
Lead teams to visionary success with the brutally 
clear science of goal management.
Waymaker.io powers the goals of successful organisations. 

Goals
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“The great danger for most of 
us lies not in setting our aim 

too high and falling short; but 
in setting our aim too low, and 

achieving our mark.”

- Michelangelo
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The skill of 
goal writing is 
a fundamental 
skill for 
every leader 
who wants 
to achieve 
success. 
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UNDERSTANDING GOALS 
IN WAYMAKER1
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The most important skill is 
the ability to set an effective 
goal for yourself and for 
those that report to you. 

This skill is foundational in your ability 
to lead a group of people from A to Z. 

If no-one knows what ‘Z’ is and what 
the steps are to get there, then you 
have no chance of ever reaching it. 

Goals are the building blocks of 
strategic alignment.  

The ‘Lego blocks’ of the Waymaker 
Leadership Curve.

Progress in vision, market, strategy, 
business model, customer and 
employee experience come from 
setting and achieving goals in these 
areas. 

That is why Question 7 in our 
Leadership Curve framework is 
‘What one, two or three things that if 
delivered in the next quarter or half 
will shift the needle on the business?’ 

Those things are goals. 

Learning how lead teams to goals 
requires the skill of goal management 
and a system of goal delivery. 

Goals build the organisation
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ACHIEVE MORE, DO LESS: THE 7 QUESTIONS 
WAYMAKER LEADERSHIP CURVE 

GOALS

7. What are the one, two or three things that if delivered 
over the next quarter or half will shift the needle 
on the business?

SYSTEMS O
F PROCESS

HUMAN SKILL
S

VISION

MARKETEMPLOYEE EXPERIENCE

STRATEGYCUSTOMER EXPERIENCE

BUSINESS
MODEL

     6. What is our employee’s 
   experience, how do we acquire, 
 retain and grow talent through our 
principles  and what improvements 
need to be made?

5. What is our customer’s 
experience, how do we acquire, 
retain and grow customers 
   through our personality 
     and what improvements 
        need to be made?

4. What is our business model, 
is it creating value, what metrics 

tell us this, and what practices improve 
our value proposition?

3. What is our strategy, 
where is our growth focused  

and how do we improve   
our positioning?    

2. What is our market, 
who is our ideal customer, 

what do they value and what  
perceptions do we need to build?  

1. What is our vision, is this driven 
by our purpose and what’s 

holding us back from 
reaching it?

The leadership journey is to move the organisation from first idea to 
market leadership. 

To move up the curve, ask and answer the ‘7 Questions’.  Deliver the goals that 
matter most and continously improve the maturity of the 6 business functions. 

Diagnose your skills and system gaps on the best practice leadership curves in 
Waymaker.io and plan your goals to reach your vision. 
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The skill of goal writing, mapping and 
delivery is a fundamental skill for every 
leader who wants to achieve success. 

The system of goal writing, mapping 
and delivery is found in Waymaker.io - 
the intelligent business management 
and strategy platform. 

Within this system is the regular 
rhythm of ideating, prioritising, 
committing and executing of goals 
across all business functions. 

At Waymaker the base methodology 
for goal setting is from the science 
OKRs (Objectives & Key Results). 

An OKR is a goal setting tool 
first ideated by Peter Drucker in 
‘Management by Objectives’, then 

formalised by Andy Grove the CEO of 
Intel and made famous by John Doerr 
who taught it to Google as a start-up. 

Whilst we use the base method of 
OKRs we’ve found most people find 
using plain language more effective.  

We’ve also added some practical tools 
such as ‘Tasks’ to connect the big 
thinking goals into the practical day 
to day.  

At Waymaker we talk about Goals, 
Outcomes and Tasks. 

At Waymaker a goal is the same as an 
objective and an outcome is the same 
as a key result if you’re familiar with 
the OKR terms.  A task is a task. 

However, Waymaker automates the 
science and rapidly increases speed 
of goal setting and alignment across 
teams from 2 to 2,000+. 

Waymaker is built for today’s leaders 
to win through clarity, data & 
demonstrable ROI.

No longer do you have a paper based 
‘one page plan’ but you know have a 
‘one cloud’ plan that is your strategic 
command centre to lead your 
teams to success wherever they are, 
whatever the circumstance.  

The skill and system of goal 
execution
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A goal is the ‘what’ you 
need to achieve.  It is a 
specific achievement that is 
inspirational, concrete, and 
substantial. 

