Guidelines for Developing Objectives and Performance Measures

SMART Criteria for Objectives and Measures. They should be:


S -- Specific. A clear and precise statement of desired results.

M -- Measurable. Quantitative or qualitative results that indicate accomplishment, state of progress, and the degree to which the goal was met or achieved.

A -- Attainable. Challenging, but not impossible. Can reasonably be accomplished with available resources.

R -- Relevant. Contribute to the achievement of critical outcomes and laboratory objectives.

T -- Trackable. Specific dates and/or events exist to help gauge progress.

After planning objectives and measures and filtering them through the SMART test, revise them where the test reveals deficiencies.

Philosophies and Practices

·  “What you count counts.” “What you measure gets managed.” Use measures to focus limited resources on the important things and will promote the desired outcome.
· A mix of leading and lagging indicators (i.e., a mix of past, present and future). Leading measure measures precursors (e.g., near misses, procedure violations, overdue preventive maintenance). Lagging identifies incidents that have occurred (e.g., lost work day cases, permit violations). Behavioral measures managerial, organizational and individual commitment to activities that lead to improvements (training, management walkthroughs, participation, ISO 14001 registration status, initiatives).

· Use the “balanced scorecard” approach. Balanced set of metrics to monitor progress towards meeting factors critical to set. BALANCE IS KEY—measures should tell you what is not working as well as what is!

· Items within the organization’s span of control (e.g., should not depend upon timely approval by regulators).

· Important, meaningful and rational. 

· Linked to factors needed for success. Make sure your measures relate to the objective!

· Based on needs of customers and other key stakeholders.

· Critical to our mission.

· Fewer are better—concentrate on measuring the vital few key variables rather than that trivial many.

· Start at the top and flow down to all levels and employees

· Adequate baseline data exists to establish the “bar” or performance level.

· Infrastructure in place to support timely exchange of data, and internal controls to ensure reliability of data.

· Enable you to identify what is and is not working (and identify opportunities for improvement).

· Enable you to benchmark yourself against best-in-class.

· Can tell you how you are performing over time (e.g., if you change the measurement every year, you can’t trend).

· Collectable. Don’t select a measure that requires development of a resource intensive data collection system, or a measure will results will be difficult to quantify.

· Clear and understandable.

· Be clear on what constitutes success in the measure description (i.e., how will we document that the measure has been met).

· Should not be all or nothing (e.g., if you don’t achieve 100%, you fail).

· Normalized (e.g., to operations, number of employees, etc. Can use an operational adjustment factor).

· Appropriate for the organizational level.
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