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Introduction

Process Diagram

Our Goals, Milestones and Metrics Framework (GMMs) is inspired by the legendary Intel 

manager Andy Grove, who is the founding father of the Objectives and Key Results 

(OKRs) methodology. Based on our work with European companies with a European 

mindset and culture, we developed an alternative framework for a few reasons:

1. GMMs are mission and people driven, not only numbers driven 

2. GMMs focus on organisational priorities as higher purpose, rather than simply 

measuring performance

3. GMMs enable autonomy for decision-making on every level

4. GMMs are outcome oriented, not solely output driven

5. GMMs put a lot of weight on feedback, commitment and alignment 
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Defining The Goals

Setting The Goals

Please note: Simply stating that a company goal is to increase sales or 

shareholder value is not an aspirational, high value goal. 

To get the best out of GMMs, company leadership needs to be very clear about the spe-
cific goal or goals where GMMs serve as the execution excellence framework. This means 
that GMMs do not need to apply to the entire company but can be used for specific goals 
within specific time frames (for example a product or feature launch).

However, whatever goals get attached to the GMMs, leadership teams should be clear 
about the company’s overall ambition and purpose (as in “Why are you in business? 
What difference do you make in the world?”), as well as their strategy to fulfill this pur-
pose. 

Once set, the leadership team needs to ensure a clear communication of the company’s 
purpose as well as the specific goals that will be accompanied by GMMs to their employ-
ees.

Setting the goals right is the most critical stage in execution excellence. According to our 
experience this stage requires extreme prioritisation, laser sharp focus and a very clear 
understanding of where to say “no”. We recommend setting max. 3 goals per company, 
team and person, per cycle.

Company Goals

“ Whoever reached all of 
his goals has probably set 

them too low. ”

Company goals are naturally top-down. These goals are usually ambitious, strategic 
goals on a meta-level such as: becoming the new gold standard in a specific industry, 
disrupting a market, pivoting or introducing a superior new product that adds value to 
the customers’ lives. Company goals should be aligned with the overall purpose of the 
company and mutually agreed by the top-leadership team. To ensure engagement and 
buy-in by further team members however, the milestones and the roadmap should be set 
mostly bottom up in conversation with the team leaders.

Herbert von Karajan (Legendary Conductor of the Berlin Philharmonic Orchestra)
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Team Goals

To reach the strategic company goals teams are formed. These attack the different 
aspects by setting their own goals that align with the company goals. For instance, 
if the company’s goal is to win a new market, the PR team can set the goal to ensure 
sufficient media presence within that market. Milestones and Metrics will then be set 
by team members to define what’s “sufficient”.

Personal Goals

Each team member is accountable to set and achieve their personal goals that add 
into the team goals. Personal goals provide a compass in day-to-day decision making 
and help distribute the workload equally onto many shoulders within the team. Ide-
ally personal goals are set in such a way that they also provide learning and personal 
growth which inturn can be measured with the Impact Metrics (IM > see below).

Defining The Timeline
The goals that the GMMs will accompany should have a clear timeline of start and end. 
We suggest separating the goals into their critical milestones that should be delivered 
within a specific time frame, for instance: if a goal is to launch a new software, one mile-
stone could be to design a user experience experiment to test feature x until date y.

A goal can be a longer undertaking (i.e. 12 months), whereas the milestones should take 
much less time to achieve (around 3 months).
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Defining The Milestones 
Each goal should have max. 3 milestones to be reached within a set time frame. Mile-
stones are set with one question in mind: What are the most important steps we need to 
take in order to achieve the company goal as quickly as possible? and help teams con-
centrate their efforts around a common goal.

For instance, if the company goal is to introduce a new product within the next quarter, 
than a few team goals and milestones may look like the following:

Company Goal
Establish product X as the new standard within existing customers

Milestone 1 Define three superiority metrics / USPs of the new product until [DATE X]

Integrate and iterate new product with a few key customers until [DATE X]

Convince at least X amount of existing customers to switch from the old 

product until [DATE X]

Milestone 2

Milestone 3

In this case, the milestones get picked up by the different teams and become their prima-
ry goal. They then determine their own milestones to achieve that goal. For instance, the 
developer team’s goal becomes delivering the performance features (company milestone 
1), while the design team starts to test the new user interface with a few key customers 
(company milestone 2), and the marketing team starts preparing campaign material to 
convince customers to switch to the new product (company milestone 3).

Please note: if the product should be introduced to new markets and customers, then the 
company will need to readjust the overall company goal in the next GMM cycle accord-
ingly. Focus is key! 

Within the framework of the goals and milestones as stated by the company and then 
teams, individuals start to determine their personal goals, milestones and metrics. How 
can I best play my part to contribute to the whole? How can I best bring in my skills to 
help my team achieve our overall goals?

