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Lesson 1: Introduction 

Introduction 

 
Your Notes: 
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Welcome, Housekeeping, and Agenda 
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Agenda  

 
Your Notes: 
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Course Objectives  
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What You Should Know: 

 The main objective of this course is to help you write appropriate and effective 
performance objectives using the SMART framework and understand 
performance elements.  

 If your objectives adhere to the SMART framework, you will know exactly what is 
expected of you, and your supervisor will be able to accurately assess and rate your 
performance at the end of the cycle. 

 Performance objectives ensure alignment with, and support achievement of, the 
organization’s mission, goals, and priorities.  

 Throughout the year, employees, Rating Officials, and Reviewing Officials should 
use performance objectives and performance elements to monitor performance. If 
an employee’s work requirements change significantly, the performance objectives 
should be adjusted, provided there are at least 90 days left in the performance 
evaluation period. 

 DCIPS requires that the performance objectives for managers/supervisors reflect 
what they are going to accomplish and their leadership/supervision role, including 
holding them accountable for achieving work results through their employees and 
addressing their performance management responsibilities. 
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Performance Culture  

 
Your Notes: 
 

  



Participant Guide  Lesson 1: Introduction 

SMART Performance Objectives  PG 9 

What You Should Know: 

Performance culture: The Defense Intelligence performance culture embraces 
innovation, collaboration, and teamwork with the intention of producing remarkable 
results. To link everyone to our critical mission, performance culture is displayed by: 

 Leaders who are committed to actively communicating the goals of the 
organization and to empowering employees to achieve those goals 

 Employees who are provided the opportunity to engage in and accomplish 
meaningful work in an environment that supports their personal success and one 
that recognizes the value of their significant achievements 

Everything and everyone in the organization is committed to supporting the mission, 
improving performance, and achieving results that provide a global intelligence 
advantage. 
Here, performance objectives: 

 Directly support the Defense Intelligence performance culture 
 Are a basis for evaluation of record under DCIPS 
 Are coupled with standard performance elements for a picture of what the 

employee does/did (performance objective) and how it was done (performance 
element) 

 Specify the major work to be accomplished 
 Set the performance expectations for work during the performance year 
 Establish a basis against which to measure work and set baselines for performance 
 Are written at the Successful level. They fully define what success looks like to 

drive mission success. 
 Align work with the team, unit, and organizational mission to drive performance 
 Focus on accomplishments and results. Stated differently, this could address the 

“so what” of why a position exists. 
 Are written using the SMART framework 
Refer to Appendix A for descriptors of the rating levels for performance objectives. 
While performance objectives describe what should be accomplished, “objectives 
descriptors” help to establish a consistent level of evaluating performance across the 
intelligence community. They are guidelines that provide a consistent measuring stick 
for the DCIPS employees. 

 At the end of the performance evaluation period, a strong self-report of 
accomplishments will be easier to write if an effective performance objective was 
in place throughout the performance period. 
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Lesson 2: SMART Performance Objectives  
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Introduction to Performance Objectives  

 
Your Notes: 
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What You Should Know: 

 Performance objectives are an expression of what is expected of an employee.  

 They go beyond a position description—they are a link to the overall mission of 
the organization.  

 Performance objectives are used to communicate the major responsibilities that 
the employee is expected to perform, the related outcomes and accomplishments, 
as well as how they perform them (performance elements). In other words,  

Objectives = What + How 

 Why are performance objectives important? 
 Performance objectives are important for the employee because they outline 

the specific goals for the year.  
 They are also the factors against which employees will be evaluated for their 

performance evaluation of record.  
 Keep in mind that you will also be evaluated on how you accomplished these 

performance objectives in the form of your performance elements, i.e., the 
behavioral aspects of your job. 

 At the organizational level, performance objectives are important because they 
ensure all employees are contributing to the organization’s overall mission. 

 How do I know what my performance objectives should be? 
You can determine your performance objectives by cascading down from larger 
organizational goals. In doing so, you identify how your actions contribute to your 
organization’s goals and ultimately to the overall DoD goals. 

 What does a performance objective look like?  
A performance objective should be written using the SMART framework. This 
means that each performance objective should be specific, measurable, and 
achievable within the performance period; relevant to the organization’s mission, 
goals, and priorities; and time-bound.  
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Purpose of Performance Objectives  

 
Your Notes: 
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Thinking About Your Work 

 
Your Notes: 
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What You Should Know: 

To develop good performance objectives, three preparation steps can help you 
organize your thoughts. These steps will also help you write SMART objectives. 

 First, review the strategic goals or objectives of your organization. For the 
purpose of DCIPS, a relevant performance objective is defined as one that is 
derived from DoD and/or the IC and links through your component to the 
objectives of your organization or unit. You must understand how your work 
aligns with and supports the DoD IC mission and the mission, goals, and 
priorities of your organization. Depending on your responsibilities, this link may 
be obvious; however, every employee contributes to mission success, and this 
activity helps you to clarify the relationship. 
Discuss with your manager or supervisor whether your performance objectives 
support his or her performance objectives. This conversation helps ensure that 
the work on which you are focused aligns with and supports your manager/ 
supervisor and ultimately the mission, goals, and priorities. 