Goals will come from all areas of the 
organisation. 

As a base starting point the 
organisation should set a single-
minded goal in the future that it is 
moving towards to achieve. 

As a start-up, that might be only 12 
weeks. 

For emerging organisations that is 
most likely to be annual.  For more 
mature organisations you’ll likely 
have clarity of the 3-year goal and the 
supporting 2- and 1-year goals.

The first finish line is the organisations 
first milestone goal with accountable 
outcomes. 

The most important thing is that there 
is one clear goal that defines success.  

Make sure everyone knows that this is 
the finish line. 

Goal ownership, who owns what?
A goal is owned by an individual.  

There is no such thing as a team goal, 
only a team who achieves their goals. 

Why?  Because every individual is 
responsible for owning their own 
goals and accountable to their 
leaders and team for the delivery of 
their goals.  

There is no confusion.  

Every team has a leader, and that 
leader is to lead their people to 
success. Every person on that team 
has a role to play and goal of their 
own.  

Goal responsibility vs. goal 
accountability
There is a difference between goal 
responsibility and goal accountability. 

An individual is responsible for 
something or someone and 
accountable to someone. 

“I am responsible for people and 
things and I am accountable to 
my leaders for their performance 
delivery.”

“Responsible for…. Accountable 
to….” 

A CEO might is accountable to the 
board for the organisation achieving 
specific sales outcomes.  However, the 
Sales Leader might be responsible for 
delivery of the sales outcome on the 
CEOs goal. 

That’s aligned leadership.  

The CEO is responsible for ensuring 
the sales leader hits the target and 
is accountable to the board and 
shareholders for the delivery of the 
outcome.

The Sales Leader is responsible for 
their team hitting their sales goals 
and is accountable to the CEO for the 
sales outcome. 

Clear lines of ‘responsibility for’ and 
‘accountability to’ create aligned 
teams who can play to win. 

Teams can only win when individuals 
achieve their aligned goals. 

Goals, what are they?



11



12

An outcome is evidence that 
goal has been achieved. It is 
best understood as a ‘how’ 
you will you get there. 

Outcomes are best as a metric;  
number #, currency  $ or percentage 
%.

They should be specific, time bound, 
aggressive but realistic and verifiable 
through measurement.  

Outcomes describe how you are 
going to get to the goal. You could 
think of outcomes like steps on a 
ladder or the evidence that you got 
there. 

On a best practice goal there should 
be around three to five outcomes. 
These outcomes will have different 
due dates and bring context to how 
the goal is going to be achieved. 

The assumption is, if all the outcomes 
are achieved, then the goal is 
achieved. But, if you can’t achieve 
on one of the outcomes, it probably 
means the goal hasn’t or can’t be 
achieved.  

Here is an example we’ll work with 
from Burke & Wills Electric Vehicles 
(BWev.io)

Goal 

Launch 4WD electric vehicle with 1000 
sales in pipeline by June 30, 2022

Outcomes

1. Secure pipeline of 1000 10% 
deposits by June 30 2022

2. Deliver a 4WD EV with 1000km 
range on one charge December 1 
2021

3. Secure distribution network for 
after-market kits of 50 retailers by 
March 31 2022

4. Secure EV charge access to Tesla 
network by March 31 2022

5. Achieve production targets of 100 
vehicles per month by January 2022

The advantages of a good goal with 
outcomes

The advantages of using goals with 
clear outcomes include:

• Clarity and alignment of people 
and teams

• Transparency throughout an 
organisation from top to bottom 
and back again

• Inspire and motivate the team
• Cross-functional collaboration
• Agile and adaptive goal setting
• Top-down, bottom-up, and side 

to side engagement

But goals & outcomes are not 
bulletproof

When priorities and objectives are 
not clearly communicated, or are 
conflicted, employees can lose 
interest and become frustrated.

Implemented well, goals connect 
the team with the purpose. They 
stretch the individuals to strive for 
achievements that seem almost 
impossible.

And when everybody is connected 
with purpose, knows what needs 
to happen (goal) and how they can 
make it happen (outcomes), then the 
impossible can be achieved. 

Truly great things happen with that 
multiplier effect. 

Goals are the perfect building block 
of execution. But they are an output 
of a strategic planning process. 

Ensure you are asking and answering 
the 7 Questions on Waymaker’s 
Leadership Curve. 

Tasks, what are they and how 
do the relate to the goal and 
outcomes?

In Waymaker.io you will also see we 
also include tasks. 

