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The Four Congruent Goals
“Customers will never love your business until your

employees love it first”



Table of Contents
Congruent Goal Se ng is connec ng the people to the purpose........................................................................3

Owner’s goals................................................................................................................................................4

Customer’s goals............................................................................................................................................4

Company’s goals............................................................................................................................................4

Who should set the goals for each process and what should be measured?........................................5

Employee’s goals...........................................................................................................................................5

Give your employees autonomy and you will gain engagement and discover innova on....................6

Transparency..........................................................................................................................................7

1. Consider making goals FAST, Not SMART..................................................................................................7

2. Accountability............................................................................................................................................7

Conclusion.............................................................................................................................................................8

The daisy chain. The building blocks of your businesses success..................................................................8

About Red Lotus..................................................................................................................................................10

References...........................................................................................................................................................11

Garry Lloyd - garry.lloyd@gmail.com  +61 405 999 888  LinkedIn: www.linkedin.com/in/garryjlloyd



Congruent Goal Se ng is connec ng the people to the purpose

Why read this paper?  This paper outlines a simple improvement, at no cost to your business which may 
contribute 21% higher profitability.  Warning: Side effects are staff engagement and accountability!

Here’s a fact you probably wish wasn’t true: your employees aren’t as mo vated as you think or even hope 
they are.  Harter (2018) discusses a study by Gallup which showed; 67% of workers are disengaged in their 
current roles.

Kaplan and Norton (2001) found that the weakest performing companies had a key common element; 
employees did not see a connec on between what they did and how it contributed to the company’s goals. 

Both sets of research suggest how important the connec on between direc on, strategy, goals, and purpose 
are to an organisa on’s sustained performance.  

Amabile and Kramer (2011) found the strongest organisa ons were those that made sure their employees 
had clarity around what they did and how it contributed to the businesses mission, vision and to the 
achievement of their own personal goals. In other words, by connec ng people to your purpose.  

The above research suggests a business needs to create goals in considera on of the owners, customer’s, and 
also it’s employee’s personal goals too, the ‘Four Congruent Goals’.  Forge ng research for just a moment, it 
just feels natural and the right way to work as a team.  Gallup’s research (Harter, 2018) reports businesses 
that do successfully link the four goal sets realise 10% higher customer metrics, 17% higher produc vity, 20% 
higher sales and 21% higher profitability.

We will define goal congruence as the consistency or agreement of all stakeholders goals.  In other words, all 
should be rowing in the same direc on. 

In harmony with the ‘Balanced Scorecard’ a business can actually consider six key stakeholders; 

The six key stakeholders to consider to maximise and achieve sustainable profit

In this paper, we will only consider the four stakeholders highlighted above. 
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Owner’s goals

A business is an asset the owner has employed to achieve their goals.  Many owners 
when considering strategy, neglect their own personal goals and aspira ons.  The first 
step is to have a clear understanding of the owner’s goals.  This is a separate exercise and 
could be another paper on its own.    

Customer’s goals 

A primary component of a las ng profitable rela onship in business is the constant aligning of your business’s 
goals to the realisa on of your customer’s goals.  If your customer does well, your company and the owners 
will do well.  You need to be taking every opportunity to be learning what your customers goals are and 
aligning your processes to be part of the solu on.  It is best to in mately know the market (the problem) and 
be constantly looking for or adjus ng your solu on as opposed to being a expert solu on trying to find a 
market.

The leadership team should be reading trade web sites, magazines, talking to suppliers management, taking 
every chance to meet with supplier sales representa ves, visit every area of your business regularly, visit the 
compe on and their suppliers, a end trade conven ons and visit clients.  Aim to speak to management and 
front line teams who use your products.  Always be asking; ‘how can our company help you do your job?’. 

It is best not to be an expert solu on trying to find a problem, this is what Kodak and Blackberry did and you 
definitely do not want to be having a ‘Kodak moment’.   You want to be an expert of your market and it’s 
problems and looking for solu ons, then you will always be relevant. 