 Second, gather and review. Collect standard operating policies (SOPs), 
guidance, and directives that may provide information on quantity, quality, or 
timeframe measures that you need to achieve. You may have useful information 
from duty statements, position descriptions, and previous evaluations of record as 
well. 

 Third, group your work. Decide how to group the work you do into large 
categories. SMART performance objectives focus on the “large buckets of work” 
concept as opposed to task lists. These groupings serve as the basis for your 
performance objectives in describing what you will do for the performance 
period. The worksheet on the following page allows you to list all of your tasks 
and duties and helps you group them into “big buckets” or major categories.  
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Discussion: SMART  

 
Your Notes: 
 
 
 
 
 
 
 
 

What You Should Know: 

The letters in the acronym SMART stand for: 

 Specific 

 Measurable 

 Achievable 

 Relevant 

 Time-bound 
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Specific  

 
Your Notes: 
 

What You Should Know: 

 Specific describes an observable or verifiable accomplishment. For some 
positions, it may be more challenging to describe a specific result. However, to the 
extent possible and reasonable, encourage specificity, as it ensures that managers, 
supervisors, and employees share the same expectations.  

 Focus on describing your specific accomplishment goals. For example, to say that 
the result is to have an updated policy manual is vague. Be specific by asking such 
detailed questions as: 
 Which manual? 
 What do we mean by update? 
 How much of the manual will be updated? 
 Updates should be current as of when? 
 What is the expected end result? Tie it to the mission. How it affects the 

mission should be clear. 
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What You Should Know: 

 Identifying the specific accomplishment also means pinpointing your role. What 
actions, behaviors, or achievements are your responsibility? Choose your terms 
carefully to accurately describe your role in group projects. Your role description 
should not replace the result in the performance objective; it should only provide 
additional detail. 

 Don’t aim too low. For example, attending a meeting is NOT an acceptable 
objective even though it might be specific. Rather, focus on the mission results 
that are sought. Attending a meeting is only a step toward accomplishing the 
desired mission results; it is not a specific outcome. 

 Some questions to ask to decide if the content of your objective is specific: 
 Is the result observable? 
 Can my supervisor verify the result? 
 What would the result look like? 
For example, “assures physical security requirements are followed” is vague and 
defines no observable criteria. 

 Instead, consider, “Physical security inspections of all serviced organizations are 
completed based on command established methods, timetables, and guidance 
resulting in physical security compliance of all organizations.” This objective is 
specific about the result.  

 Remember, performance objectives give you greater flexibility to achieve your 
stated goals. You decide how to reach your clearly defined objectives.  

 This slide illustrates that the result—the mountain top—needs to be as precise as 
possible. But, you decide on the path to get there. 
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Specific Result  

 
Your Notes: 
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What You Should Know: 

 The more specific you can make your performance objectives, the less room there 
is for disagreement about what the expectation was and whether you did what was 
expected. In this example, the command has published guidance about how 
installations should assure Operational Security at all organizational levels. The 
Rating Official will use the command guidance as an assessment tool to determine 
if the desired results were achieved. 

 Avoid using vague words that can be misinterpreted, such as: 
 Effective 
 Efficient 
 Appropriate 
 Oversee 

 When you are trying to determine if a word is specific enough, ask yourself the 
following question: “How would I know if I did this ___? What would that look 
like?” For example, “How would I know if I did that effectively? What would 
effectively look like?” When you start to answer, “It would be effective if it were 
completed on time, took fewer than two reviews, and all involved persons agreed 
that it met their needs,” then you are starting to get to the appropriate level of 
specificity. Instead of using the vague terms, substitute your definition of the term.  

 Be cautious when using vague terms that are open to interpretation. Performance 
objectives should reduce confusion, not increase it. 
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Activity: Specific Component  

 
Your Notes: 
 

  



Participant Guide  Lesson 2: SMART Performance Objectives 

SMART Performance Objectives  PG 23 

Activity: Specific Component  

 
Your Notes: 
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Measurable  

 
Your Notes: 
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What You Should Know: 

Measurable (or observable or verifiable) means that a method or procedure is in place 
to assess and record the behavior or action on which the objective focuses and the 
quality of the outcome. Some work can be measured easily; in other cases, 
accomplishments or behaviors need to be verified or observed.  
In knowledge-based jobs, quality is the most important measure of success and 
should be the focus of the performance objective. 
Caution: 
Strictly adhering to using numbers (e.g., quantity, percentages, etc.) as measurements 
can create problems because numbers: 
 Do not necessarily convey how mission is affected 
 May create the requirement to build a reporting mechanism to capture 

numbers and percentages 
 May not convey successful mission outcomes 

Example of problem measurement, using counting: 
 Performance objective: Write a physical security regulation with no more than 

two grammatical errors. 
 Problem: This performance objective focuses on grammar, not the physical 

security conditions of the serviced population. The focus should be on what’s 
really important, i.e., are the serviced organizations current on their physical 
security policies and practices? 

