
A Playbook for Goal Setting & Driving High Performance at BCBSMA

Expectations at BCBSMA are high – because the work we do matters. It’s a good thing. To best serve our members and communities, we must be clear about what we are accountable for and how we deliver it. 

This playbook defines what strong performance looks like, how we set meaningful goals, and how we hold ourselves and each other to a higher standard of performance, consistently raising the bar and building upon our culture to get there. 
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[bookmark: _Toc223372954]Section 1: The Case for Goal Cascading
Clear, well-structured goals are the foundation of performance. Building a high-performance organization also requires us to reinforce the behaviors that support our mission, strategy and strengthen our culture. When expectations are clear – both in what we achieve and how we achieve it, associates are more aligned, more focused, and more motivated. In this environment:

· Priorities are clearer.
· Accountability is stronger.
· Performance is measurable and continuously evolving.

[bookmark: _Toc223372955]Why is This a Focus Now?
We are addressing real performance friction across the organization:
· Clarity: Expectations are not always explicit. 
· Alignment: Teams don’t always see how their work connects to our strategy.
· Focus: Competing priorities dilute impact.

When clarity, alignment, and focus are inconsistent, performance suffers and so does our ability to deliver for our members. This work strengthens the foundation of execution.

[bookmark: _Toc223372956]What’s in It for Me?
· Direct line of sight between your work and our mission and strategy.
· Clearer prioritization on tasks and responsibilities.
· More timely, actionable feedback so you can keep growing and developing.   


[bookmark: _Toc223372957]Connecting Our Day-to-Day Work to Our Mission
To ensure every associate's work is meaningful and directly contributes to our collective success, we use a cascading goal-setting process. This ensures that individual goals are connected to our business priorities, creating a clear "ladder" between daily work to our shared mission.

Let’s take a practical look at this ladder, and how it applies to you:

	BCBSMA Goal Ladder

	Level
	Description

	Mission
	This is our North Star - the reason we exist as an organization. All strategic priorities and goals must ultimately serve to advance our core mission to serve our members.


	Our Strategic Pillars
	Our mission is translated into four long-term Strategic Pillars. These are the broad, critical areas of focus that will drive our success over the next several years. Every major company initiative must align with one or more of these pillars. In Workday, these are referred to as a “Category”. 

Read More About Our Strategic Pillars on the BlueWeb

	Division Plans
	Each Division Leader takes the Strategic Pillars and develops a specific, actionable plan for their organization. This plan outlines what the division will achieve, the key results they are accountable for, and how they will contribute to the company's overall strategy.

	Individual Goals 
	This is where the strategy becomes personal. In partnership with your leader, you will set goals that are directly linked to your division's plan – focusing on the 3-5 most important goals using the “What + How” framework. 

Jump to Individual Goals to learn more. 




[bookmark: _Toc223372958]Workday: Our System of Record for Goals & Performance
To ensure clarity, consistency, and accountability across the entire organization, Workday is our official system of record for the complete goal-setting and performance management process. By centralizing everything in one place, we are creating a transparent and consistent experience for every associate.

You will use Workday for every step: 

	Goal Cascading
	Your leader will formally assign you 3-5 high-level goals directly within the Workday platform. They will be visible in your profile under “Performance” > Goals. 

	Goal Editing + Ongoing Updates
	You can edit each cascaded Goal Description, defining your specific "What" (outcomes) and "How" (behaviors). Goals are fluid as priorities change and can be updated at any time.

	Check-In Evaluations
	All goal and performance documentation, including your check-ins and the final year-end review, will be captured and stored in Workday.



[bookmark: _Section_2:_A][bookmark: _Toc223372959]Section 2: A Closer Look at Individual Goals
[bookmark: _Toc223372960]The Anatomy of a Goal
In Workday, you will see each goal has four main components to be completed. Understanding each component is key to both setting and cascading goals effectively and creates a clear and consistent approach for everyone to understand how the specific, personalized tasks we do connects to the high-level objective. 

	Component
	Description
	Key Details for Your Role

	Goal Name
	A high-level statement that defines the overarching vision and intended outcome.
	The “Goal Name” is the high-level outcome cascaded by your leader. It establishes shared direction and, therefore, cannot be edited. It is intentionally broad and shared to ensure everyone is aligned and moving in the same direction.

