Quick Guide for Establishing
Critical Elements

Note: For complete instructions refer to Ohio TPR 430 Appendix C para 2 (Creating job objectives by identifying critical elements and matching them with performance standards)

Establishing Critical Elements:
· Supervisors need to have a clear understanding of leadership expectations on the work unit supervised before establishing critical elements for the employees.  The critical elements of the employees should drive organizational performance and accomplishments.

· Critical elements are established at Level 3, Fully Successful rating.

· Supervisors and employees should have a meaningful dialogue on performance expectations and critical elements at the beginning of the rating cycle.  

· Supervisors are encouraged to involve employees in the development of their critical elements and weighting (if applicable), although final decisions are the supervisor’s.  

· Identify the major responsibilities of the job and develop, typically, 2 to 5 critical elements that reflect those responsibilities using the fundamentals described above.  Although the automated tool will allow up to 10 critical elements, establishing ten initially will limit flexibility to add critical elements during the rating period.

· Each employee will have a minimum of two (2) critical elements, but generally 3 to 5. 

· Evaluate the critical elements against the SMART format (if applicable). (See page 4)  

· Critical elements may be adjusted (modified, added, or deleted) as needed during the performance cycle.  Supervisors will discuss adjustments and expectations with employees as soon as the need for the change is known.  When new critical elements are assigned, critical elements must communicate that portion of a major performance expectation that can be accomplished within the time remaining in the appraisal period (OH TPR 430, para. 2-8 f. (3)).  Adjustments to performance plans shall be in place and communicated to the technician no later than 120 days prior to the end of the appraisal period.
· Employees in supervisory positions must, include the standard supervisory critical element.  (See page 6)
· The automated performance appraisal form allows a maximum of 1000 characters for each critical element.



S-M-A-R-T Format:

SMART stands for Specific, Measurable, Aligned, Realistic/Relevant, and Timed.  It is a framework for developing and evaluating critical elements.

Specific.  Clearly state the expected accomplishment that can be observed.  To be specific, a critical element 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.  Critical elements ensure all employees are working toward the organization/mission 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 critical element 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, Critical elements 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).  The minimum rating period is 90 days.



Considerations for Writing Critical Elements (helpful hints): 

· Articulate Expected Results -  Critical elements communicate the accomplishments expected of the employee during the rating period.  Critical elements are not task lists; supervisors should consider using "accomplish" or "complete" to phrase a critical element instead of using "prepare, provide, plan, etc.”, if it is workable.  

· Absolute Standards – Normally, avoid absolute standards, although there are times that absolute standards are necessary: 

· Example 1: Accomplish safety checks of Blackhawk helicopters with 100% accuracy at all time.  

· Example 2:  When absolute standards are used (e.g., work must be completed within 7 days), it is difficult to assign any other rating level besides Level 3 (met critical) or Level 1 (failed critical).   NOTE: Since  critical elements are written at Level 3, the Fully Successful level, using 5 to 7 days as Level 3 (e.g., work must be completed within 5-7 days) would allow supervisors to use 3-4 days as the standard for assigning a Level 4, Excellent rating score, etc.  

· Totality Approach – When developing critical elements, keep in mind that critical elements are rated in its totality as opposed to individual phrases.  If taken apart, a portion of critical element may not meet the SMART criteria or offer an absolute standard, but that should not be a concern.  However, the critical element as a whole should provide enough specificity of the expected outcomes for the rating period.

· Length of critical elements – Critical elements should not be a lengthy list of tasks with very finite detail of expectations.  Supervisors and employees are expected to have continuing communication during the rating cycle to discuss expectations of any particular task/project as needed.  Maximum field size for each critical element is 1000 characters. 



Standard Supervisory Performance Critical Element

In accordance with OH TPR 430, para 2-8 f. (4).  A supervisor's performance plan shall include at least one supervisory critical element. This critical element may require accountability for the effective administration of (if applicable), Equal Employment Opportunity (EEO), and/or other National Guard specific requirements in addition to applicable policies for which supervisors will be held accountable. Those included in this regulation and supplemental guidance issued by National Guard Bureau as well as those in other laws or regulations.

Sample Supervisory Critical Element:  Execute the full range of human resources (including performance management and fiscal responsibilities within established timelines and in accordance with applicable regulations.  Adhere to merit principles.  Develop a vision for the work unit; align performance expectations with organizational goals.  Maintain a safe work environment and promptly address allegations of noncompliance.  Ensure EEO/EO principles are adhered to throughout the organization.  Ensure continuing application of, and compliance with, applicable laws, regulations and policies governing prohibited personnel practices; promptly address allegations of prohibited discrimination, harassment, and retaliation.  

NOTE: To meet the EEO portion of this critical element, supervisors must comply with those applicable provisions of the DoD Civilian Equal Employment Opportunity Program, DoDD 1440.1, and the Equal Employment Opportunity Commission's Management Directive 715.  Communicate EEO policies and ensure adherence throughout the work unit.  Seek early dispute resolution through Alternate Dispute Resolution techniques, promptly address accommodation requests, and ensure that EEO-related training requirements are met.

The Standard Supervisory Performance critical element above may serve as the basic supervisory element.  ARNG/ANG organizations may add unique requirements as appropriate.  ARNG/ANG organizations may establish policies for adding requirements to the standard supervisory critical element.  More than one supervisory critical element can be used to rate employees who are assigned to a supervisory position.
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