Use counting measures only when counting shows specific organizational progress, 
e.g., faster, better, cheaper. Do not count simply to count. 
Avoid choosing a measurement that requires extensive or new forms of 
documentation. Use percentages only when it makes sense to do so. Percentages 
often express an ideal, but are not realistic measures. For example: The force 
protection officer assures buildings are properly secured 99 percent of the time. Ask 
yourself: “How will I measure that?” It can’t be realistically measured, so don’t use a 
percentage. 
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Measurable  

What You Should Know: 

 When defining the measurability aspect of your performance objective, remember 
to set it at a Successful performance level. You do not want to set the expectation 
for your result so high that you have no opportunity to exceed expectations. You 
also do not want to set it so low that it is too easy to accomplish. The goal of 
performance objectives is to drive performance within an organization while 
providing individuals with criteria that are appropriate to the situation and against 
which performance is measured.  

 Test yourself to see if you have written an objective that is measurable by asking 
yourself, “Can I tell if this was accomplished?” Remember to avoid numbers 
when they simply don’t make sense. 

 Unless life-and-death issues are at stake or Federal regulations mandate it, do not 
set measurements at 100 percent. Setting measurements at 100 percent turns your 
performance objective into a pass/fail requirement and leaves no opportunity to 
surpass the requirements for a “successful” rating.  

 Bottom line: measure what’s important. Be purposeful when selecting the type of 
outcome measured and identified in your SMART performance objective (e.g., 
quantity, percentage completed, quality, etc.). If it doesn’t matter, don’t use it in a 
performance objective simply because it might lend itself to a (misguided) bean-
counting measurement strategy. 
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Measurable Result Example 

 
Your Notes: 
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Activity: Measurable Component  

 
Your Notes: 
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Activity: Measurable Component  

 
Your Notes: 
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Achievable  

 
Your Notes: 
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What You Should Know: 

Ask yourself these questions to verify that the performance objective is achievable: 
 Can you achieve the objective with the available resources and personnel and 

within the given time? 
 Is the work in the performance objective within your control to complete? 

You should not include work or goals over which you have no control. 
 Is the performance objective appropriate for your experience, skill, and Work 

Level?  
 Is this performance objective appropriate for this position? 
 Is the performance objective written at the Successful level? 

If the answers to the above questions are “yes”, then the objective is achievable. 
Note that the level of responsibility expressed in the performance objective must be 
appropriate to the employee’s Work Level and position. 
Example: A performance objective for an entry/developmental level position may 
include language that conveys that status, such as “Throughout the rating cycle, 
works with mentor/senior analysts to establish….” 
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Example: Achievable Result 

 
Your Notes: 
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Relevant  

 
Your Notes: 
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What You Should Know: 

 Relevant means that your performance objectives are connected to organizational 
goals. Drawing a “line of sight” between objectives and organizational goals 
means that your objectives and those of your manager/supervisor, work unit, and 
organization all pull in the same direction. This alignment means that the 
performance of the team, command, and whole organization focuses on the same 
target.  

 DCIPS performance objectives should be derived from the overall goals of the IC 
and the appropriate DoD component as well as the mission objectives of your 
organization.  

 Managers/supervisors must clearly understand their own performance objectives 
before they can work with their employees to establish their performance 
objectives to ensure that the objectives reflect that line of sight.  

 An employee’s accomplishment of their performance objectives will reflect how 
the overall mission was met or advanced. This addresses the question “So what?” 
in assessing the employee’s performance. 
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Relevant Example 

 
Your Notes: 
 
 
 
 
 
 
 
 
 
 

What You Should Know: 

 You do not have to include the relevant aspect within the same sentence as the 
rest of the performance objective criteria. You can write this as a second sentence 
if it makes the performance objective easier to read; performance objectives can 
be more than one sentence long.  

 If your strategic plan has the organization’s goals clearly numbered and if 
everyone knows them by those numbers, you can put the number in parentheses 
at the end of the objective. 
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Activity: Relevant Component  

 
Your Notes: 
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Activity: Relevant Component  

 
Your Notes: 
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Time-bound 

 
Your Notes: 
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What You Should Know: 

 Time-bound (or timely) means there is a specific time when the performance 
objective starts and ends, and accomplishment can be measured.  

 When developing objectives for ongoing work, specify a date when the 
assessment period is to begin. If it is a short-term or project-related objective, 
specify the date when the assessment period is to be completed. 

 You may express the date component in two ways: relatively or specifically. 
 Relative uses time spans, such as “in six months.” The date is relative to today.  
 Specific uses hard dates, such as “on March 15.”  

