Tips for Writing Performance Elements and Measurable Standards Job Aid

	Converting Expected Accomplishments Into Performance Elements

	Once the performance elements have been identified for a position, the next step is to write them.  The initial structure of a written performance element is straight-forward: It should consist of an action verb and an object. For example:

Action Verb 



Object

Types 



letters and memoranda

Submits 


weekly reports

Trains 



subordinates

Audits 



travel vouchers

While there is no one right way to do this, the following examples will be helpful. Examples 1-3 below reflect properly stated performance elements.  Examples 4 and 5, on the other hand, are poorly stated elements. They contain language that describes standards, a mixture of element and standard, or statements identifying attributes, abilities, behaviors, etc.   

Examples of proper performance elements: 

· Example 1.  Tracks, monitors, and prepares, analytical information for reports.  Organizes monthly “XYZ” meeting and coordinates agenda and discussion items with attendees.  Monitors/analyzes the status of Quality Performance Measurement (QPMs)/Quality Performance Indicators (QPIs).  

· Example 2.  Initiates, processes, and completes Deficiency Reports (DRs) and/or Technical Coordination Group (TCG) projects for assigned systems/equipment. 

· Example 3.  Examines and computes all types of settlements.  Determines authorized entitlements to the individual traveler.

Examples of poor performance elements: 

· Example 4.  Prepares proposal development worksheets, work breakdown structure and dictionary, proposal outline and mockup, compliance checklists and compliance matrix.  Data is accurate and provided within established times.  Provides a positive influence to team members and readily adapts to new situations or changing work environment.  

In this example the first sentence does describe what work is done and ending the element at this point would make it proper.  However, by adding the second and third sentence, this element becomes distorted and confusing.  The second sentence of this element is a statement of how well the work is to be accomplished and is therefore language describing a standard.  Again, the last sentence does not describe what work is to be done.

	· Example 5.  Complies with security, safety, and good housekeeping practices.  


This example uses the phrase “Complies with” which indicates how well something is being performed or accomplished; therefore, this statement contains language that actually makes it a standard. 


Tips for Writing Performance Elements and Measurable Standards (continued)

	Checklist for Writing Performance Elements

	By completing the checklist below, you and your supervisor can judge whether the performance elements that have been written for your job are the most appropriate.

	Is performance/execution of this element necessary for mission accomplishment?
	Yes
	No

	Does the element establish an "end product" or outcome that will be the consequence of performing it?
	Yes
	No

	Is there a negative consequence to the organization’s mission if performed inadequately or if the "end product" were not produced?
	Yes
	No

	Is it reflected in the employee’s position description?
	Yes
	No

	Is this a significant component of the position?
	Yes
	No

	Is the "end product" central to the purpose of the position?
	Yes
	No

	Is the element a regular or recurring requirement of the position?
	Yes
	No

	Does employee have full authority to perform this element?
	Yes
	No

	Is it distinguishable from other performance elements?
	Yes
	No

	Does the element describe generalized personality traits? (If so, it cannot be used)
	Yes
	No


Tips for Writing Performance Elements and Measurable Standards (continued)

	Once the Performance Elements have been selected and/or written, it is important to write good measurable standards that illustrate that you are performing your job to the fully successful level.  A good measurable standard is specific, objective, mission-related, nondiscriminatory, observable and results-focused.  These criteria are described in greater detail below:



	A Good Measurable Standard Is . . .

	· Specific and objective. The measurable standard should be clearly written, be free from ambiguities/bias/personal feelings or opinions, and contain finite measures that specify the line between satisfactory work and less-than-satisfactory work.  A measurable standard should also allow room for an employee to exceed the satisfactory level. Additionally, whenever possible, use ranges when setting numeric measures. 

· Mission related. The measurable standard should directly link the required performance of the job.
Nondiscriminatory. The measurable standard should be able to be consistently applied to all personnel in the same or similar position or grade with the same authority. Although the standards may be the same for similar positions, the measures should reflect the grade level of the employee.

· Observable. You must be realistically able to observe and monitor the performance to ascertain whether the measurable standard has been met. Those observations should be based on measurable outcomes in terms of quality, quantity, timeliness, and/or cost-effectiveness.

· Written to the Fully Successful level. Measurable standards should reflect the required level of performance and expected results for the job. A fully experienced and competent employee will consistently achieve or meet the standards for the job given circumstances within his or her control. 

	Types of Measurable Standards . . . 

	· Qualitative measures refer to the accuracy, appearance, or usefulness of the work effort.  For example, typical quality measures may focus on the number of errors allowable on customer satisfaction surveys.

· Quantitative measures refer to the number of products produced, services provided, or a general result.  They are expressed in terms of numbers, percentages, frequencies, etc.

· Timeliness measures refer to completion times and are usually expressed as how quickly, when, or by what date an employee produces the work.
· Cost-effectiveness measures refer to dollar savings or cost control for the Government that can be documented and measured in agency annual fiscal year budgets. Cost-effectiveness measures may include maintaining or reducing unit costs, reducing the time it takes to produce or provide a product or service, or reducing waste.


Tips for Writing Performance Elements and Measurable Standards (continued)

	Tips for Developing Measurable Standards . . .

	To determine the type(s) of measure(s) that might be appropriate for each task, think about the following questions. 

· Is quality important?  Does the stakeholder or customer care how well the work is done?  

· Is quantity important?  Does the stakeholder or customer care how many items are produced?

· Is it important to accomplish the element by a certain time or date?

· Is it important to accomplish the element within certain cost limits?

· What measures are already available?

	Tips for Evaluating the Measurable Standards . . .

	Evaluate the tasks using a combination of descriptive and numeric measurements.  Numeric measurable standards are easy to verify and provide a quantifiable, objective tool.  Descriptive measurable standards have three components: a judge, what the judge looks for, and a verifiable description of what would represent meeting expectations. 
Think about the following questions evaluate the measurable standards for each task:

· How could quality, quantity, timeliness, and/or cost-effectiveness be evaluated?

· Is there some number or percent that could be tracked?

If the task does not lend itself to being evaluated with numbers but can only be described, ask:

· Who could judge that the expectations of element were met?

· What factors would they look for?
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