Company’s goals

Your company’s goals are a product of your strategy.  Deriving your strategy will most likely not be achievable 
in a day or a weekend retreat.  You need to do some serious homework first, and it is probably going to take 
you at least a month before you are ready to write your strategy.  Knowing everything about your market as 
discussed above is only the first step.  

Some businesses are busy being busy and don’t really have a strategy.  Others measure so many ac vi es 
(only a few may be the business levers that drive the financial ra os) and are also caught in the whirlwind of 
being busy being busy.  In neither situa on are the businesses able to define and easily repeat success.  
Employees are not engaged and accountability is a challenge.  

In most cases, it is the Leadership team who decided what the goals should be for your business and how 
these should be measured, with li le interface with the key stakeholders involved.

The business should set the direc on to go.  Your team should decide how to get there and the 
measurements to know they are heading in the right direc on.

Garry Lloyd - garry.lloyd@gmail.com  +61 405 999 888  LinkedIn: www.linkedin.com/in/garryjlloyd



Who should set the goals for each process and what should be measured?  

The owner of each process should decide what needs to be measured.  The Leadership team may wish to 
advise, but it is your employees job and exper se, so let them run with it.  There is no place for micro 
management in an agile lean business with global compe tors snapping at your heals.  You need your front 
line team empowered to make decisions so you can out perform the compe tors.

However, there is one measurement that the owner of a process should not have control over and that is 
what success looks like.  The process down the line should determine what success is for the preceding 
process because essen ally the ‘next’ process is the customer of the first process.  These ‘success’ 
measurements can be labelled Cri cal Success Factors. 

Example: If Sales are willing to spend $100 a lead, and leads are determined by sales as having a budget for a 
set problem; then Marke ng, the preceding process, has a cri cal success factor set by Sales which is to 
provide leads that match this criteria within the budget.  How Marke ng members go about it is up to 
Marke ng and what they wish to measure is also up to Marke ng.  Sales only cares about gaining qualified 
leads within the budget set – the cri cal success factor for Marke ng.  If you have to micro manage the 
Marke ng team, then perhaps you do not have the right people in the right seats? 

In most circumstances by measuring a businesses cri cal success factors, you are actually monitoring the very 
levers that impact your financial ra os and with only a few measured required, you are preven ng the feeling 
of paralysis by analysis.  Another benefit if having the post process determine success; it is much harder and 
there is less incen ve for employees to game the numbers (the use or manipula on of sta s cs or figures, 
especially in support of an argument).   The result is the Cri cal Success Factors mean something to everyone.

Employee’s goals

An employee has personal goals which are perhaps the main 
mo va on for them to come to work.  Does it make sense then for you
to know the main reason they are coming to work and then linking 
what they do, back to what is important to them?   

Most businesses can reward employees with me or money and most 
goals can be achieved if you had more me and money.  This means, 
no ma er what your employee’s personal goals are, you can help your 
employees achieve their goals.  How?  Link their rewards ( me or 
money) to the cri cal success factors that run your business.

“Happy employees ensure happy customers and happy customers
ensure happy owners.”

By linking your employee’s goals to the cri cal success factors related to the process they own or par cipate 
in, you are ensuring there is an alignment with the employees and businesses goals.  An employee does not 
have to ask ‘what is in it for me’, they now know, it will be the realisa on of their personal goals. You are 
asking your team to achieve more and with the increased efficiencies you are rewarding them with me or 
money.  This turns a process into the employee’s own business!  
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Money and me to achieve personal goals is primary.  Like Maslow's hierarchy of needs, only once employees 
can see theirs and even their families dreams can come true by working for you, will they move up the 
pyramid looking for purpose.  Purpose adds energy and emo on.  When people have a purpose that goes 
beyond the numbers, they pour more energy into their work.  They give their work more thought. 

Knowing they can achieve their goals and there is a purpose in working for you gives employees their ‘why’.  
This is another reason your vision and mission are so important.

“He who has a why can bear almost any how.”  

With your team engaged it is much easier to give your team autonomy.