 You may find that the best practice is to use specific dates to avoid the tendency 
to repeatedly extend relative deadlines. When using an exact date, have a basis for 
establishing that date. 

 Other time designations such as “end of the quarter,” “end of the evaluation 
period,” or “throughout the evaluation period” are also options. 

 Some projects are multiple-year programs. In these cases, set performance 
objectives so the dates reflect what can be accomplished within the current 
evaluation period. One way to do this is to set performance objectives that are 
associated with major milestones that occur in different evaluation periods. 
Additionally, you may use various checkpoints to increase the likelihood of 
success by identifying problems early.  

 Large projects may be broken into smaller, standalone projects. Specify when each 
of the standalone projects is to be completed within the context of the time frame 
of the larger project.  
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Time-bound Examples 

 
Your Notes: 
 
 
 
 
 
 
 

What You Should Know: 

 It is important to stipulate timeframes when: 
 Timeframes help the employee understand what is required 
 Using timeframes drives mission accomplishment 
 The timeframes are valid and appropriate to the result to be accomplished 

 Be sure you are using an appropriate outcome when applying timeframes. 
Example: If the President’s daily brief isn’t done daily, serious repercussions could 
occur. But if a supply clerk doesn’t do his or her daily report, what happens? If 
nothing, the daily report is the wrong measure.  
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Activity: Time-bound Component 

 
Your Notes: 
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Activity: Time-bound Component 

 
Your Notes: 
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Performance Elements  

 
Your Notes: 
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What You Should Know: 

Performance elements encourage patterns of behavior. These common performance 
elements are derived from validated job competencies and the core values of the IC 
and represent character traits that every employee, supervisor, and manager should 
develop and model in the workplace.  
Performance objectives convey WHAT is to be performed, i.e., WHAT will be 
evaluated at the end of the performance period. Performance elements convey HOW 
the employee performs all aspects of his or her job, including the aspects covered by 
performance objectives. 
At the close of the performance period, the employee is evaluated for both what was 
done and how it was done. Both the performance objectives and the performance 
elements contribute to the employee’s overall performance rating. 
All six performance elements are reviewed against the performance element 
descriptors (see Appendix A) to determine how each element should be rated.  
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Activity: Analyzing Performance Objectives 

 
Your Notes: 
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Activity: Analyzing Performance Objectives  

What You Should Know: 

Is it SMART? What needs changing? 

Job Title/Grade: Intelligence Analyst, GG-09 
Work Category: Professional 
Work Level: Entry/Developmental 
With guidance and supervision, drafts written 
intelligence products on assigned topics that meet 
division analytic standards and comply with 
production guidance. Products will reflect 
engagement with other analysts and stakeholders 
and incorporate their coordinated views.  

 

Job Title/Grade: Executive Officer, GG-13 
Work Category: Supervision/Management 
Work Level: Full Performance 
Manages the Command Executive staff office, 
including four employees. Oversees all 
administrative support for the Commanding 
General so that command/executive functions flow 
unimpeded by administrative problems. All admin 
support functions (including interactions with CG’s 
subordinate directors, command budgets, and 
public relations) are conducted in a manner that 
enhances command group operations. 
Independently creates processes and directives that 
assure high-functioning operations. 
Communications with staff activities are timely, 
clear, and appropriate to keep the command group 
well informed.  
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Activity: Analyzing Performance Objectives  

What You Should Know: 

Is it SMART? What needs changing? 

Job Title/Grade: Intelligence Production 
Specialist, GG-13 
Work Category: Professional 
Work Level: Full Performance 
Coordinate and integrate work of individuals, 
functions, or agencies into comprehensive 
intelligence product. Produce scheduled and 
unscheduled intelligence products, such as MIRs, 
baseline assessments, briefings, and other written 
products in appropriate form and written to the 
intended audience. Interact with customers to 
understand their needs and requirements, 
complying with web production process and 
Analytical Tradecraft SOP where appropriate. 
Written products are technically correct and meet 
the customers’ needs, requiring only minor, 
cosmetic changes. Establish timelines with 
supervisor and/or SME and meet deadlines. 

 

Job Title/Grade: Intelligence Analyst, GG-14  
Work Category: Professional 
Work Level: Senior 
Performs geospatial analysis using cutting edge, 
state-of-the-art analytical techniques to determine 
needs for changes in agency standards and 
specifications. Analysis covers new and unique 
situations to solve novel or obscure problems 
related to intelligence or maritime environment. 
Problems identified fit with current event 
requirements and overall mission of organization. 
Uses independent judgment. Briefings to top 
leadership are thorough, well substantiated, and 
directly link to mission enhancement.  
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Activity: Analyzing Performance Objectives  

What You Should Know: 

Is it SMART? What needs changing? 

