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Targeting Ends

Targeting is a refinement on the Policy Governance® concept of Ends.  The traditional approach to Ends is to state them as benefits, recipients, and the worth of those benefits.  Targeting provides a clearer definition by using the logic of boundaries.  Boundaries make Limitations effective because they define the difference between what are acceptable and unacceptable means.  Applying the same logic to Ends makes them more effective.  

Target Concepts

Boundaries

Every target has a Boundary.  It is the edge.  Arrows that miss the target receive no points.  They don’t count.  This Boundary defines the acceptable level of End performance from the unacceptable level.  Without this Boundary, it is often unclear if an organization is producing enough in return for the resources that it uses.  The Boundary signifies when performance that is off the target and isn’t enough to count.

The traditional approach to defining Ends often doesn’t clarify this boundary.  They are only a measuring system with no expectations for performance.  This isn’t true for every organization’s definition of Ends, but there is nothing to ensure that there are expectations for performance.  

Target Boundaries set a minimum level of performance for Ends.  In this way, the Boundary functions exactly as a Limitation would function.  An option would be to set it as a cost/benefit, but often attaching a cost to the benefits is difficult because the techniques to do this don’t yet exist.  Boundaries could be set at a minimum level without a cost, but then assumptions still have to be made that this is an adequate amount of return given the resources the organization has at its disposal.  

Bull’s Eye

The Bull’s Eye is the highest level for expected performance of Ends.  It is somewhat analogous to a goal, but is measured by the three qualities of Ends.  

Performance Range

Performance is expected to fall somewhere within a range, between the Target Boundary and the Bull’s Eye.  A performance range has the advantage that Limitations have.  It clearly identifies where unacceptable performance occurs.  It causes corrective actions to happen earlier and with more consistency.  This is what assures the Board that it is accomplishing what it needs to accomplish without having to dictate actual performance.  

The use of this performance range allows for more internal commitment by the Executive.  Internal commitment only comes in settings with reduced autocratic structures or external forces.  The performance range does this.  It reduces the quasi-arm twisting that occurs in most organizational goal setting, without losing accountability.  

When the Board establishes a performance range instead of a Goal, the Executive is allowed to choose or perform to any level above the Boundary.  Instead of the Board directing the Executive to achieve a goal, the Board allows the Executive to individually commit to a goal; any goal the executive chooses within the performance range.  If the Board wishes the Executive to perform at a higher level, then the exchange between the board and the executive becomes a negotiation.  This type of exchange provides a better and more honest dialogue between the board and the executive.  
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