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Ep #6: How to Set Any Goal in 4 Steps

Hey, I'm Lindsay Dotzlaf and you are listening to Mastering Coaching
Skills, episode six.

To really compete in the coaching industry, you have to be great at
coaching. That's why every week, | will be answering your questions,
sharing my stories, and offering tips and advice so you can be the best at
what you do. Let’s get to work.

Hey, hey coaches. Happy Tuesday. Can you even believe that it’s
December already? What is actually happening? | guess this is only
obviously if you're listening in real time. | don’t know how this happened.
2020 has felt like the weirdest year. It's the longest year of my life but also
kind of a huge blurry mess of having no idea of what month it is at all, all
the time. It’s just been really strange.

So if you know what I'm talking about, | feel you. If you’ve been there, if
that's how you're feeling this year, | get it. But then it’s like, December is
just here. | don’t even know where it came from. This month is my birthday,
I’'m going to be 40. Again, what is happening?

And it’s crazy, right? | really thought we were going to have big plans for
this year, we're going to have big plans for my 40th birthday, and it’s not
really canceled but it's postponed because apparently 41 is going to be just
as amazing and we’re just going to celebrate in a big way then.

| think a lot of the reason that the year has felt just blurry to me is because
a lot - | was thinking about this earlier and it’s just a lot of the normal
markers that we would use to break up the year just haven’t been here. So
especially if you have kids, and of course, this is coming from the
perspective of someone in the United States.

I’'m sure that it’s a little different all over the world, but here we have - if you
have kids, | tend to break up my year kind of by their schedule just in my
mind. There’s spring and school, and then they get out of school, and then
it's summer, and then they go back to school and it’s fall. All the holidays,
and then Christmas, and any other holiday that you celebrate.
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In my house we celebrate Christmas. And so my birthday’s right before
Christmas, my daughter’s birthday is on Christmas Eve actually, so
December is a big month and it’s just interesting how normally there’s this
big buildup to it and this year it just is like, wait, what is happening? How
did this get here?

And | think it's just because there haven’t been those markers of it's
summer, now it's back to school, whatever, because the kids have been -
they were out of school and then they were doing virtual school, and then
when they did go back to school after the summer it was virtual again, and
then they went back to school for a little bit and now they’re back to virtual.

It's just this big crazy what month is it, what day is it, what time is it is how |
kind of feel a lot of the time. And when | was thinking about this and when |
was writing this episode, which is going to be all about goals, it was funny
because | honestly think the biggest way I've used to mark the year and
know what time of the year it is is by my business goals, by quarters, by
launches, by money goals.

Not because that’s the only thing I'm focused on but because that’s the
only thing that has been kind of regular, like a normal year. So speaking of
goals, this is exactly what we’re going to cover today. And | want to just
give you a small warning upfront.

This episode is going to be pretty information dense, so if this is something
that you are really into and want to learn a lot about, what you might
consider doing is listening twice. | do this sometimes with podcasts where |
listen the first time, maybe in the car or the shower, my favorite podcast
listening places. | think | said that earlier.

And the second time | might listen again where | can sit down and jot some
notes. And listen, | have been keeping these pretty short on purpose
because | know that what I'm giving you isn'’t just fluff. I'm giving you lots of
information, very tangible things that you can take, you can take away with
you and use them, apply them to your coaching.
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So if you have to listen more than once, do it. A lot of you have actually
been telling me that you’ve been messaging me saying you do listen more
than once. | think that’s so fun. And you’ve also given a lot of feedback that
you like the short episodes so I'm going to try to keep them fairly short.

Listen, | am super busy, | get it. | also take about 15-minute showers, so to
me, the perfect podcast episode is about 15 minutes. Maybe 20, maybe 25.
Of course | listen longer when it's my podcast that | love.

And stay tuned. At the very end of this episode, | will answer the number
one question that y’all have been sending me, which makes me crack up.
How do | listen to podcasts in the shower? | will tell you at the very end of
the episode.