Job Title/Grade: Intelligence Analyst, GG-14 
Work Category: Professional 
Work Level: Senior 
Complete analysis of effects of UN-imposed 
sanctions on Iraqi industrial sector and present 
results in finished and appropriately coordinated 
Intelligence Report for release to the policy-making 
community by 31 August. Product will use available 
intelligence from all relevant sources, reflect 
engagement with other analysts and stakeholders in 
subject of analysis, incorporate coordinated views 
of those other analysts and collectors through the 
IC, be presented in product style appropriate to the 
question, and will be delivered timely. 
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Lesson 3: Writing SMART Performance 
Objectives 

Writing SMART Performance Objectives  

 
Your Notes: 
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Activity: Getting Ready 

 
Your Notes: 
  



Participant Guide  Lesson 3: Writing SMART Performance Objectives 

SMART Performance Objectives  PG 51 

What You Should Know: 

Before you begin writing performance objectives, take some time to analyze your job. 
Think about its importance to the mission and the major outcomes or focus areas of 
your job that drive the mission. 
In thinking about your work, consider how often you are engaged in a particular 
activity. An example is: 

 Broad things I do at my job: 

At least  
20% of the time 

Less than  
20% of the time 

Write IIRs  
Respond to RFIs 

Create travel 
reports 

 If you find you spend 20 percent or less work time engaged in a particular activity, 
it may not be a major focus area or may not be suitable as a performance 
objective. 

 Write the major focus areas, in simple terms, before you begin developing 
performance objectives. Use these major focus areas to guide you as you build 
your objectives. 

 While capturing the major focus areas, you may also find it helpful to note some 
of the activities within the focus areas.  

 This type of job analysis will help you as you move to the final step of actually 
writing performance objectives. 

 You may find it helpful to complete this sentence before starting on your 
performance objectives: “My position contributes to the mission 
by_____________________.” Then the purpose of your job is clear and will help 
you develop performance objectives.  
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Activity: Writing Your SMART Performance Objectives  

 
Your Notes: 

Major Focus Area or Outcome to be accomplished:  
 

Measurable 
 

 

Achievable 
 

 

Relevant 
 

 

Specific 
Accomplishment 

 
 

Time-bound  
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What You Should Know: 

M-A-R-S-T 
After you’ve thought about your work and identified the major components of your 
job that drive the mission (the very reason for your job’s existence), you are ready to 
begin writing performance objectives. 

SMART is only one way to write objectives.  
There are other models and permutations of SMART, e.g., MARST. 

 You may follow the S-M-A-R-T model very rigorously, or you may shuffle the 
components, e.g., M-A-R-S-T. Stay focused on what’s really important, i.e., the 
major mission outcomes.  

 In using the MARST approach:  
 First decide what performance objective you are going to measure and then 

how you will measure it. Focus on a qualitative approach to the performance 
objective. It is pointless to write other parts of an objective and then have to 
start over because it is not measurable. Do not rush through identifying the 
measurement. 

 Next, address A. Ask whether the performance objective is achievable. Is it 
doable, appropriate for your skill and Work Level, and within your control? 
Do you have the appropriate resources to accomplish it? Is it written at the 
Successful level? Can it be exceeded? 

 Then move to R to determine if it is relevant. Does this performance objective 
support your supervisor’s objectives and reflect an element of the 
organization’s overall mission that you can identify? 

 Then comes the S. Once you have established the criteria, you can detail what 
it is that you want to accomplish. Make it as clear and specific as you can so 
that the result is not ambiguous. At the end of the year, you have to be able to 
answer the question, “Have I achieved this goal?”  

 Finally, T. Put in the timeline, milestones, and dates. 
 



Lesson 3: Writing SMART Performance Objectives Participant Guide 

PG 54  SMART Performance Objectives 

Activity: Writing Your SMART Performance Objectives  

 
Your Notes: 
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What You Should Know: 

Major Focus Area or Mission Outcome _________________. 

S Specific 

 
 
 

M Measurable 

 
 
 

A Achievable 

 
 
 

R Relevant 

 
 
 

T Time-bound 
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Activity:Writing Your SMART Performance Objectives  

What You Should Know: 

Major Focus Area or Mission Outcome _________________. 

S Specific 

 
 
 

M Measurable 

 
 
 

A Achievable 

 
 
 

R Relevant 

 
 
 

T Time-bound 
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Discussion of Performance Objectives 

 
Your Notes: 
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Lesson 4: In Review 

In Review 

 
Your Notes: 
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Key Points 

 
Your Notes: 
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What You Should Know: 

It is easy to get lost in the many pieces of information when creating performance 
objectives. Here are the key points to remember: 
Performance objectives: 

 Focus on the reason your position exists. 

 Shift the focus away from describing tasks, and instead, describe accomplishments 
and outcomes. Performance objectives are best if derived from the major 
responsibilities of your job. 

 Are the basis for determining your ratings in the DCIPS performance 
management process. 

 Allow for ongoing assessment of progress and, if necessary, reallocation of 
priorities, resources, and time. 

 Along with performance elements (work behaviors) form the basis for your 
annual performance evaluation of record. 