	Goal Description
	This is where the high-level goal is translated into the specific context of your role.
	This is the section you will personalize.  It should be written so clearly, using the “What & How” framework (see the The “What + How” Framework) that anyone can look at your goal and know precisely what success looks like.

	Due Date
	The ultimate deadline by which the goal is expected to be achieved.
	This date provides a clear timeframe for completion. While it sets a target, this date can be updated through conversation with your leader if priorities or timelines shift.

	Category
	The Strategic Pillar that the goal is aligned with.
	This is a critical field that explicitly links your work back to one of the four main company strategies. It serves as a constant reminder of how your efforts contribute to the bigger picture.



[bookmark: _Toc223372961]Writing a Good Goal Description
The Goal Description is where you define your specific, measurable contribution and how you will achieve it. This is the standard against which your performance will be evaluated. A strong goal description:
· Defines the outcome clearly, including measurable indicators (numbers, milestones, etc.).
· Reflects an appropriate level of ambition.
· Can be objectively be evaluated at year-end.
· Includes both the ‘what’ and the ‘how’ 

It is important that associates partner with their leader, to define individual goals descriptions and recognize if, and when goals need to be updated throughout the year. 
[bookmark: _The_“What_+][bookmark: _Toc223372962]The “What + How” Framework
There are two dimensions that should compose individual goals at BCBSMA, and be included in the goal description:

	"The What"
	At BCBSMA, we believe that what we deliver is just as important as how we deliver it.  The “What” reflects the measurable outcomes you are accountable for delivering. 

Use the SMART framework (specific, measurable, attainable, results-oriented, and time-based).  You should be able to answer these questions:
· Is it Clear? Would someone outside of my team understand the outcome? 
· Is it Measurable? Does it include objective indicators of success (e.g., numbers, dates, percentages) that make it objective?

Learn more about SMART Goals here.  

	"The How"
	When you write your goal description, you must be intentional about naming the behaviors you will model. Detail the specifics of how you, in your role, will work toward bringing the overall goal to life. 
While all our values work together, we recognize that achieving a specific goal may require you to lean more heavily on one or two of them. 
· Select 1-2 Values: From our values list, choose the one or two that are most essential for achieving your specific goal.

· Describe the Action: Write a brief, specific statement describing how you will actively demonstrate that behavior in the context of your goal. Make it an actionable commitment, don’t just list the value. 




Example: 

	Goal Name
	Use BlueField to automate [INSERT RECURRING MANUAL TASK]

	Goal Description (What + How)
	WHAT: By the end of Q3, automate [INSERT RECURRING MANUAL TASK], with the goal of reducing time spent on that task by at least 25% for the team 
HOW: Aligned with our company value of Be Courageous, by introducing new, bold ideas. I will achieve this by collaborating with my team to identify a key manual process and leading a responsible pilot of the automation, ensuring proper training and success metrics are in place. 




[bookmark: _Toc223372963]Frequently Asked Questions for Associates

	Q
	How will I create meaningful goals if my day-to-day work doesn't seem to directly connect to one of the top four strategic priorities?

	A
	Take the initiative to discuss with your leader how your "run the business" goals are critical for the success of the department and, in turn, contribute to the larger strategic objectives.

	
	

	Q
	When creating individual goals, what does it mean to “reflect an appropriate level of ambition”? 

	A
	Creating a goal with an "appropriate level of ambition" means defining a challenging, measurable outcome that is clearly aligned with company strategy and allows for performance differentiation, while still being realistically achievable within the performance period.

	
	

	Q
	How can I frame my essential, ongoing responsibilities as an ambitious and measurable goal, especially if the tasks don't change significantly year over year?

	A
	You are in the best position to identify opportunities for improvement within your role. Think about how you can enhance the efficiency, quality, or impact of your core tasks. Propose metrics to your leader that demonstrate growth, such as reducing turnaround time, improving accuracy, or receiving positive feedback from stakeholders.

	
	

	Q
	What is the formal process in Workday for modifying a goal if my priorities change mid-year?