Tasks can be related to a goal, an 
outcome or yourself (personal).

A task is something you need to 
do on the journey to achieve the 
outcome. 

These can range from a simple to do 
list, through to a task with supporting 
check-lists, due dates and notes. 

Outcomes, what are they?
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GOAL CANVAS (OKR)
WAYMAKER LEADERSHIP CURVE 

Q7. What one, two or three things that if delivered over the next quarter or half will shift the needle on the business?

% DELIVEREDWhat needs to happen?

SIGNIFICANT

DELIVERY DATE OWNER

% DELIVEREDHow you can make it happen? DELIVERY DATE OWNER

GOAL

OUTCOME

CONCRETE ACTION-ORIENTED INSPIRATIONAL

SPECIFIC TIME-BOUND AGGRESSIVE BUT REALISTIC MEASURABLE VERIFIABLE

Here’s a template to help you think through creating a goal in 
a draft format before doing this in the Waymaker app. 
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Not all goals are equal in life 
and business.  

In the example above, ‘Launch 
4WD electric vehicle with 1000 
sales in pipeline’ there will be goals 
downstream (and upstream) of this 
goal that can be treated as stand-
alone goals. 

These goals will be assigned to other 
team members. 

For example, you might assign the 
outcome, ‘Secure pipeline of 1,000 
sales deposits by June 30, 2022’ to a 
head of sales.  

We call that a cascade and cascading 
an outcome creates a Goal Stream.  

In one click you can cascade an 

outcome from a team member or 
leader upstream into a downstream or 
sidestream goal. 

In this example, the head of sales 
will receive the cascaded outcome 
as a goal assigned to them and 
they set their own outcomes on that 
goal.  Their goal, however, is still the 
outcome of their colleague’s goal. 

They can repeat the process with their 
team. 

Cascades can go upstream, 
downstream or sidestream.

You will see in Waymaker that a goal 
can be marked as a milestone.  

A milestone makes a goal important 
step in the journey to success. 

Typically, milestone goals are the 
annual goal for an organisation or a 
3- or 5-year big hairy audacious goal 
in the strategic plan. 

Use milestones sparingly.  

Milestone goals are a pinnacle 
moment of success for the 
organisation. 

They are your finish lines and they set 
the tone of the race.  

Lots of milestone goals may create an 
organisation who sprints continuously.  
Whereas only 1 or two milestone 
goals over a 3-year period may create 
a slow and steady ‘marathon’ culture. 

Milestones and cascading goals

Goal
Outcome

Outcome

Goal
Outcome

Outcome

Outcome

Outcome

Accountable to someone 
for the delivery of this goal

Responsible for the 
outcomes of this goal

Cascade an outcome from one goal, to create 
another goal. New goal owner is accountable 
to the outcome owner and responsible for 
their goal.
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Goals are the keys that unlock the path from first idea to 
market leadership for any organisation. 

The most valuable skill any leader can posses is the ability to set clear goals. 
Waymaker empowers leaders and teams with ability to set and cascade 
goals (downstream, upstream or sidestream).

Goals are the ‘what’ and outcomes are the ‘how’. The tasks are the ‘to-do’.

Goals come from all functions of the organsation and can standard or 
milestone. Milestone goals are really important goals on your journey to 
success. 

All goals are owned by an individual who responsible for the delivery of 
outcomes and accountable to their leader  for that delivery.

Each goal is a step on the 
journey to the milestone 
goals of success.

In summary the journey from A to Z 
is organised in goals, outcomes, and 
tasks. 

Goals are the building blocks of 
achievement. 

The organisation will set a single-
minded goal that defines success 
and then all team members work 
towards that goal with their own goals 
downstream. 

The most important goals are the 
milestones.
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HOW TO BUILD YOUR 
GOALS IN WAYMAKER2
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In this section we are going 
to learn:

a. How to create a goal in Waymaker

b. How to add outcomes and tasks

c. How to cascade an outcome to 
create a streamed goal

Creating your first goal

We are going to create a new goal 
based on the BWEV goal referenced 
earlier.  

Goal 

Launch 4WD electric vehicle with 1000 
sales in pipeline by June 30, 2022

Outcomes
1. Secure pipeline of 1000 10% 
deposits by June 30 2022

2. Deliver a 4WD EV with 1000km 
range on one charge December 1 
2021

3. Secure distribution network for 
after-market kits of 50 retailers by 
March 31 2022

4. Secure EV charge access to Tesla 
network by March 31 2022

5. Achieve production targets of 100 
vehicles per month by January 2022

Log in to Waymaker 

Visit: app.waymaker.io/login

If you have not signed up, visit 
waymaker.io

Creating your goals
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To create a new goal, the best 
practice is to go the Roadmap. 