Please note: determining the personal GMMs should be largely left to the individuals, 

however accompanied by regular conversations with the team leaders.
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Defining The Metrics
Metrics help measure progress but progress should not be forced at all cost. Therefore 
we advise to set up two different kinds of metrics: metrics that measure the quality of 
work, well-being of the worker and effects on environment & society (impact metrics), as 
well as metrics that capture the concrete business value (operational metrics).

Impact Metrics (IM)

“Not everything that can be counted 
counts, and not everything that 

counts can be counted.”

Individuals should not be reduced to numbers, therefore we at The Mindshift are pas-
sionate about integrating a holistic way to look at metrics as well. In addition to op-
erational metrics we also employ impact metrics. These metrics indicate the state of 
the personal, societal and environmental well-being and act as ethical guidelines that 
provide peace of mind to the team members. Learning, personal growth, and a sense 
of trust and belonging are extremely important drivers of performance at a modern 
workplace, therefore these should not be ignored while setting goals. Impact metrics 
are mainly oriented toward frictionless communication and can serve as a foundation 
in performance & feedback conversations. 

We understand that impact metrics can occasionally be very private. Team members 
might not want to share them publicly, which is OK.

Some typical IM questions are: 

• In what ways does the life of a customer approve through my work?
• What learning and personal growth opportunities have opened up 

through my set goals?
• Do the goals I am thriving for align with my personal values?
• Do I clearly and frequently communicate with my superiors and col-

leagues?
• How did our overall team communication improve? 
• In case of strategic supply chain decisions around sustainabiliy: Am I 

aware of any harm or exploitation that should be avoided? 

Albert Einstein (Nobel PrizeWinner)

We suggest adding one personal impact measure per cycle per team member.
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Operational Metrics (OM)

Operational metrics are about the business value created through individual and team 
performance. These metrics are clearly numbers and implementation oriented. They are 
immediately derived from the milestones and let us know when and if we reached our 
milestones that add up to the goals.

Let’s set up metrics for the abovementioned example:

Company Goal
Establish product X as the new standard within existing customers

Milestone 1 (Developer Team): Define superiority features to become the USPs of the new 
product until [DATE X]

• OM 1: Develop three new features that make at least 50% 
improvement in performance

• OM 2: Define two experiments to test each feature

• OM 3: Get the features integrated into the new software 

• IM 1: Collectively learn to design experiments. 

• IM 2: Ensuring frictionless communication between 
colleagues: everyone’s comfortable asking for help 

wherever necessary.

Tracking
In contrast to Andy Grove’s OKRs, GMMs don’t use a number based grading system. In-
stead we prefer to ensure overall improvement and track the state of general progress. 
According to our experience, rather than pushing for hard competition, our approach 
provides a more “human” interaction between the team members. Since the goals and 
milestones are shared transparently with the entire team, individual team members can 
see and check-in with their peers, in case they realize need for help.

We suggest using the following system with the specific color codes:

Not Started In progress Done Stuck
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To track progress you can use several non-expensive tools such as google sheets, excel 
or asana depending on your needs and on the number of people involved in the process. 
We are happy to provide you with The Mindshift templates that will help you set up your 
system.

Commitment, Alignment &
Follow up

Commitment

Alignment

Follow up

Just like for any execution framework to succeed, also while working with GMMs the 
entire company needs to be committed to maintaining the framework – at least for 
the duration of the GMM trial period. This means that once the leadership announc-
es their commitment to working with the GMMs, all of the rest of the organisation 
needs to be onboarded as soon as possible and stick with the framework.

It is the duty of the leadership team to align and realign their company goals ac-
cording to shifts in strategy or market feedback. While you should be constantly 
aware of those shifts and be ready to react, it is not advisable to apply fundamental 
changes to your GMMs within one cycle to avoid decrease in team morale. There-
fore we suggest that you take enough time to carefully craft your GMMs at the be-
ginning of each cycle and try to hold on to them for the cycle. 

Team leaders need to ensure a feedback loop that involves regular check-ins and 
follow-up conversations with the team members. While we suggest having at least 
3 such conversations per month, team leaders should always keep an eye on the 
progress following their team member’s color codes and be ready to react sponta-
neously to conversation requests. 

We understand that personal engagement with the team members cost time and 
may seem like a distraction from the “real work”, but please remember: 

You are not in charge of numbers, 
you are in charge of people who 

deliver those numbers. 
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 Get in touch to learn how Goals, 
Milestones & Metrics framework 

can help your teams become 
masters of execution.

The Mindshift OG | FN 512553 f | UID #: ATU74400926

+436607734588 | Otto-Nussbaumer-Str. 8, N24 5020 Salzburg

info@themindshift.global

https://themindshift.global/



Thank you!
The Mindshift Team