	A
	You are responsible for managing your goals and ensuring they reflect your current priorities. If you believe a goal needs to be updated, initiate that process in Workday, and schedule a conversation with your leader or include in your next scheduled 1:1 to discuss the necessary changes.

	
	

	Q
	What is the resolution process if my leader and I cannot agree on my Goal Description, success metrics, or the level of ambition for a goal?

	A
	If you and your leader disagree, you should take the lead in finding a resolution. This may involve gathering more data to support your position, proposing alternative solutions, or seeking a common ground. Take ownership in your career development.

	
	



[bookmark: _Toc223372964]Section 3: The Leader’s Role in Goal-Setting + Feedback
As a leader, you help translate divisional strategy into individual action. Your primary role is to provide direction and context, ensuring every member of your team understands how their work contributes to the bigger picture.

[bookmark: _Toc223372965]Your Step-by-Step Goal Cascade Process
1. Receive and Personalize for Yourself: When goals are cascaded to you, your first step is to personalize them for your own role. In the Goal Description, define the specific outcomes, milestones, and contributions you are accountable for as a leader.

2. Cascade to Your Team: Once your own goals are clear, cascade the relevant goals down to your team members. Use your judgement - not every goal will apply to every person. Assign goals based on each individual's role, strengths, and development areas.

3. Empower Your Team to Personalize: Work with each team member to help them populate their Goal Description. Guide them in defining the specific tasks, milestones, and metrics they will own. Your role is to coach and provide clarity, not to dictate every detail. This collaborative process is what builds true ownership.

4. Review + Approve Goals: Some goal changes, like updates to due dates and completion status, will require your sign-off and approval. Please review and approve, deny or ‘send back’ associate changes to goals in a timely manner. 

[bookmark: _Toc223372966]Your Philosophy as a Leader
· Instill Ownership: Empower your team and get their full buy-in by entrusting them with responsibility for their outcomes. By doing so, you create a culture of autonomy, trust, and shared success.

· Delegate for Growth: Harness the full potential of your team by delegating key decisions and trusting their expertise. Every task you delegate is an opportunity for someone to grow. Your role shifts from being the primary decision-maker to being a coach who multiplies their capabilities.

[bookmark: _Toc223372967]Guidance for Effective Goal Setting
To ensure focus and clarity, follow these principles when setting goals for yourself and your team.

1. Focus on What Matters (3-5 Goals): By concentrating on a limited number of goals, we empower the team to dedicate their full energy to what matters most, ensuring high-quality outcomes and sustainable performance.

2. Think of Goals as a Body of Work, Not Individual Tasks: Goals should represent significant themes and bodies of work, not a granular list of every task or activity. Think of a goal as an outcome that may have multiple sub-streams or milestones within it. The details belong in the Goal Description, not the Goal Name.

3. Include Core Responsibilities ("Run the Business"): It is perfectly acceptable for one goal to be a "run the business" goal. This can encompass the essential, ongoing responsibilities of a role that are critical for operational success but may not fit into a specific strategic project.

[bookmark: _Toc223372968]Ongoing Coaching + Feedback Conversations
High-performing cultures are grounded in meaningful, quality conversations to discuss goals and performance feedback during 1:1s, check-ins, and other forums. Coaching and effective feedback conversations are about clarity, not duration. A brief check-in today can proactively align your team and prevent months of future misalignment.
We expect all leaders to have 1:1 conversations with their associates at least monthly to:
· Provide feedback timely, and course correct early, if applicable.
· Reinforce or reset performance expectations.
· Discuss development needs, to allow associates to grow, and succeed.
· Strengthen trust and develop your team’s accountability.
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The Performance Check-In process is a focused conversation, documented in Workday. These formal reflection points are designed to reinforce clarity, accountability, and growth at several points throughout the year. Leaders can use this opportunity to foster or build upon ongoing coaching. 
Focused conversations will be centered around the following topics:

	Check-in
	Topic

	#1 (March-April)
	Critical Actions for a Successful Start to 2026 Goals

	#2 (June-July)
	Leveraging Company Values & Securing Support for Year-End Challenges

	#3 (Dec-Jan)
	Year-End Reflection and Planning for the Upcoming Year



Please see our Performance and Goals Hub for more information and guidance related to Performance Check-Ins. 