So last week | mentioned how | break down coaching into different aspects
of coaching, different things we can incorporate into our coaching when
we’re coaching ourselves and when we are coaching our clients. So then |
talked about awareness and why it's important.

And if you haven't listened, go back and listen to episode five, although |
don’t think you have to stop this and go do that first. You can definitely
listen to this and get everything out of it and then you can go back and
listen, but it is important. Thinking about the importance of awareness in
coaching and how not to skip it or why you shouldn’t skip it is, | think,
something that should be paid attention to.

So again, | mentioned this last time and the different ways that | break
down coaching are awareness, goals and math, or creating your future,
decisions, questions, and strategy. So today we’re going to talk about goals
and math.

Goals and math are kind of the opposite of awareness. Awareness is
where you are now, it’s your current state, it's what you’re thinking and
believing right now. It's that you are here icon on a map. If you don’t know
what I'm talking about, that was a reference | made in the last episode.
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So now we’re going to move on to where you're going. What are your goals
and what is the math of the goals? This is just another type of coaching we
can do with our clients and with ourselves and | find that goals and goal
setting and working towards goals is where so many coaches love to spend
a lot of time with their clients and it’'s something they focus on a lot for
themselves.

Ironically, it also seems to be the place where a lot of coaches get super
confused. So hopefully today, | will help you clear up some of that
confusion. And when | say math, what | want you to kind of hear about that
is that the way | define math might sound complicated but it’s not. It’s just
any kind of measurement that you use along the way while you’re working
towards a goal.

And listen carefully to this, no matter what kind of coach you are, your
clients always have goals. So some of you right now might be thinking, oh,
she’s going to talk about goals, but I'm not a business coach or I'm not a
weight coach or | don’t have clearly defined goals in my coaching, that is
okay.

So I'm going to tell you today why it’s still important to help your clients set
goals and I'm going to help you know how to measure them, even when
they’re not something that can be specifically measured by a number.

So the way | think about goals is literally any outcome you are working
towards. So all of your clients will be working towards some type of
outcome. It is why they have hired you. It is any result that they want or
who they want to be, who they want to be in the future, and we can split
goals really into two types.

So the first ones are super tangible and easily measurable, like |
mentioned, making money, losing or gaining weight, finding love,
something that either has a number or is very clear of yes, | have this, or
no, | don't.
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The other kind of goal is going to be a little more abstract. So that might be
something like feeling more confident or being less stressed or anything
that might be defined by a feeling or something that just isn’t as
measurable or as clear as something that includes a number.

This isn’t a problem. When | hired my first coach, it had nothing to do with
numbers, | just wanted to feel better. | just wanted to learn how to not feel
anxious, how to create what | wanted in my life, and how to really just make
decisions and figure out who | wanted to be really.

So | think about setting goals as a four-step process. One, define the goal,
two, decide how to measure it, three, break it up, and four, check in often.
So when you’re working with your clients, the first step of setting goals and
this might actually be something that you even discuss on your first contact
with a client.

So whether that’s a consult or something kind of depending on what type of
coaching you’re selling, step one is deciding what the goal is. So for some
of you, this will be super, super obvious. And it may even be defined by
your niche.

So for example, if you are a coach that helps women over 50 lose 50
pounds or more, this first step will be pretty clear and easy. Your clients will
come to you knowing what you do and that goal will already kind of be
defined.

So when you talk to your clients, when you do this step, it's really just going
to be getting specific on what it looks like for them. What are the very
specific parameters of this goal that they want to set, how long do they
want it to take, what'’s getting in the way, it'll just be pretty clear.

If you are more of a general life coach and you coach clients on any and all
aspects of their life, this conversation will look a little different because it
will really be listening to your client. They might have multiple goals, you
might help them create goals, you might even help them decide where to
start, like which one are you going to do first?
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And then if you work with your clients on something that’s a lot less
measurable, do not skip this step even - don’t think just | don’t know, mine
isn’t measurable, | don’t really know, it’s still important to set the goal. So
for you, this will just look like spending a little time here talking to them so
you can both be very clear on what it is they’re wanting and how they want
to get there.