Give your employees autonomy and you will gain engagement and discover innova on

In harmony with not micro managing, it sounds deceivingly simple: Rather than telling employees how to do 
their jobs be er, start by asking how you can help them do their jobs be er.  The effects of this approach can 
be powerful.

Instead of nit-picking problems, each member of your Leadership team should make a conscious effort to 
always ask "How can I help you deliver excellent service or a be er product that our customer wants and are 
willing to pay for?”  As shown in the research of Owens and Heckman (2015)’

“leaders could benefit from modelling servant-minded
behaviours to employees so that employees will better serve

customers.”

Example: Senior Managers were tasked to visit each branch office and the primary focus was to put pressure 
on reducing costs.  Branch Managers never looked forward to the scheduled visit.  

A new Senior Manager changed the nature of these visits.  Instead of emphasising his formal power, he 
started showing up at branches unannounced, star ng his visit by serving breakfast to the branch employees. 
Then, he would hold “huddles” and ask how he could help employees improve their branches.  Many branch 
employees were very surprised and ini ally did not know how to react.  But the Senior Manager’s approach 
tamped down employee’s anxiety and importantly encouraged idea on and innova ve ideas.

Leaders o en do not see the true value of their employees, especially “front line” workers.  When leaders are 
humble, show respect, and ask how they can serve employees to improve the business, the outcomes can be 
outstanding.  

As employees get credit for their ideas and see the ideas put into place, they grow more willing to offer ideas, 
which helps managers to be impressed and more respec ul, which increases your teams willingness to give 
more ideas, and so on.  Your Leadership team may learn that some of the so-called “mistakes” your team 
were making are actually innova ons team members had created to streamline processes and s ll deliver on 

me.  

“Rather than telling employees how to do their jobs better, start
by asking how you can help them do their jobs better”
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Now you goals are aligned, employees are engaged and discovering innova ve ways to exceed expecta ons. 
However, you may wish to consider a li le more fine tuning to accommodate this new way of thinking. 

Transparency

A culture of transparency increases employee trust.  If you incorporate it effec vely, transparency can boost 
your staff’s performance.  Sull & Sull (2018) found just how important transparency is when it comes to goal 
se ng and performance management.  The most notable result of this survey revealed how transparency had
a significant impact on employees: 92 percent of respondents said they’d work harder and improve their 
performance if their goals were visible on a company-wide basis.  Everyone can know and see the assigned 
Cri cal Success Factors of everyone else.  This would suggest your employees have a new manager in town, 
‘Peer Group Pressure’, and they invited this manager to your business.

In harmony with this new way of thinking, you may find some management frameworks you are using are no 
longer relevant. We will consider two. 

1. Consider making goals FAST, Not SMART

According to conven onal wisdom, goals should be specific, measurable, achievable, realis c, and me 
bound.  But SMART goals undervalue ambi on, focus narrowly on individual performance, and ignore the 
importance of discussing goals throughout the year. To drive strategy execu on, leaders could instead set 
goals that are FAST;

1. Frequently discussed, 

2. Ambi ous, 

3. Specific, and 

4. Transparent.

FAST goals help organisa ons improve along mul ple dimensions at the same me.  By making goals 
transparent, for example, businesses enable employees to align their ac vi es with corporate strategy and to 
coordinate more effec vely across silos.  

Does an organisa onal chart s ll suit a modern business?

2. Accountability 

When do you use an organisa onal chart?  The purpose of an organisa onal chart as described by 
businessdirec onary.com;

“Visual representation of how a firm intends authority, responsibility, and 
information to flow within its formal organisational structure”. 
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Instead a well-defined Accountability Chart is a visual representa on of your company's strategy.  It shows 
where the hand-off from one process to another takes place and who is accountable and what success looks 
like.

An Accountability Chart encourages you to build your company on a solid founda on, your front line team 
with the purpose of exceeding client expecta ons while ensuring a profit. 

When we map business processes and make transparent the Cri cal Success Factors, a side benefit is an 
Accountability Chart and there is then no room for an organisa onal chart.