 Don’t forget about your performance elements.  You should be thinking about 
how you’ll report on the ‘how’ you accomplished your objectives. 

 Should be SMART to drive the performance of the organization. 
If you remember these points, you can write good SMART objectives that drive your 
performance and help you succeed in your position by ensuring a shared 
understanding of expectations. 
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Questions 

 
Your Notes: 
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Resources 

 
Your Notes: 
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Course Evaluation and Thank You! 

 

 
Your Notes: 
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SMART Objectives Workshop 
Course Evaluation 
Name (optional):  ______________________________  Component:  __________  
Instructor Name:  ______________________________  Date:  ________________  
Thank you for participating in this course. Use this form to evaluate the course you just 
completed. We will use this information to improve future course offerings. Read each 
statement below and circle the number that indicates your level of agreement. Then 
answer the following questions. Please note that “1” is if you strongly disagree and “5” is 
if you strongly agree. If you disagree with a statement, please provide additional 
comments explaining your reason. 
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1. The course gave me some good ideas about how to 
prepare to write performance objectives. 1 2 3 4 5 N/A 

2. I have a good understanding of the basic components 
and functions of the SMART model for performance 
objectives.  

1 2 3 4 5 N/A 

3. The course prepared me to write my own SMART 
performance objectives and to recognize well-
constructed performance objectives.  

1 2 3 4 5 N/A 

4. The samples were appropriate and helpful.  1 2 3 4 5 N/A 

5. The discussion about using performance objectives to 
drive mission accomplishment was helpful.  1 2 3 4 5 N/A 

6. I recognize the reason why it is important to write 
effective SMART performance objectives.  1 2 3 4 5 N/A 

7. The information covered was valuable and relevant to 
my job.  1 2 3 4 5 N/A 

8. The information covered was at the appropriate level 
of difficulty.  1 2 3 4 5 N/A 
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9. The activity (writing performance objectives)  
was relevant and useful for understanding the 
information.  

1 2 3 4 5 N/A 

10. The course was interesting and kept my attention.  1 2 3 4 5 N/A 

11. The trainer presented the material clearly and 
effectively.  1 2 3 4 5 N/A 

12. The trainer demonstrated effective interpersonal skills.  1 2 3 4 5 N/A 

13. The trainer was knowledgeable on the subject.  1 2 3 4 5 N/A 

14. I will apply to my daily work what I learned in this 
course.  1 2 3 4 5 N/A 

15. Overall, the session met my expectations.  1 2 3 4 5 N/A 

 
What was the most helpful part of the course? 
 _____________________________________________________________________  
 _____________________________________________________________________  
 _____________________________________________________________________  
What was the least helpful part of the course? 
 _____________________________________________________________________  
 _____________________________________________________________________  
 _____________________________________________________________________  
Additional comments (continue on back if needed): 
 _____________________________________________________________________  
 _____________________________________________________________________  
 _____________________________________________________________________  
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General Standards for 

Performance Objectives and Element Rating Descriptors 

from DoDI 1400.25, Volume 2011, Table 1 

Performance 
Rating  Objectives Descriptors  Element Descriptors  

Outstanding  

(5)  

The employee far exceeded expected results 
on the objective such that organizational 
goals were achieved that otherwise would 
not have been.  

At the summary level, the employee far 
exceeded expected results on all 
performance objectives such that 
organizational goals were achieved that 
otherwise would not have been.  

Such exemplary achievements serve as a role 
model for others.  

The employee consistently 
performed all key behaviors at an 
exemplary level on the element.  

At the summary level, the 
employee consistently performed 
at an exemplary level on all 
performance elements.  

The employee served as a role 
model for others. 

Excellent  

(4)  

The employee surpassed expected results in 
a substantial manner on the objective.  

At the summary level, the employee 
surpassed expected results overall and in a 
substantial manner on most of the 
objectives with an average rating within the 
“Exceptional” range in Appendix B, 
Converting Average Rating to Evaluation of 
Record, DoDI Directive 1400.25, Volume 
2011, Table 2.  

The employee demonstrated 
mastery-level performance of the 
key behaviors on the element.  

At the summary level, the 
employee demonstrated mastery-
level performance on most key 
elements with an average rating 
within the “Exceptional” range in 
Table 2.  

Successful  

(3)  

The employee achieved expected results on 
the assigned objective.  

At the summary level, the employee 
achieved expected or higher results overall 
and on most assigned objectives with an 
average rating within the “Successful” range 
in Table 2.  

The employee fully demonstrated 
effective, capable performance of 
key behaviors for the 
performance element.  

At the summary level, the 
employee demonstrated effective, 
capable performance or higher on 
key behaviors on most 
performance elements with an 
average rating within the 
“Successful” range in Table 2.  
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Performance 
Rating  Objectives Descriptors  Element Descriptors  

Minimally 
Successful  

(2)  

The employee only partially achieved 
expected results on the performance 
objective.  