And this will lead into the second step of setting goals, which is deciding
how to measure them. This is also called math. This is just going to be how
will we know if it's working. And again, just like the first step for some of
you, super clear. If you coach entrepreneurs and you teach them how to
make money, the measure will be are they making money or not.

The math of the measurement will be the actual breakdown, how much
money do they want to make, in how long, it will include lots of numbers. It
will also be super clear if they’re hitting the goal or if they’re not. There are
other niches that are also like this.

And again, if you coach your clients on something that’s a little more
abstract, like | said a second ago, just don’t skip this. Don’t be scared of it,
don’t gloss over it. Your coaching is going to be so much better if you lean
into this. It's not a bad thing that the goal isn’'t as measurable. Now it just
becomes your job as a coach to help your clients decide how can we
measure this.

So I'm going to give you an example. Let’s say you’re a parenting coach
and you help your clients have less anxiety and be more calm with their
kids. You can decide upfront how will you know if it’s working. You can
decide with your client. You can have them give your ideas. You can
suggest some ideas.

Maybe you create a scale that your client uses every night before bed
where she just picks a number one through 10 that measures one of the
hardest parts of the day. So maybe it's how much anxiety did she feel at

Mastering Coaching Skills with Lindsay Dotzlaf



https://www.lindsaydotzlafcoaching.com/podcast

Ep #6: How to Set Any Goal in 4 Steps

dinnertime, or how much anxiety did she feel today while doing homework
with the kids.

This is a simple example but it’s just - | just want you to see that there are
options and it doesn’t have to be something as tangible as money or weight
or something that has a number. You can create this scale, you can create
a number. So fun.

And it might be a little abstract, it might even feel abstract for your client,
but that's okay because the purpose of it, the purpose of having a
measurement is just information. It doesn’t actually matter what the number
is. You just want to have a way to show your client, is it working or is it not?
It's the same thing as looking at a map when - | mentioned this earlier,
where it’s like locating where am | now, where am | going.

Creating this measurement gives your brain or gives your client’s brain a
way to look back at the map and say am | on the right track? Am | going in
the right direction? Am | almost there? We wouldn’t have drama over that if
we were looking at an actual map, but | have so many coaches that are
like, oh no, | can’t do this part because there isn’t an actual measurement
for what | do.

That’s not true. Just open up your brain and create one. You might get a
little creative, you might try lots of different ways to measure. There’s no
right or wrong and | want to kind of empower you to take the wheel here
and say oh yeah, | could totally do this for my clients.

Or you could even do it with your clients. So if you’re a general life coach,
or you just have clients that you coach on all different things, you don’t
have to know what the measurement is going into a call. It's something you
guys could spend a couple calls on really working out what is a way - how
will I know if I'm getting results? How will your client know if she’s getting
results?

So the third step is breaking up the goal. You want to break it up. This step
is insanely important for a couple reasons, but especially if you’re working
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with a client for a longer period of time. So maybe you work with them for
three months, six months, 12 months, whatever it is, and they have a really
big goal, something that requires a lot of growth on their part, something
that requires a lot of changes that isn’t going to just be a breeze and feel
easy the whole time.

So imagine if the success of the coaching hinges only on the one goal with
a big measurement, there’s a good chance that they won'’t believe it’s
working until they’ve gotten all the way to the finish line because that’s how
our brains work. Our brains love to be very binary; they love to be very
black and white. Is it working, is it not working?

And if all of the focus is on this one goal and on the finish line the client just
never gets the chance to believe it's working along the way. So if you can
break it up into smaller chunks, it allows them to have small wins. Or even
if it's not wins, maybe it's not wins, maybe it’s actually not working, then
they get to evaluate. Why is it not working? What changes can | make?
What changes can you help them make as their coach?