This is where you can see backlog, 
committed, in-progress and 
completed goals. 

From Home, click on the menu in the 
top left and choose ‘Roadmap’

Review the backlog, committed and 
in-progress goals and either edit an 
existing goal or create a new one.

During onboarding it is likely you may 
have created your first draft goal by 
following the questions on sign-up 
before accessing your Waymaker 
homepage. 

You will see this on the Roadmap.

1. Go to your Roadmap
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To edit an existing goal, 
click on the square box with 
pencil icon in the lower right 
of the goal card. 

To create a new goal, click on the ‘+’ 
in the top right of the Roadmap menu 
and open the new goal pop up. 

Enter the Goal name: Launch 4WD 
electric vehicle with 1000 sales in 
pipeline 

Choose Milestone Goal (leave blank 
in future if your goal is not a milestone 
goal)

Choose Multi Quarter & set the date 
range for the goal. By checking Multi 
Quarter a date range will appear to 
set the start and end of the Milestone 
Goal. 

Not checking ‘Multi Quarter’ will 
require you to choose a quarter for 
the goal to be assigned to.  The 
current quarter is the first option. 
This allows the scheduling of goals in 
advance. 

If a goal status is committed, 
when the start date of the quarter 
selected is reached, the goal status is 

automatically updated to in progress. 
If a user saves a goal as committed, 
but the quarter selected has already 
begun, the goal status will update to 
in progress.

Choose the status. Choose In 
Progress

Choose the related function. In this 
instance we’ll choose CX:Sales

Choose to the nest the goal. In this 
instance we’ve nested the launch goal 
under the 1 year business plan goal, 
“Deliver 1.5m in turnover”

Choose to add a description. In this 
instance we’ve added, “Deliver a 
successful launch of the new BW EV.”

Select the team that the goal sits 
within. In this instance we’ve selected, 
“Executive”. 

You can reassign the goal to someone 
else in your team, if you as the logged 
in user are not going to be the owner 
of the goal. 

You would do this if you are creating 
and assigning goals to team 
members. 

You can also add collaborators to the 
goal. 

A collaborator can see and edit goal 
detail and own tasks on a goal. 

You would do this when others are 
supporting you, but do not need to 
create a downstream goal for the 
effort or support provided. 

By default, the user’s manager is 
always a collaborator on the goal. 

Save the goal created.

You will see the goal created on 
the Roadmap in the “In Progress” 
column. 

All users can see the contents of all 
goals, outcomes and goal related 
tasks.  

The only users who can edit goals are 
the goal owner and the admin.  

The only users who can edit outcomes 
and tasks are the owners, admins, 
collaborators and managers on that 
goal. 

Note - all personal tasks are viewable 
only to that user only.

2. Creating your goal
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Click on the goal title to 
open the goal detail page 
from the Roadmap goal card. 

The goal detail page is the one-page 
summary of the goal, outcomes and 
tasks, including all downstream goals 
should there be any.   

On the goal detail page you can:

a. Edit the goal by clicking on the edit 
icon (square box with pencil)

b. Add an outcome of the goal by 
clicking on the add outcome icon 
(circle with +)

c. Chat with collaborators via the 
Goal channel. The goal channel 
is automatically created on goal 
creation and the channel is name the 
name of the goal. 

d. Delete the goal if no longer 
required by clicking on the delete 
icon (rectangle with arrow pointing 
left containing an x).

On the goal detail page, you can see 
the following charts:

a. The current progress of the 
goal achieved to date. Progress is 

calculated by the average of the 
progress of outcomes. 

b. The current confidence the goal 
will be delivered on time. Confidence 
is calculated by the average of the 
confidence on all outcomes. 

c. The outcome progress as a percent 
by each outcome. 

d. A time-based chart showing 
when any updates to the goal have 
been made. This informs the owner, 
manager, or collaborator of how often 
the goal is worked on.  

e. The table of outcomes. 

f. The table of tasks relating to the 
outcomes and goal. 

Create the outcomes
The outcome is a key result or a how 
the goal will be achieved. 

The science is if all the ‘hows’ are 
achieved the goal is achieve or in the 
best possible position to be achieved. 

