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JOB OBJECTIVE WRITING GUIDE

Purpose: 

The purpose of this guide is to provide supervisors and employees with necessary information to develop meaningful job objectives.  Job objectives are the core of the NSPS performance management system and therefore play a critical role in the successful implementation and execution of NSPS.  

General functions of job objectives:

· Establish a link between the employee’s work and the organization’s mission and goals

· Communicate the major work assignments to be accomplished 

· State expected outcomes and results

· Establish the basis on which employee’s performance will be rated

Fundamentals of NSPS Job Objectives:

Link to mission and organizational goals - Job objectives draw a line of sight between the organization’s mission and goals and the employee’s work.  It is important to organizational performance that employees understand this relationship.  Supervisors and higher level reviewers will ensure that objectives support the organization’s mission and goals.  

Describe the expected results - NSPS job objectives are results-oriented and hey must clearly identify what performance results are expected of the employee.  

Cover the major responsibilities - Job objectives communicate the major responsibilities and most important work activities and are not intended to cover all tasks.  There are usually 3 to 5 major responsibilities (key functions) for a job.  For example, an Administrative Assistant may have three key functions - office management, correspondence, and travel coordination.  Meaningful objectives should cover the key functions in a job and address the major tasks and expected outcomes associated with those functions.  Supervisors and employees should identify these functions first and then write objective(s) that describe the key tasks to be accomplished during the rating period.

Weight objectives - The Department of Army requires all NSPS job objectives to be weighted to reflect relative priority, contribution to mission, complexity, etc.  
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Weighting objectives enables supervisors and employees to identify and focus on the most important expected accomplishments for the rating period.  No objective can be weighted less than 10 percent and all weighted job objectives must total 100 percent.  This does not preclude equal weighting of objectives if appropriate.  Typically, weights will not change during the rating period unless the number of objectives are changed (added or deleted) due to changes in mission priorities.  When objectives change, weights may need to be redistributed.

Establishing NSPS Job Objectives:

· Supervisors need to have a clear understanding of leadership expectations on the work unit supervised before establishing job objectives for the employees.  The job objectives of the employees should drive organizational performance and accomplishments.

· Job objectives are established at Level 3.

· Under NSPS, supervisors and employees should have a meaningful dialogue on performance expectations and job objectives at the beginning of the rating cycle.  

· Supervisors are encouraged to involve employees in the development of their job objectives and identification of applicable contributing factors and weighting, although final decisions are the supervisor’s.  

· Identify the major responsibilities of the job and develop, typically, 3 to 5 objectives that reflect those responsibilities using the fundamentals described above.  Although the automated tool will allow up to 10 objectives, establishing ten initially will limit flexibility to add objectives during the rating period.

· Evaluate the objectives against the SMART criteria described below.  

· Job objectives may be adjusted (modified, added, or deleted) as needed during the performance cycle.  Supervisors will discuss adjustments and expectations with employees.  When new objectives are assigned, job objectives must communicate that portion of a major performance expectation that can be accomplished within the time remaining in the appraisal period.  

· Employees in supervisory positions must, at a minimum, include the standard Army supervisory objective.  

· The automated performance plan allows a maximum of 770 characters for each job objective.

SMART criteria:

SMART stands for Specific, Measurable, Aligned, Realistic/Relevant, and Timed.  It is a framework for developing and evaluating job objectives.
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Specific.  Clearly state the expected accomplishment that can be observed.  To be specific, an objective must define an observable action, behavior, or achievement; link to a level of performance, frequency, percentage, or other number.  Specific is related to the result, not the activities to achieve that result.  

Measurable.  State the criteria for measuring accomplishments.  Provide a method to allow tracking, recording, and validation of quality of a specific behavior, action, or outcome.  Define quantity (how many), quality (how good), resources (how much), and time (how long, how often).  

Aligned.  Draw a line of sight between the work of the employee, the goals of the work unit, and mission of the organization.  Job objectives ensure all employees are working toward shared goals.  

Realistic and Relevant. 

Realistic - the expected results can be achieved with available resources and time (e.g., if a new employee reports six months into the rating cycle, can the expected results be accomplished during the remaining of the rating cycle) and are under the employee’s control.  The objective should be sufficiently complex to challenge the individual but not so complex that it cannot be accomplished.  

Relevant – Expected accomplishments should be commensurate with the major responsibilities and salary of employee. 

Timed.  State the timeline for expected results.  For long-term projects that require more than one rating cycle to accomplish, job objectives should identify what results are expected within the rating cycle.  The time component can be specific (by 1 July, end of 4th quarter), relative to another event (six months after…), or recurring (quarterly).  

Considerations for Writing NSPS Job Objectives (helpful hints): 

· Performance Indicators –Supervisors should review the DoD standard performance indicators for the appropriate pay schedule and pay band when preparing job objectives.  The performance indicators are rating benchmark descriptors that supervisors will use later for assigning a rating score to each of the objectives established in the performance plan.

· Articulate Expected Results - NSPS job objectives communicate the accomplishments expected of the employee during the rating period.  The objectives are not task lists; supervisors should consider using words such 
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as "accomplish" or "complete" to phrase an objective instead of "prepare, provide, plan, etc.”.  

· Absolute Standards – When possible, avoid absolute standards (e.g., work must be completed within 7 days). There may be times when absolute standards are necessary (e.g., Accomplish safety checks of Blackhawk helicopters with 100% accuracy at all time).  Absolute standards make it difficult to assign any other rating than Level 3 (met objective) or Level 1 (failed objective).  Since NSPS objectives are written at Level 3, using 5-7 days for Level 3 (e.g., work must completed within 5-7 days) allows supervisors to use 3-4 days as the standard for assigning a Level 4 rating score, etc.  

· Totality Approach – When developing job objectives, keep in mind that objectives are rated in total as opposed to individual phrases.  If taken apart, a portion of the objective may not meet the SMART criteria, but that is not a problem if the complete objective provides enough specificity on the expected outcome for the rating period.

· Length of objectives – Job objectives should not be a lengthy list of tasks or define all expected results or outcomes.  Supervisors and employees are expected to have continuing communication during the rating cycle to discuss expectations of particular tasks/projects as needed. 
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