Guidelines for Developing Performance Goals

Setting performance goals and success measures is an important step in the performance management cycle.   Goal setting is the foundation of the performance management process because it:

· Helps plan work for the upcoming performance review period
· Establishes a mutual understanding and agreement of job responsibilities and priorities between employee and supervisor
· Provides the basis for feedback on job performance (i.e. a clear understanding of accomplishments, progress and improvement needs)
· Provides employees with opportunities to give and seek suggestions for development

By setting goals, the performance cycle begins effectively, with employee and supervisor having the same expectations, a mutual understanding of what the employee is expected to do, and how performance will be evaluated.

Defining Performance Goals

There are two types of performance goals:  goals that are derived from ongoing job responsibilities, and goals that are project-based.

	Ongoing job responsibilities:  Goals related to responsibilities identified in the job description 	must be met on a continuous basis.  These goals include routine tasks or tasks that remain 	relatively constant:

	Example:  Achieve a 99% accuracy rate on all data entry for each month throughout the 	performance review period.

	Projects or other specialized tasks:  Goals may also be related to special projects or other tasks 	unique to the current performance cycle.  These goals change from year to year.

	Example:  By March 1, 20xx update the department’s safety procedures to reflect our new 	location.

Final performance goals may be a mix of those related to ongoing job responsibilities and projects, or may be based solely on ongoing job responsibilities.  The number of goals is a matter of judgment.  The total number of performance goals should define performance expectations in the upcoming year and allow supervisory review of performance for the entire year.

It is important to remember that goal setting is an ongoing process.  Goals may change due to changes in job description, job responsibilities, project establishment or cancellation, changes in supervisor or reporting relationship.  Ongoing communication between supervisor and employee should ensure that goals are always up-to-date.





Writing SMART Goals

SMART goals help to achieve mutual understanding between employee and supervisor, and are  designed to:

· Acknowledge exactly what is to be accomplished by the employee (the who, what, where, when, how behind the objective),
· Recognize intervals of progress in the goals created, from start to finish;
· Challenge the employee to reachable, yet fulfilling results; and
· Commit to a deadline for a more likely and satisfying success

SMART goals have five characteristics:
S - 	Specific
M - 	Measurable
A - 	Attainable
R – 	Realistic (and Relevant)                    
T – 	Time-based
Specific:  A specific goal has a much greater chance of being accomplished than a generic goal.  To set a specific goal, ask the following questions:
· Who:		Who is involved?
· What:  		What do I want to accomplish?
· When:		Establish a time frame
· Where:		Identify a location
· Why:		Specific reasons, purpose or benefits of accomplishing the goal.
· Which:		Identify requirements and constraints

Measurable:  Establish criteria for measuring progress toward the attainment of each goal.  Measuring progress helps the employee stay on track, reach target dates, and experience achievement.  Staying on track results in a cycle that continually motivates you to put forth the effort toward reaching the goal.  To determine if the goal is measurable, ask questions such as:
· How much?
· How many? 
· How will we know when it is accomplished?

Attainable:  A goal statement should be achievable given other employee responsibilities and objectives.   A goal will seem much more attainable if it can be broken down into steps.  Each step should be something that moves you closer to that goal.  

Goals must be realistic and attainable at a “Meets Expectations” level of performance.  The best goals require employees to stretch a bit to achieve them, but they aren’t extreme.  That is, the goals are neither out of reach nor below standard performance.  Goals that are set too high or too low become meaningless, and employees naturally come to ignore them.    Ask questions such as:
· Can we get it done within the proposed timeframe?
· Do we understand the limitations and constraints?
· Can we do this with the resources we have?  
· Is this possible?

Realistic:  Goals should be challenging, but not impossible to reach.  They should include some “stretch”, and should be relevant in the scope of reaching an organization’s vision and mission.  Relevant goals address employee activities that have an impact on an organization’s performance and bring the organization closer to its vision.

Time-based:  Goals must have starting points, ending points, and fixed durations.  Commitment to deadlines helps employees to focus their efforts on completion of the goal on or before the due date.  Goals without deadlines or schedules for completion tend to be overtaken by the day-to-day crises that invariably arise in an organization.  Ask:
· When will the objective be accomplished?
· Is there a stated deadline?


Goals that exhibit these characteristics serve as clear guides to everyone involved in accomplishing goals which are necessary for meeting organizational objectives.

Example of a poorly defined goal:
· Run a marathon

Example of a well-defined goal using the SMART process:
· To run the marathon in May, 20xx and complete the 10 mile race in under 1 hour to beat my personal best time

Follow the steps below to develop a SMART goal:
Starting the goal statement with a VERB, state:
Step 1.  What specifically do you want to accomplish?
Step 2.  How much change or improvement are you seeking?
Step 3.  Can you do this?  Is it realistic?  (Yes or No)
Step 4.  Is it related to your needs?
Step 5.  When do you plan to have this change accomplished or completed?






Example using the five characteristics of the SMART process:

S - Specific 
Write the goal to specify what is to be done. 
Example:  To reduce department expenses ...is a specific goal.

M - Measurable 
Include in the goal a quantitative target that can be verified. 
 Example:  To reduce department expenses by 5% ...is a measurable goal.

A - Attainable 
Evaluate the goal to ensure that it is possible to achieve the desired result. This does not mean setting a low target. Instead, it means assessing the goal and revising if it does not fit reasonable standards. 
Example:  To create a five-member team to develop a plan to reduce department expenses by 5% ...is an attainable goal.

R - Realistic 
Acknowledge the realistic and practical steps necessary to accomplish the goal. 
 Example:  To create a five-member team to outline standard departmental purchasing procedures in support of our plan to reduce department expenses by 5% ...is a realistic goal.

T - Timed 
Build-in specific deadlines for reaching the goal. 
Example:  To create a five-member team to outline standard departmental purchasing procedures in support of our plan to reduce department expenses by 5% before the end of the fiscal year ...is a timed goal.