Click the Create Outcome icon (the 
circle with plus). 

a. Name the outcome.

b. Set the due date.

c. Report the current progress as a 
percentage from 0 to 100%.

d. Report your confidence of delivery 
as outcome owner between 0 and 1. 

e. Add a description if required.

f. Save the outcome and repeat the 
process for all outcomes required on 
the goal. 

These are the outcomes we’ll create 
for our goal:

1. Secure pipeline of 1000 10% 
deposits by June 30 2022.

2. Deliver a 4WD EV with 1000km 
range on one charge December 1 
2021.

3. Secure distribution network for 
after-market kits of 50 retailers by 
March 31 2022.

4. Secure EV charge access to Tesla 
network by March 31 2022.

5. Achieve production targets of 100 
vehicles per month by January 2022.

3. Goal detail & outcomes
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Cascade any outcomes to 
colleagues to delegate 
responsibility of the delivery 
of the outcome sidestream or 
downstream. 

On the Outcome table you can see:

a. The name of the outcome

b. The progress of the outcome as a 
colour coded bar

c. The confidence of the outcome as a 
colour coded bar

d. The due date

e. The last update of activity to the 
outcome

f. Four edit icons to edit the outcome 

(square box with pencil), view the 
tasks relating only to that outcome 
(circle with tick), cascade the outcome 
to create a goal for anther user 
(lightning), delete the outcome 
(rectangle with left arrow containing 
an x)

To cascade, select the cascade icon 
(lightning) 

This will open the Goal edit module 
and from here you can edit the goal 
detail and assign the new owner via 
the ‘Re-assign Goal’. 

On save, you will no longer own 
the goal but the new owner will be 
alerted to an assigned goal and as 
the upstream owner of the outcome, 
you will be a collaborator on the 
downstream goal. 

Cascading a goal also adds the ‘Goal 
Stream’ panel to the Goal detail page. 
This panel shows all downstream 
goals in a progress chart on the head 
Goal. 

This will appear under the Goal 
Activity panel. 

All the progress of all goals in the 
Goal Stream can be viewed on the 
Goal via the Goal Stream panel. 

4. Cascade outcome to goal
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Create any tasks that require 
action on the goal. 

The editing or completing of tasks 
do not update the progress of the 
goal. The progress is only updated by 
progress achieved on outcomes, as 
defined by the outcome owner who is 
responsible and accountable for the 
outcome. 

Create a task by clicking the ‘+’ icon 
in the top right of the Task table. 

On task edit table you can see:

a. The task title

b. The task description

c. The status of the task

d. The type. Tasks can be related to 

Goals & outcomes or Personal or 
unrelated. 

e. If related to a goal, the ability to 
choose an outcome from the drop 
down.

f. The start and finish date for the task. 

On save the task is created. 

The task panel does not disappear as 
the option exists for the user to add 
a checklist and provide any activity 
updates on the task. 

To close the task, cick the ‘X’ icon in 
the top right of the task panel. 

If the task if not related to the goal 
you are working on, then it will not 
appear on the goal detail page, it will 
only appear in the Task module of the 

app with all other tasks. 

Create this task

Task title: Review development 
program

Description: Review the production 
program prior to the investment 
update with the development team 
for latest updates.

Status: In progress

Type: Goal

Outcome: Deliver a 4WD EV with 
1000km range on one charge
State and finish date: 18 August 2021 
to 31 August 2021

You can now see the task in the task 
panel on the Goal detail page. 

5. Create a task
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You have now successfully 
created your first goal with 
outcomes and tasks. 

You have also cascaded the 
responsibility of an outcome 
to a team member who is now 
accountable to you and responsible 
for the delivery of an outcome by 
having their own goal. 

Track the progress and confidence 
on a weekly basis, identifying and 
removing roadblocks until the goal is 
delivered. 

For more on this, review the 
course and playbooks for ‘Effective 
Meetings’. 

The science of goal setting, mapping 
and delivery is your secret weapon to 
successfully achieving your vision. 

6. Congratulations
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ACADEMY

Find more content to help you build a better 
business at Waymaker.io/academy
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This guide book will teach you how to write, 
plan and deliver goals that work.  
 
You will learn how to apply the science of goals to create clear, successful goals that can be 
aligned across your entire organisation.

Specifically, you will learn;  

• What goals are and how to write them.
• What outcomes are and how to write them.
• How to align goals and outcomes across teams.
• How to create your goals in Waymaker. 

Lead teams to success with the simple, but powerful goal delivery. 


