improvement through process and 
performance goals with the end result a fourth NCAA title for Coach K! 
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As we previously discussed, performance goals, along with process goals, define the path 
that will lead to your desired destination (outcomes).   Additionally, performance goals 
focus on improvements relative to past performance.  Because performance goals are 
measured against one’s own past performance, they are more controllable by coach and 
athlete.  This is not always the case however.  A team may set a performance goal of 
limiting turnovers to under ten per game.  Obviously, the opponent will have some impact 
on the achievement of this goal.  How might this goal be adjusted to make it more specific 
and controllable?  Have a goals of less than 5 unforced turnovers!

Unlike outcome goals, an opponent’s performance can actually aid in the achievement of 
performance goals.  In wheelchair basketball I think that we have all been both the victim 
and beneficiary of playing to our opponents talent level.

When we talk about adjusting goals an example would be a team free throw percentage.  
Once a reliable baseline is determined a performance goal can be set to improve that 
percentage by a certain date.  If that goal is achieved early, it can be adjusted to achieve an 
even higher percentage.  If it is not achieved by the date, process goals can be adjusted and 
a new date can be set.  This is very different from that all or nothing aspect of outcomes as 
goals.

Finally, performance goals can be achieved during practice and competition.  
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Here are some example performance goals that if achieved would increase the likelihood of 
achieving the desired outcome – winning the tournament.  As you can see, they are fairly 
specific and measureable.  Now, how can process goals help us in achieving these 
performance goals?

What do you do if by the third game you are averaging 78% form the free-throw line as a 
team?

16



Once again a little wisdom from Coach Wooden.  I often tell my teams if you take care of 
the little things, the big things will take care of themselves.  In other words, focus on 
process and performance and winning will take care of itself.
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Process goals define the work that must be done in order to achieve your performance 
goals and will include both physical and mental aspects.

Setting your process goals may require the most planning and the most effort.  Careful 
planning, tracking progress and adjustments are all part of successful process goal 
achievement.

If used properly, process goals can help an athlete and a team keep their head in the game 
by focusing on the technical and tactical aspects of the game.  Examples would include 
passing to the outside hand and keep body between ball and defender to avoid turnovers, 
maintain spacing for picks to create movement, and always having a person at the point as 
a safety against transition.

When you have sufficient mastery of the technical and tactical aspects of the game, 
adherence to them becomes second nature and can aid in the process of getting into the 
zone.

When this is done, performance goals are achieved and exceeded and an athlete and team 
can experience an increase in self-efficacy and confidence while at the same time reducing 
cognitive anxiety.  Cognitive anxiety is reduced as result of the athlete and team being in a 
read-and-react mode rather than consciously trying to process all the information available 
to them.
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Note:  Self-efficacy is defined as the belief that one is capable of performing in a certain 
manner to attain certain goals.  Essentially the athlete is developing an internal locus of 
control.
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As stated, a proper goal setting program involves desired outcomes, performance and 
process goals.
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Outcome goals can be used as a short-term motivator away from competition.  Visualizing 
winning a competition or reflecting on the emotions of losing a competition can provide 
motivation to maintain an off-season training program or to put forth that extra effort 
during practice.
Outcome goals, however, are only useful when created in combination with the stepping 
stone goals that are associated with performance and process goals.  Remember, outcome 
goals are the destination, performance and process goals are the path to the destination.  
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Performance goals can be used during practice and competition.  Focus on performance 
goals can help athletes focus on task relevant cues and strategies that will lead to outcome 
success.
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Process goals, like performance goals can be utilized during performance and competition.  
As they are the stepping stones to performance goals, more emphasis my be placed on 
process goals during training and practice.
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Here you can see the interdependence of each category of goals.  Process goals are the 
foundation of your goal setting program.  They lead to your ability to attain your 
performance goals. When you achieve your process and performance goals, you are in 
position to achieve your desired results: your outcomes.

As part of this process, your desired outcomes help to create motivation that will increase 
your effort in the pursuit of your process goals.  This in turn will develop a greater degree of 
self-efficacy that will lead to peak performance that will lead to the attainment of desired 
results thus continuing the cycle.
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