At the summary level, the employee only 
partially achieved expected results for 
assigned objectives with an average rating 
within the “Minimally Successful” range in 
Table 2. 

The employee’s performance 
requires improvement on one or 
more of the key behaviors for the 
objective.  

At the summary level, the 
employee’s behavior requires 
improvement with an average 
rating that falls within the 
“Minimally Successful” range in 
Table 2. 

Unacceptable  

(1)  

The employee failed to achieve expected 
results in one or more assigned performance 
objectives.  

The employee failed to 
adequately demonstrate key 
behaviors for the performance 
element.  

At the summary level, the 
employee received a rating of 
“Unacceptable” on … 

NR The employee did not have the opportunity to 
complete the objective because it became 
obsolete due to changing mission requirements 
or because of extenuating circumstances 
beyond the control of the employee and 
supervisor (e.g., resources diverted to higher-
priority programs, employee in long-term 
training, deployed, on leave without pay).  

 

 Not used for Performance  
Elements.  
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Converting Average Rating to Evaluation of Record  

from DoDI 1400.25, Volume 2011, Table 2 
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SMART Performance Objectives  C-1 
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Suggestions for Wording SMART Performance Objectives 

Using appropriate verbs can help make performance objectives clearer. By using specific words, you 
ensure less misinterpretation by your Rating Officials. Listed below are descriptive verbs that are 
commonly associated with specific field areas and skills. These lists are not exclusive or exhaustive, 
so feel free to add your own verbs. These verbs are also useful when describing accomplishments at 
the end of the year. 

 

Field Area/Skills Examples of Associated Action Verbs 

Management/ 
Leadership Skills 

Achieve, administer, arrange, articulate, assign, attain, author, 
chair, compete, conceive, conduct, contract, convene, 
coordinate, create, delegate, design, develop, direct, earn, 
effect, employ, execute, facilitate, initiate, institute, instruct, 
intervene, invent, investigate, manage, master, model, 
organize, oversee, plan, present, preside, protect, recommend, 
regulate, represent, resolve, shape, solve, specify, supervise 

Research & Writing 
Skills 

Analyze, annotate, appraise, assess, author, brief, calculate, 
catalog, categorize, chart, code, collect, compare, compile, 
compose, compute, conduct, consolidate, contact, 
correspond, create, critique, define, derive, design, determine, 
develop, devise, diagnose, direct, discover, dispense, display, 
distribute, draft, edit, elicit, estimate, evaluate, examine, 
exhibit, expand, experiment, explore, forecast, formulate, 
identify, illustrate, inquire, inspect, interpret, interview, 
inventory, investigate, measure, model, observe, outline, 
predict, present, process, produce, publish, question, record, 
regulate, report, reproduce, research, review, revise, search, 
solicit, solve, study, summarize, survey, synthesize, test 

Teamwork & 
Interpersonal Skills 

Articulate, arrange, brief, clarify, collaborate, communicate, 
contact, convene, coordinate, delegate, elicit, employ, 
encourage, enlist, exchange, explain, facilitate, foster, 
influence, initiate, inquire, instruct, interpret, interview, 
introduce, mediate, motivate, negotiate, participate, represent, 
resolve, respond, shape, share, solicit  
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Field Area/Skills Examples of Associated Action Verbs 

Financial Skills 

Acquire, activate, administer, analyze, apply, assess, brief, 
calculate, catalog, categorize, code, compile, compute, 
conduct, define, deliver, derive, design, develop, devise, draft, 
formulate, implement, inspect, install, master, monitor, 
operate, process, program, protect, provide, publish, record, 
regulate, repair, report, reproduce, respond, search, share, 
simulate, solve, test, train, translate, tutor, update, write  

Technical Skills 

Acquire, activate, administer, analyze, apply, assess, brief, 
calculate, catalogue, categorize, channel, code, compile, 
compute, conduct, define, deliver, derive, design, develop, 
devise, draft, formulate, implement, inspect, install, master, 
monitor, operate, process, program, protect, provide, publish, 
record, regulate, repair, report, reproduce, respond, search, 
share, simulate, solve, support, test, train, translate, tutor, 
update, write 

Teaching/Training 
Skills 

Adapt, advise, assign, coach, collaborate, communicate, 
conduct, counsel, critique, demonstrate, design, develop, 
direct, educate, encourage, evaluate, examine, facilitate, guide, 
implement, inform, inquire, institute, instruct, introduce, 
investigate, judge, lecture, model, monitor, motivate, organize, 
outline, participate, perform, persuade, plan, prepare, 
prescribe, present, program, report, research, respond, review, 
revise, rewrite, schedule, teach, train, tutor 

Sales & Public 
Relations Skills  

Articulate, communicate, contact, convene, correspond, 
deliver, demonstrate, develop, dispense, display, earn, 
entertain, exhibit, expand, facilitate, formulate, increase, 
inform, introduce, inventory, locate, maintain, market, 
promote, publicize, purchase, recommend, recruit, represent, 
respond, route, schedule, shape, share, solicit, survey 

Administrative/ 
Detail Skills  

Administer, arrange, assemble, brief, catalog, categorize, code, 
collect, compile, contact, coordinate, correspond, distribute, 
edit, execute, group, identify, inventory, locate, monitor, 
regulate, respond, retrieve, schedule, summarize, update, 
verify 
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Worksheet:  Your Job’s Major Categories. 