It also creates a space where you can help them examine the goal and kind
of decide if there are any changes that need to be made to the actual goal
as you gather more information as you go. So if your client is working on
something, if they have a goal that’s totally new to them, it's something
they’ve never done before, as they keep going, they’re going to gather
more information.

Every call they’re going to come back - if they’re working towards their goal,
every call they’re going to come back with more information, and
sometimes it’s like, oh wow, this is way harder than | thought it was going
to be, maybe | was shooting too big and I'm just going to tweak the goal
slightly.

Or maybe this is - I'm way ahead of schedule and | can tweak the goal in
the other direction. I'm not saying always just go change your goals and
change the circumstance to feel better. That's not what I'm saying at all.

Mastering Coaching Skills with Lindsay Dotzlaf



https://www.lindsaydotzlafcoaching.com/podcast

Ep #6: How to Set Any Goal in 4 Steps

But there are actual times when clients may set goals and we don’t actually
know if they’ll work or not.

As we get more information, we can make more educated decision on how
long is this actually going to take? So when you’re working with clients on
goals that can be measured by actual numbers, this will literally be math.
So for example, how many clients do you have to sign at what price for how
many months to make that goal happen, to hit that number that you're
wanting to hit by the end of the year.

In this step, what you would do is help them split that goal up into weeks,
months, or quarters. And then if they have a goal that isn’t as easily divided
up, maybe you create a different way to break it up, and don’t be afraid to
play around with this and just explore the options of what might work for
your clients.

Which brings me to step four, which is check in often. This is where | see
all of the coaches have all of the drama. Because what if it's not working?
Or this one really makes me laugh, what if it's working too fast? What if
they’re not on track? What if they’re not hitting the goal? Or what if they’re
way ahead of schedule? Then what are we going to do? What will we
possibly coach on if they hit the goal and we still have months of a
coaching package left?

It's so fun usually to check in when your clients are nailing it, when they’re
right on schedule, they’re doing exactly what you were hoping they would
do, but what if they aren’t? One way or the other. They’re either not even
close or they are just knocking it out of the park way ahead of schedule.

| want you to think about this. Avoiding talking about it altogether is the
worst way to help them hit the goal. This is kind of like if you took a wrong
turn on a road trip but you refuse to look at the map to see where you went
wrong because you might not like what you see. That would be so silly,
right?
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How could you possibly course correct if you don’t look? You might be able
to over time. You can drive around, you can figure it out, you can look at
the signs, but wouldn’t it be so much faster if you just look at the map? We
would mostly have no drama about that.

Unless of course you're in the car with your husband and he doesn’t want
to do it and all that. Just kidding. The nice thing about GPS is that my
husband and | don’t ever fight about directions anymore because we just
have GPS.

But | want to offer you this; that checking in is where you find all of the good
juicy information. This is where the coaching gets really real. Because if
you check in and things aren’t going well, this isn’t a problem at all. It's not
a problem for you, it's not a problem for your client, it’s just information.

You can gather the information and you can keep moving forward. You can
examine the thoughts and the feelings they are having and that are getting
in the way. You may even just go back to the awareness piece like we
talked about last week.

Maybe they’ve discovered some thoughts or you helped them as their
coach discover some thoughts they have maybe about themselves that
need to be worked out before they can keep going.

Like | said earlier, the other place | see this happening is when coaches
think, oh my gosh, what if my clients are hitting their goals too fast? Which |
do always get a laugh out of this because truly, this is what your clients
want. Your clients are paying you for results. Not for coaching sessions.
Think about that.

When your clients hire you, they are paying you for results. Do you actually
think they’re going to be upset if they’re getting results faster than they
thought they would? No, they will love it.

I’'m going to answer this really quickly for you, what to do when your clients
are killing it and getting fast results. The exact same thing you do when
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they aren’t. What? It might look a little different, but you can go back to
awareness, right where you are, and help them see right where they are,
help them see what are the thoughts you're having, what are the feelings
you’re experiencing, what are the actions you’re taking, how are you
creating this result?