[bookmark: _Toc223372970]Frequently Asked Questions for Leaders

	Q
	My goals have been cascaded to me. What's the very first thing I should do?

	A
	Your first step is to personalize the goals for your own role. Open each goal and, in the Goal Description, add the specific outcomes and deliverables you are personally accountable for as a leader. Once you have that clarity, you can then thoughtfully cascade the relevant goals to your team.

	
	

	Q
	Can I create a new, team-specific goal, or must all goals be cascaded from above?

	A
	You can and should create goals that are specific to your team's function if needed. The cascading process ensures alignment to top-level priorities. However, you know your team's work best. If you create a new goal, simply ensure you link it to the appropriate category (strategic pillar) so its contribution is clear.

	
	

	Q
	How do I capture the essential, "keep the lights on" work?

	A
	This is the perfect use case for a "Run the Business" goal. You can create a single goal that encompasses the core, ongoing operational responsibilities of a role. This acknowledges that foundational work is critical even as we pursue new strategic initiatives.

	
	

	Q
	My team does so much. How can I limit them to just 3-5 goals?

	A
	Remind them that goals are broad themes, not granular task lists. The 3-5 goal limit is designed to drive focus on the most impactful work. Work with your team member to group multiple related workstreams or projects under a single, overarching goal. The specific milestones and activities can then be detailed in the Goal Description. 

	
	

	Q
	The cascaded 'Goal Name' isn't a perfect fit for my team's work. What do I do?

	A
	This is expected! The Goal Name is intentionally locked to maintain a clear line of sight to the top-level objective. Your tool for clarifying is the Goal Description. This is where you and your team member translate the high-level goal into the specific language, milestones, and context of your team's unique contribution.

	
	

	Q
	What is my role once my team member has written their Goal Description?

	A
	Your role is to be a coach and an accountability partner. Review it with them. Is it ambitious but achievable? Does it clearly define what success looks like? Does it have measurable milestones? Your conversation ensures you are both aligned on expectations before the work begins.

	
	

	Q
	What happens if a team member starts falling behind on their goals?

	A
	This is a critical coaching moment. Intervene early, discuss the roadblocks, and work together on a plan to get back on track. Do not wait for a formal performance check-in to have this conversation. 

	
	

	Q
	Do I have to approve individual goals?

	A
	Some goal changes, like updates to due dates and completion status, will require your sign-off and approval. Please review and approve, deny or ‘send back’ associate changes to goals in a timely manner.

	
	


[bookmark: _Toc223372971]Appendix: Goal Setting Tools + Resources
[bookmark: _Toc223372972]Tool 1: Goal Setting & High-Performance Culture Change Placemat
Use this change placemat to inform your team level discussions around the importance of the goal setting process.
	Change Placemat: Goal Setting Process 

	WHAT is the change?
	· We are implementing a structured, cascading goal-setting process that connects every individual's work directly to our company's mission. 
· We will use Workday as our single system of record to ensure clarity, consistency, and transparency across the organization.

	WHY it changing?
	· We are making this change to increase clarity on expectations, improve alignment to our strategy, and sharpen our focus on the priorities that matter most. 
· This strengthens our execution and enhances our ability to deliver for our members.

	What ways do we BENEFIT from this change? Personally, as a Business? 
	· As a business, we will see stronger accountability and more measurable performance. 
· Personally, you will have a clear line of sight between your work and our mission, empowering you to better prioritize tasks and understand your impact.

	HOW will our day-to-day look and feel different now?
	· You will manage 3-5 focused goals in Workday, personalizing them to define not only what you will deliver but how you will achieve it. 
· These goals will become a central part of ongoing coaching and performance conversations with your leader.

	WHEN will we be expected to act? 
	· The expectation is to engage with this process now. Leaders will cascade goals, and all associates are expected to personalize them in Workday and begin discussing them in 1:1 meetings and check-ins.

	NOW WHAT is required of us?
	· Leaders should begin cascading relevant goals to their team members.
· Associates and leaders will work together to craft Goal Descriptions using the What + How Framework. 




