
The Art and Science 
of Objective Setting



Outcomes for today…

• Explore WHY good objective setting is 
vital for:
• Morale
• Engagement & Motivation
• Team Performance

• Space to reflect on the tools we need to 
do this well



Why do we set 
objectives?



• Align individual goals with the 
organisational mission 
• Provide focus – for employee 

and line manager
• Set direction – for employee
• Clarify priorities 
• Measure individual performance
• Improve individual performance 

Why do we set objectives?



What happens 
if we don’t?



Misalignment

• The consequence of misalignment is 
chronic or acute damage to the 
structure……

• Damage to team(s) and organisation 
performance and health
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LEADERSHIP
Are roles and responsibilities clear at every level?

VALUES
Do people know and live the values?

VISION/MISSION
Is it clear? Is it compelling?

STRUCTURE
Do you have the right people, 
systems, and capital?

STRATEGY
How do we win?

TACTICS
Do your people know what to do?

SIMPLE?

SCALABLE?

SUSTAINABLE?

ORGANIZATIONAL CLARITY
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What happens 
if we don’t?



What happens 
if we don’t?











Break out rooms…

• Q1. What is my main ‘Aha’ moment or 
take-away when thinking about WHY we 
need to set objectives well?

• Q2. How motivated and engaged are my 
people right now and is our objective 
setting helping or hindering that? 
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Why do we set 
objectives?







Objectives ARE…

• A specific result that a person or group is 
set: 
• to achieve to a defined standard and 

timeframe
• To contribute to individual’s ‘success’ 

and overall organisational purpose 



Objectives ARE NOT…

• The Job Description 
• KPIs 
• Tasks/accountabilities 



Setting Objectives 

• Short-term focus (3-6 months)
• Serve a longer-term goal – and act as tangible 

milestones  
• Performance improvement for individual and church 
• Consider including a Values objective to contribute to 

Culture 
• Express in terms of outcomes/results: 

• what will be better/improved when you meet this objective

• Define 2 goals max and 1-2 objectives for each 



The law of 
diminishing 
returns



SMART

Specific

Measurable

Achievable Relevant

Time 
Limited



FAST

Frequently  
discussed

Ambitious

Specific  

Transparent



CLEAR

Collaborative

Limited 

Emotional   Appreciable

Refinable



Setting objectives?
Where to use them. 



Recruitment/onboarding

• Link to the probationary period. 
• Ensure they are set immediately after Induction to give initial 

direction. 
• Aim is to link to the key skills required for the role – refer to the Job 

Description
• Achievement builds confidence in both parties 
• Have regular review meetings on these throughout the probationary 

period
• Used as the basis for probation pass or extension 
• Individual achievement related to personal performance, knowledge, 

professional competence/behaviour



Performance management

• Specifically set when performance falls below required standard
• Short-term (1-2 months with formal review)
• Success must include improved performance that can be measured 
• Define SMART objectives and clear performance targets
• Give clarity about the outcome if they are not met
• Be prepared to spend significant time on these types of objectives
• Ensure there is a very clear paper trail
• Beware of ‘Horn and Halo bias’ 



Personal Development Reviews

• Longer term (12 months plus – may be split into milestones)
(OR project specific just in time learning) 
• Individual improvement related to personal performance, knowledge, 

professional competence/behaviour
• Define 1-2 personal development goals
• Not only academic qualifications
• On the job learning, self study, one-off training progammes



Appraisals 
• Continual process – not just an annual snapshot 
• Example: 

• Autumn – 3-6month objectives
• Spring – objectives and performance review, new objectives set

• Use forms and templates! Record keeping is vital
• Include:

• review of past objectives, 
• what’s working well & key achievements
• areas to clarify or support
• Ensure consistent and fair appraisal ratings

• No surprises! Feedback should be a regular part of 1-2-1 time 



Sheila Heens TED talk – Thanks for the feedback





• It was wrong or poorly 
evidenced
• It came from the wrong 

person
• I wasn’t in a good place to 

receive it

Why we reject feedback 



Evaluation – rated and ranked against criteria

Coaching - helps you get better

Affirmation  - I see and value you



Break out rooms…

• Q. What am I going to do differently 
as a result of this session today? 
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