Because if they can see it and they can truly understand that, then they’re
able to replicate it in the future. That's so much more fun than yeah, I'm
killing it, | don’t really know how, it’s all a fluke. | know so many of my
clients have those thoughts a lot of the time, like this is all a fluke.

Then we spend time - I'm like hold on, let’s back up a minute. You’re killing
it, it cannot be a fluke. Let’s really examine how you’re creating these
results. And it just gets to be fun.

This is the piece where coaching gets to be fun. It doesn’t always have to
be heavy, it doesn’t always have to be oh my gosh, everything is going
wrong. Sometimes it can be things are going great, let’s celebrate. Also
there’s something you can do. But let’s celebrate it but let’s also spend
some time looking at why is it working. That’s really fun.

So to sum it up, here are the steps. Set the goals, decide how to measure
them, break them up, and check in often. And remember, this can be used
with your clients but it can also be used in your self-coaching. It’s the best
way to get better at setting goals and it’s the best way at being a great
coach for your clients and helping them hit their goals that they set when
they hire you.

So take these steps and make them your own. I’'m teaching you what |
have learned over my coaching career. I've learned from other people, I've
learned from my coaches, but then I've taken all of it, like, how can | make
this work for me?

So decide how these steps can work for you, how it can work for your
clients, and get to it. And then let me know what you think. Also, the
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question you guys have all been dying for me to answer. How do | listen to
a podcast in the shower?

| don’t know why, this is literally the number one question I've had people
message me, you guys have emailed me, how in the world do | listen to a
podcast in the shower? This seems so obvious to me, so maybe I'm
missing something, so let me know.

But I’'m about to blow your mind. Are you ready? | turn the podcast on on
my phone and | set it at the edge of the shower. That’s it. To be fair, this
was actually so much easier before we moved. So | think | mentioned in an
earlier episode that we recently moved into a new house that we built.

And in our old house, it was an older house with an older shower, where it
had the tub with the - old school tub that you have to step into and the toilet
right next to the tub. So | could actually take my phone and just set it on the
ledge or even on the back of the toilet and just point the speaker part into
the shower.

I’'m dying that I'm even answering this question on a podcast right now.
Cracking me up. So it was a little easier. Now that we moved, we have a
walk-in shower and there is no ledge of any kind. And so what | do is | have
a phone stand, a stand-up charger on my countertop and | just put the
phone on there and | turn it all the way up, which my family really, really
loves.

| try not to do it if anyone’s still sleeping obviously. But | just put it on there,
| turn it all the way up, and | can mostly hear it. Now that being said, | did
just add to my wishlist a waterproof Bluetooth speaker that attaches to the
inside of the shower. It is a thing. | totally looked it up because that is really
where | do a lot of my podcast listening.

So I'm just thinking, how can | make it better? And that’s it. So good luck. If
you can’t figure it out, | don’t know what to tell you. You're going to have to
go drive around because that’s the other place | love to listen to podcasts.
Or maybe when I'm cleaning with some headphones in.
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Alright, | hope you have an amazing week. Thank you for listening. | will be
back next week, continuing with some more coaching tools.

If you enjoyed today’s show and don’t want to miss an episode, you can
subscribe on Apple Podcasts, or wherever you usually listen. If you haven’t
already, | would really appreciate it if you would leave a rating and review
to let me know what you think and to help others find Mastering Coaching
Skills.

Obviously, | hope you love the content and are already on your way to
being a better coach. If so, let me know by leaving a five-star review with
your favorite takeaways. That being said, | do want your honest feedback
so | can be sure this podcast is relevant and useful for you.

Please visit lindsaydotzlafcoaching.com/podcastlaunch for step by step
instructions on how to subscribe, rate, and review Mastering Coaching
Skills today. See you next time.

Thanks for listening to this episode of Mastering Coaching Skills. If you
want to learn more about my work, come visit me at
lindsaydotzlafcoaching.com. That’s Lindsay with an A, D-O-T-Z-L-A-F.com.
See you next week.
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