[bookmark: _Toc223372973]Tool 2: BlueField Prompt Library
BlueField can help translate a cascaded goal into clear, measurable outcomes for the individual’s role. Use it to refine clarity, not to replace judgment. Reminder: AI suggestions should be reviewed for accuracy and alignment before submission.

	Drafting Goal Descriptions: The Core Prompt Structure
· State the cascaded goal from your leader.
· Clarify your role and scope on the team.
· Ask the AI to help you define your specific part.
Sample Prompts – copy/paste into Bluefield adding context into the [brackets]. 

1. “As a [Your Job Title], I am responsible for [briefly describe your main contribution to a project or goal]. Based on this, draft a performance goal in the 'What + How' format. 'The What' should define my specific, measurable deliverables. 'The How' must connect my work to our company value demonstrating how I will take action on it. “

2. “Help me draft a performance goal based on my notes:
a. What is the measurable result I am trying to achieve. For context: [Describe the end result, e.g., "Launch the new dashboard" or "Reduce ticket response time."]
b. How will I demonstrate our values? For context: [Name 1-2 values and the specific action you will take.]
c. Use the above notes to create clear, concise goal formal goal with a 'What' section (measurable, time-bound) and a 'How' section (value-based action).”

3. “Help me draft a clear, concise 'What + How' goal description based on my leaders cascaded goal which is: [copy/paste cascaded goal]. 
a. WHAT: [Briefly state how your role will contribute to the cascaded role/what your portion is."]
b. HOW: [State the value and action that you plan to demonstrate e.g., "Show Integrity by double-checking all data sources."]
c. Flesh out the above into a full goal description, making the 'What' a SMART objective. The output should be no more than 2-3 sentences. “

4. “I need to tailor a cascaded goal from my leader, to be personalized to my role using the 'What + How' format.
a. Cascaded Goal: [Copy/Paste Your Leaders Cascaded Goal]
b. My Role/Contribution: [Describe your specific task or project.]
c. Company Values: [List the relevant values.]
d. Generate 2-3 SMART bullet points for 'The What' (my measurable outcomes) and an actionable statement for 'The How' (describing how I will demonstrate 1-2 selected values).”







[bookmark: _Toc223372974]Tool 3: “How” Values + Behaviors Matrix 
This matrix illustrates the behaviors attributed to each of our five company values. All associates are expected to consistently demonstrate each of our values in their day-to-day work. 


	
	How it Looks In Action

	Our Values
	Role Models &
 Champions our Values
	Consistently Demonstrates our Values
	Inconsistently Demonstrates our Values

	BE THE EXAMPLE
Do what's right, not what's easy.
	Proactively addresses difficult issues and takes ownership, even when it's uncomfortable; consistently models accountability and inspires others to do the same; is a trusted advisor on matters of integrity.
	Acts with honesty; takes responsibility for their work and actions; follows through on commitments; can be trusted to do the right thing without supervision.
	Avoids accountability or blames others; takes shortcuts that compromise quality or integrity; is not reliable in following through on commitments.

	BE KIND
Act with humility and heart.
	Actively fosters a climate of psychological safety and trust; consistently gives credit to others to build them up; is skilled at navigating difficult conversations with compassion and positive intent.
	Is respectful and considerate in all interactions; listens actively and shows empathy; gives and receives feedback constructively; acknowledges the contributions of others.
	Is dismissive of others' input; takes credit for others' work; gives feedback in a harsh or public manner; can be unapproachable or impatient.

	BE CURIOUS
Ask questions. Seek diverse perspectives.
	Proactively seeks out diverse perspectives to improve work and challenge assumptions; brings outside-in thinking to the team; learns from both successes and failures to drive improvement.
	Is open to new ideas and ways of working; asks clarifying questions to understand different viewpoints; willingly accepts feedback and suggestions from others. Consistently operates in an ‘above the line’ mindset.
	Defaults to "the way we've always done it"; is resistant to new ideas; works in a silo and rarely seeks input from others. Consistently operates in a ‘below the line’ mindset.