Conclusion

The daisy chain.  The building blocks of your businesses success

Once you know the goals of each stakeholder, you then daisy chain the goals together;

1. Link the Employee’s goals to the, 

2. Process they control via its Cri cal Success Factor, which relates to the opera onal groups goal 
(Marke ng, Opera ons or Finance), and the opera onal group’s goal links to your Company's big goals, 
which links to,

3. Your Customer’s goals, which links to,

4. The Owner’s goals.

Our experience suggests most businesses have goals and measurements for the company and maybe the 
customers.  We have never met a business where each owner has linked their personal goals back to the 
business and appears on a scorecard or report.  The same would apply to the employees personal goals.  

The cultural change when you apply the Four Congruent Goal is amazing.  Think 21% increased profitability 
(Harter, 2018).  How much would your company have to invest in marke ng and sales, to increase your profit 
by 21%, and you would s ll not impact the culture of your company how this framework would and this 
framework costs li le to put in place as it rewards from the increased efficiencies realised. 

A businesses that has considered the Four Congruent Goals, puts in place transparent Cri cal Success Factors 
and Accountability Chart, ends up with what we call a “Living Strategy”.  Companies with organisa onal 
charts,  o en write a strategy and then over me, fail to execute it as it lays waste in a draw, they just get 
caught up in the whirl wind.  You can now have a living strategy realised which is always in tune with your 
customers needs while engaging your employees and ge ng what the owners want out of the business.

What gets measured gets done, what gets measured and
rewarded gets done well and repeated. 

For most organisa ons, there is never a "magic pill", the one thing that will make everything 100% be er.  
Instead there are 100 things that can be made 1% be er, and the surest way of finding those 100 things is to 
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engage with the people who know what they are – the customers know some of it, and your employees know 
the rest.

“Customers will never love your company until your employees
love it first”
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About Red Lotus

What we do

We work with start-ups, small, family businesses and business units within larger businesses, who are 
frustrated with their growth or do not have a succession plan. 

How we achieve that

We have found businesses that break through their glass ceiling have collabora vely designed a workable 
strategy, then built the promise to the market (Marke ng), the delivery of that promise (Opera ons), the 
measurement of the promise (Finance), making all transparent.  This then helps to engage employees so they 
know how they contribute and can work in the business as if it was their own business.

The difference

Research suggests you need to have had personal experience in many areas to transform a business.  We have
founded and invested in our own small business with successful exits, advised businesses through Tier 1 global
consul ng prac ces, and worked within the C Suite helping enterprises transform.  We are a hybrid solu on 
offering; workshops, coaching and hands-on assistance.

The value

This means we can help you define and repeat success and scale, becoming investment ready which means 
you can work on your business not in. 

Call to ac on

Message me so I can learn more about your situa on and if I can add value. 

Garry Lloyd - garry.lloyd@gmail.com  +61 405 999 888  LinkedIn: www.linkedin.com/in/garryjlloyd



References

Amabile, Teresa M., and Steve J. Kramer. The Progress Principle: Using Small Wins to Ignite Joy, Engagement, 
and Crea vity at Work. Harvard Business Review Press, 2011.

Harter, J. Dismal Employee Engagement Is a Sign of Global Mismanagement. Gallup, viewed October, 2018, 
h ps://www.gallup.com/workplace/231668/dismal-employee-engagement-sign-global-
mismanagement.aspx?version=print

Hekman D, Owens, B 2015, How does leader humility influence team performance?  Exploring the 
mechanisms of contagion and collec ve promo on focus, Academy of Management, April.

Robert S. Kaplan and David P. Norton, The Strategy-Focused Organisa on, Harvard Business School Press, 
2001

Sull, D., Sull C., 2018, ‘With Goals, FAST Beats SMART, MITSloan Management Review, Reprint #59432

Garry Lloyd - garry.lloyd@gmail.com  +61 405 999 888  LinkedIn: www.linkedin.com/in/garryjlloyd


