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Outcome goals are often the initial lure to 

getting people healthy and fit or to train harder. 

They include things like winning a 20 Week 

Challenge category, placing in a race, taking 

home gold at the Olympics or receiving an 

Award for being the best at something.  

Outcome goals  lose their pulling power for

two key reasons.   

1) Time-wise the achievement of them might 

just be too far off in the future to keep people 

motivated to do the necessary training. 

2) Regardless of what training someone does, 

achieving the goal is likely to be beyond their 

control. 

As an example of no.2  imagine you win a race 

in 48 minutes. 
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The next weekend you do the same course, 

same time but come in 10th! As we all know it 

depends on who else is racing that day as to 

how well we place. 

As you can imagine there are 1000s of 

reasons why someone may not do as well in 

an outcome goal as planned.  The weather 

turns ugly, a bike tire blows, they end up with a 

flu.  The list goes on forever. 

This doesn’t mean we shouldn’t have 

outcome goals. We should, and I certainly use 

them in this Challenge as  lures to get your 

clients excited to move forward. 

But to actually get people to their outcome 

goal and  feeling awesome, regardless of their 

ability to pull it off exactly as planned, we use 

lots of  performance goals and tons process 

goals. 

Why they aren’t the 

whole story.



P e r f o r m a n c e  g o a l s  

Performance goals focus on achieving a certain standard or level.  Examples 

would be to lose a certain amount of weight each week, beat your last running 

time, lift a heavier weight, take more steps each week.   

Unlike outcome goals, they are independent of how others have done 

and there is usually immediate feedback as to whether you've hit your goal. 

A downside of performance goals is that people may set the bar too high. 

 They may for example always try to beat a previous time or to weigh in lighter 

each week, which can quickly become impossible, unhealthy and 

demotivating resulting in people ‘cheating’  to achieve a goal or giving up 

completely.  

In my opinion Personal Trainers are essential to ensure clients set realistic and 

individualised performance goals and use process goals (see next page) to 

ensure people don't become obsessed with the results of performance goals. 

The ideal application of a performance goal is when they are treated as 

informational and built on process goals for example,  ‘you were faster today 

because you had a tail wind,  a good sleep, activated your hamstrings' etc i.e. 

have clients connect their performance to steps they have taken and the 

conditions. 

Useful but still not 

the whole story. 



P r o c e s s  g o a l s  
Lots of these. 

These gems focus on action steps and 

allow people to experience  more 'wins' 

more often.   Accordingly they can be 

highly motivational and effective at 

getting people to take the necessary 

steps each day to keep them on track to 

achieve their performance and longer 

term outcome goals. 

Examples of process goals include 

things like drinking a certain amount of 

water each day, seeing a PT once a 

week, reading our Winner's Guide 

chapter each week,  practicing a better 

foot plant during a running session or a 

shorter stride length, stretching each 

night, doing a 30 minute walk each day, 

going to the gym twice a week etc.   

Our 20 solo and team challenges, inside 

of the 20 Week Challenge, are heavily 

loaded with process goals and run for 

pretty much the entirety of the Challenge 

with good reason. 
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 Process goals aren't the end of the story either!. 

Among other things, clients need to trust the process steps you give them are 

in fact taking them towards their goals and it can be important to remind them 

of this on a regular basis i.e. explain how that exercise or class will specifically 

get them to their goals. 

This is one of the reasons we have your clients hone in on two specific 

categories at the start of the 20 Week Challenge and ensure you have that 

information on hand.   That way your fitness tests and everything you advise 

them, the programmes you write etc are all with their goal in mind. That 

connection and them seeing that connection is essential. 

This is also one of the (many) reasons generic programmes in magazines, 

books, online etc won't be as effective as one written by you or another expert 

to meet the goals and needs of an individual. 

 It's also important on a motivational front for clients to have choice in these 

process goals and not find them too daunting. Working with clients to put the 

goals they choose to do in easy to tick off daily and weekly checklists can be 

helpful. This also offers an easy way for clients to celebrate the small wins and is 

why we gave you the HIT list templates in your Superhero Mag no.5 

 Even with these goals agreed to and listed  other extrinsic and social 

acknowledgement type rewards can still play a useful role in this process, until 

their is a greater intrinsic appreciation (they 'graduate' as I call it). Similarly, 

depending on someone's personality type incorporating elements of fun, skill 

acquisition, social engagement and whatever else spins their wheels may still 

be essential to get continual buy in to take these process steps. 

Process Goals -  not the end of the story either!



There’s tons of good information out there  about effective goal 

setting and exercise adherence.   

Often it can  simply add clarity and 'names' to what you have 

already figured out and are doing.   

 Certainly if you are having challenges around adherence and 

retention I strongly recommend jumping into this stuff.  It’s all 

fascinating and for the most part  you can start applying what 

gels with you immediately.  

Here's a few terms to get started with in Google world. 

Self Determination, Cognitive Evaluative Theory, 

Transtheoretical Theory of Motivation, Process Goals and 

Neuro-linguistic Programming. 