	BE COURAGEOUS
Bring bold ideas and make them happen.
	Champions new, bold ideas and builds the support needed to execute them. Advocates for new, bold ideas, the difficult, enterprise-first decisions, even when unpopular for their own team.
	Takes ownership to overcome obstacles; speaks up and shares ideas, even if they are not fully formed; is willing to step outside their comfort zone to try new things. Makes decisions that balance team needs with enterprise success.
	Is passive and avoids taking risks; identifies problems but does not offer solutions; is hesitant to speak up or challenge the status quo. Prioritizes own team over shared enterprise goals.


	BE COMMUNITY FOCUSED
Always.
	Is a "true north" for the mission, always anchors strategic conversations in the impact on our members and community, inspires others by connecting daily work to our non-profit purpose.
	Consistently anchors decisions in our mission, regularly considers the impact on our members and community when making choices.
	May miss opportunities to connect how their work relates to our mission, members and community.







[bookmark: _Toc223372975]Tool 4: 1:1 Template For Coaching + Feedback 
Goal Setting Playbook This template provides a structured agenda for one-on-one meetings, allowing you to track quarterly goals and discuss weekly progress, wins, and roadblocks. It also includes a comprehensive list of stretch and coaching questions to facilitate more meaningful conversations and professional development.
Sample 1-1 Agenda Template
	Goals this quarter
	Current results
	Next Steps

	
	
	

	
	
	

	
	
	

	
	
	



DATE: ____________
	WINS: What went well or was a highlight this week?


	PRIORITIES ALIGNMENT CHECK (GOALS CHECK IN): What are your Most Important Things (MITs) for this week? 


	ROADBLOCKS, CONCERNS, INPUT: Where might coaching, feedback, or guidance help?


	DELIBERATE DEVELOPMENT:
· Skill or knowledge area I am working on now:
· Action I took last week to build this skill/knowledge area:
· Action I will take this coming week to keep developing:








Suggested 1-1 Questions List

Recurring questions (Ask these often!)
· Playbacks: So, it sounds like there are two issues, x and y. Where should we focus first?
· Deblurring questions: What does ___ mean to you? Can you share an example? 
· SOON questions: What does Success look like? What are the Obstacles? Options? Next steps?

Small talk / opener questions
· How are you? How was your week? Weekend? How’s your family / pet / hobby? 
· On a scale of 1-10, how happy are you with how the week went? 
· What’s been on your mind? Any reflections from this past week?

STRETCH + COACHING QUESTIONS  
Questions to understand their motivators / drivers:
· When do you feel you are at your best? What conditions create it? 
· Which part of your work is most energizing? Least energizing? 
· What area under your responsibility are you most satisfied with? Least satisfied with? 
· What would you say your biggest skill / super-strength is? What % of time do you get to use it? How can we increase it?
· Who on the team do you wish you could work with more? Less?

Questions to develop long-term goals:
· What are your long-term goals? What skills and/or knowledge do you want to develop? 
· What is the area that, if you made an improvement, would give you the greatest return?
· Who in the company would you be excited to shadow / learn more from? 
· What parts of the business would you like to be more involved in or learn about? What interests you about that?

Questions to develop strategic thinking and org awareness:
· How do you go about prioritizing your work? 
· What are the biggest time wasters / savers for you each week? What could you do now to save time later?
· When you get stuck on something, what is your process for getting unstuck?
· What’s a recent situation you wish you handled differently? What would you change? What can you learn from it?
· What do you see as your top 3 priorities this quarter / sprint? The team’s? The org’s?
· What is one thing we’d be silly not to do to improve our product / services? 
· Are there any meetings or discussions you feel you should be a part of that you’re not? Are you included in any you don’t want to be a part of?

Questions about manager’s role:
· What could I do, as your manager, to make your work easier or support you better?
· How do you feel about the amount of feedback you are getting? 
· What are two things that I can do differently or improve? What could I start/stop doing?  
· What was one thing that your last manager did that you like that I don’t do?
· What’s one thing we, as a team, could do to improve our meetings / ways of collaborating?
· What’s an inexpensive thing we could do to improve our work environment?
· What question do you wish I would ask? What question are you hoping I don’t ask?
	
	
	



