PDL Workbook Help Tool - Objectives
Quick Guide to Completing Objectives and Key Performance Indicators (KPIs)
When you write the objective for your project, you need to answer five questions:
· What’s the process you’re trying to automate?
· Which of its parameters are you trying to improve?
· What do you intend to change about that process and those parameters?
· Why do you want to make those changes?
· How do you plan to realize those changes?

Objective
Identify the objectives for the problem described in the business need or opportunity statement. 
These objectives and requirements are intended to serve as a guide to the major issues at hand. They are not meant to be detailed enough for a developer to implement directly. 

It's important to describe how the metrics will be tracked throughout the project's progression. Examples of tracking methods include existing data, relevant forms, surveys, focus groups, and more. Additionally, provide a clear description of the problem in business terms, ensuring that it aligns with at least one of the identified business drivers. 

Please note that the statements should not imply that the completion of a new system will resolve the problem.

Metric
Describe the measurement(s) that will be used to confirm the attainment of the business objectives identified. Provide specific, measurable, and realistic means to measure the business problem or opportunity against the objectives. Measurements should be developed with stakeholder involvement. These measurements will be used to collect data before, during, and following an approved project to support the achievement of the objectives as described in the Post Implementation Evaluation Report (PIER). 

Baseline
Provide the current magnitude or value for the metric (e.g., the current business program processing time: number of people served, forms processed). For example, if it currently takes 20 minutes to perform the business problem or opportunity, then 20 minutes would be entered. The metric used should align with the objective (e.g., loss of revenue should use money-based objective metrics).

Target result
List the business objective(s) associated with the problem or opportunity and identify expected short-term and long-term target results that the proposal will address (e.g., what the proposal is seeking to achieve). Identify at least one objective for each business problem or opportunity. An ideal objective statement is “SMART” (i.e., “S” Specific, “M” Measurable, “A” Achievable,” R” Realistic, and “T” Time Bound).

If an objective does not have measurable data, the agency/state entity should, at a minimum, provide the proposed data source, unit of measurement, and timeframe of when the data will be observable or verified. Identify the timeframe in which the objective will be achieved. Provide additional details as necessary. 

It is essential that each target result: 
• Relates to a problem or opportunity specified in the problem/opportunity statement. 
• Is business-based. 
• Is stated in quantifiable terms and at a level that decision makers can determine value versus investment. 
• Is realistically achievable. 
• Is not compounded (i.e., list one desired outcome per line item). Do not combine more than one objective with an objective statement. 

TIP: Problem statements should identify WHAT needs to be achieved or solved. Each objective should identify HOW the problem statement can be solved and must have a target result that is specific, measurable, attainable, realistic, and time-bound. 
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Good examples 
Example 1
Objective ID: 1.1

Objective
Efficiencies to program operations: Admin Serv Div manually processes and matches 
~ 2,500 Residential Housing Unit POs annually, which requires over 2,080 hrs in OT by staff. Reduce avg time to reconcile a single PO in minutes. Current avg is 20. Reduce staff time necessary to reconcile the RHU POs by 25% within 18 mths of the completion of the Business Management Review.

Metric
It is the average time to reconcile a single PO in minutes. 

Baseline
20 minutes 

Target Result
15 minutes using the existing PO tracking report. 
Example 2
Objective ID: 2.1

Objective
Improvements in Programming Operations:

Customer Support Division (CSD): Staff members currently transfer data manually from 200 Microsoft Excel spreadsheets, collected from remote offices, into Microsoft Dataverse to create reports for CSD. This process heavily relies on manual efforts and involves duplicative tasks, leading to excessive staff usage and resulting in incomplete and inaccurate data. The goal of the implementation is to eliminate the need for manual data transfer from Excel spreadsheets into the Microsoft Dataverse database.

Metric
The number of spreadsheets staff handle manually to transfer data into a reporting system. 

Baseline
Current: 200

Target Result
Number of errors during data transfer into a reporting system: <1 

Objective ID: 2.2
Objective
After system implementation, track the number of spreadsheets requiring manual conversion of data into the reporting system. After implementation, reduce staff computation errors during the manual data transfer from Excel spreadsheets into Dataverse. 

Metric
Number of errors during manual data transfer into a reporting system. 

Baseline
>10

Target Result
After system implementation, track the number of errors during the data conversion into the reporting system. Goal is <1.
Poor examples
Poor example 1
Objective ID: 5
Objective
Excessive customer wait time at field offices. Within 18 months of the implementation of the system, we will reduce the field office waiting time. Time until the customer is seen at a window. Anecdotal information from field offices. Current value: 30 minutes. 

Metric
Time until customer is seen at a window. 

Baseline
30 minutes 

Target Result
Reduced by 50% 

The above example does not follow the SMART objective format. It does not specify a reliable data source or a frequency for the data to be captured and reviewed. 

Poor example 2
Objective ID: 1.1

Objective
Ensure effective and efficient management of the Program. Decrease data management maintenance costs by 50 percent within 12 months of completion of the replacement system. The maintenance support contract cost estimate is $1 million. Count the number of SDNs (invoices) to reach the values. 

Metric
Number and cost of system SDNs (invoices).

Baseline
Maintenance support contract cost estimate is $1 million. 

Target Result
Pay $0 for sub-contracts. 

The above example does not identify a problem or an opportunity; this is a high-level goal statement. The description uses an acronym which has not been identified previously. The target result is not equal to 50% as implied in the objective statement. Invoices are a good data source for measurement; however, the invoice count does not relate to the dollar value. Finally, the description does not address the frequency in which the information is reviewed. 