Instructions:   

• Think about the work you will do in the performance evaluation period. 
• Begin by listing duties, tasks, and activities. Then collect tasks into clusters.   
• Finally, tie clusters together into major work categories or “Big Buckets.” 

Duties, Tasks, and Activities Clusters Major Work Categories 
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SMART Performance Objectives  F-1 
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Answer Key: Analyzing Performance Objectives 

 
Is it SMART? What needs 

changing? 

 Job Title/Grade: Intelligence Analyst, GG-09 
Work Category: Professional 
Work Level: Entry/Developmental 
With guidance and supervision (A), drafts written 
intelligence products on assigned topics (S) that 
meet division analytic standards (M) and comply 
with production guidance (M). Products will reflect 
engagement with other analysts and stakeholders 
(M) and incorporate their coordinated views.  

Needs more 
information about 
the types of 
products, 
timeframes, and 
relevance.  

 

Job Title/Grade: Executive Officer, GG-13 
Work Category: Supervision/Management 
Work Level: Full Performance 
Manages the Command Executive staff office, 
including four employees (S). Oversees all 
administrative support for the Commanding 
General so that command/executive functions flow 
unimpeded by administrative problems (M). All 
admin support functions (including interactions 
with CG’s subordinate directors, command 
budgets, and public relations) (S) are conducted in a 
manner that enhances command group operations 
(M). Independently creates processes and directives 
that assure high-functioning operations (M). 
Communications with staff activities are timely, (T) 
clear, and appropriate (M) to keep the command 
group well informed (R). 

Outcomes could be 
more specific. Tie 
outcomes to how 
they affect the 
mission. 
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Answer Key: Analyzing Performance Objectives 

 
Is it SMART? What needs 

changing? 

 Job Title Grade: Intelligence Production 
Specialist, GG-13 
Work Category: Professional 
Work Level: Full Performance 
Coordinate and integrate work of individuals, 
functions, or agencies into comprehensive 
intelligence product (S). Produce scheduled and 
unscheduled intelligence products (S) such as MIRs, 
baseline assessments, briefings, and other written 
products in appropriate form (M) written to the 
intended audience (M). Interact with customers to 
understand their needs and meet their requirements 
(S). Comply with web production process (M) and 
Analytical Tradecraft SOP where appropriate (M). 
Written products are technically correct and meet 
the customers’ needs (M), requiring only minor, 
cosmetic changes (M). Establish timelines with 
supervisor and/or SME and meet deadlines (T). 

Nothing relates this 
performance 
objective to the 
organization’s goals 
or mission.  
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Answer Key: : Analyzing Performance Objectives 

 
Is it SMART? What needs 

changing? 

 Job Title/Grade: Intelligence Analyst, GG-14  
Work Category: Professional 
Work Level: Senior 
Performs geospatial analysis (S) using cutting edge, 
state-of-the-art analytical techniques (M) to 
determine needs for changes in agency standards 
and specifications (S). Analysis covers new and 
unique situations to solve novel or obscure 
problems (M) related to intelligence or maritime 
environment (S). Problems identified fit with 
current event requirements and overall mission of 
organization (R). Uses independent judgment (M). 
Briefings to top leadership are thorough, well 
substantiated, and directly link to mission 
enhancement (R).  

 Analysis 
products could 
be specified in 
more detail. 

 Significance of 
outcomes could 
tie more closely 
to specific 
mission 
enhancements. 

 

Job Title/Grade: Intelligence Analyst, GG-14 
Work Category: Professional 
Work Level: Senior 
Complete analysis of effects of UN-imposed sanctions 
on Iraqi industrial sector (S) and present results in 
finished and appropriately coordinated Intelligence 
Report (M) for release to the policy-making 
community by 31 August (T). Product will use 
available intelligence from all relevant sources, reflect 
engagement with other analysts and stakeholders in 
subject of analysis (S), incorporate coordinated views 
of those other analysts and collectors through the IC 
(S), be presented in product style appropriate to the 
question (M), and be submitted timely (T). 

Nothing relates this 
performance 
objective to the 
organization’s goals 
or mission.  
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SMART Performance Objectives  H-1 

YOUR JOB’S MAJOR CATEGORIES. 

Instructions:   

• Think about the work you will do in the performance evaluation period. 
• Begin by listing duties, tasks, and activities. Then collect tasks into clusters.   
• Finally, tie clusters together into major work categories or “Big Buckets.” 

Duties, Tasks, and Activities Clusters Major Work Categories 
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