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Writing Effective  

Critical Elements Using the  

SMART or MARST Formats 
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Employees are encouraged to:  

 

• Participate in the development of critical elements 

 

• Identify and record their accomplishments 

 

• Participate in interim reviews and the end-of-year 
assessments, including the self-assessment  

 

• Understand the link between their performance 
expectations, conduct, and organization mission and 
goals 

Employee’s Responsibilities 
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Rater’s Responsibilities 

• Ensure employees attend performance management 

training 

• Develop critical elements aligned to mission goals and 

objectives 

• Communicate performance expectations to employees 

and hold them accountable for achieving them 

• Provide employee feedback—at least one interim 

review 

• Foster and reward excellent performance 

• Address poor performance 

• Make meaningful performance distinctions among 

employees 
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• Be involved in the performance management process 
throughout the rating period  

 

• Ensure organizational goals are communicated to 
subordinate supervisors and employees 

 

• Ensure equitable and consistent application of, and 
compliance with, performance management requirements 
by all subordinate raters 

 

Higher Level Reviewer Responsibilities 
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• Critical elements must be linked to the mission 

• Key responsibilities must be captured as critical elements to 

define performance expectations 

• Mandatory Supervisory Critical Element 

• Critical elements must be in either the SMART or MARST 

format 

• Critical elements may be weighted 

Requirements for Critical Elements 
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• SMART is a framework for developing (and evaluating) 

Critical Elements 

Specific 

Measurable 

Aligned 

Realistic/Relevant 

Timed 

Develop Critical Elements for an  

Employee Using the SMART Format 
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• Define an observable action, behavior, or 

achievement 

• Link to a level of performance, frequency, 

percentage, or other number 

• Are specific regarding the description of the 

result (not the activities to achieve that result) 

S 

M 

A 

R 

T 

Critical Elements Are Specific 
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Provides accurate and timely advice and guidance on an 
“as needed basis” to headquarters staff and managerial 
accountants in the field – resolving normal 
issues/inquiries in 5 – 7 business days, for more complex 
situations an initial response should be given in 5 – 7 
business days and updated until resolved. Provides 
responses to questions and inquiries covering a variety of 
policies and directives that require the correct application of 
accounting principles, theories, concepts, and practices to 
financial processes to produce accurate results and meet 
legal requirements. 

Example: “Specific” Critical Element 
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• Provide a method to allow tracking, 

recording, and validation of quality of a 

specific behavior, action, or outcome 

 

• Define: 

– Quantity (how many) 

– Time (how long) 

– Quality (how good)  

– Resources (how much) 

S 

M 

A 

R 

T 

Critical Elements are “Measurable”  
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Example: “Measurable” Critical Element 

• Provides accurate and timely advice and guidance on an 
“as needed basis” to headquarters staff and managerial 
accountants in the field – resolving normal issues/inquiries 
in 5 – 7 business days, for more complex situations an 
initial response should be given in 5 – 7 business days 
and updated until resolved. Provides responses to 
questions and inquiries covering a variety of policies and 
directives that require the correct application of accounting 
principles, theories, concepts, and practices to financial 
processes to produce accurate results and meet legal 
requirements. 



13 

• Line of sight is drawn between the employee’s 
work, unit’s goal, and the organization’s mission 

 

• Objectives ensure all are working toward shared 
goals 

 

• All objectives in the organization pull in the same 
direction 

 

• Managers/supervisors need understanding of 
own objectives before they can work with 
employees to establish their own 

S 

M 

A 

R 

T 

Critical Elements Are Aligned 
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• Realistic:  Goals and objectives achievable with 

the resources and personnel available, and 

within the available time 

 

• Relevant:  Goals and objectives are important to 

the employee & organization 

 

• Responsibility must be appropriate to 

employee’s grade 

S 

M 

A 

R 

T 

Critical Elements Are  Realistic/Relevant 
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S 

M 

A 

R 

T 

• Established start and/or 
end dates are defined 

 

• Specific dates (e.g., 
March 15) are preferred 
over relative 
descriptions of time 
(e.g., 6 months) 

 

• Milestones can be 
included 

Examples: 

 

Specific Time – by 

December 10 

 

Relative to another 

event – 6 months 

after… 

 

Recurring – 

quarterly, biweekly 

Critical Elements Are Timed 
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Timed Example 

• Provides accurate and timely advice and guidance on an 

“as needed basis” to headquarters staff and managerial 

accountants in the field – resolving normal issues/inquiries 

in 5 – 7 business days, for more complex situations an 

initial response should be given in 5 – 7 business days 

and updated until resolved. Provides responses to 

questions and inquiries covering a variety of policies and 

directives that require the correct application of accounting 

principles, theories, concepts, and practices to financial 

processes to produce accurate results and meet legal 

requirements. 
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• Complete the installation of 150 new computers in the 

DOIM Office, by the second week of September   

 

• Provide a monthly progress report, with information on 

completed work and anticipated obstacles, in the last 

week of each month   

 

• Ensure that the DA Form 2062 issuing the new computer 

to the PC user is signed by the user and forwarded to the 

Property Book Officer in 2-3 workdays of signature  

Example - SMART Critical Elements 
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• Are the critical elements vague? 

 

• Can the critical elements be measured or verified? 

 

• Are the critical elements too complex or unnecessarily 
long? 

 

• Does each critical element have a timeline? 

 

• Do the critical elements emphasize appropriate aspects of 
the work? 

 

• Are there too many or too few critical elements? 

Consider These Questions When 

Reviewing the Performance Plan 



Rating Scale 

 

• 5 – Outstanding  

• 4 – Excellent 

• 3 – Fully Successful 

• 2 – Marginal  

• 1 – Unsuccessful     
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22 

Questions? 
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Critical Element Exercise with 

Handouts 

You will have 30 minutes, but no more than 45 minutes to 

independently write two critical elements. At the end of the activity, 

you should have at least written two critical elements and be 

prepared for class discussion. 



Performance Appraisal  

Application (PAA) 



Rating Cycle 

Rating Official  

reviews and  

approves the  

Performance  

Plan 

Rating Official 

reviews, approves, 

and rates the  

employee 

Rating Official 

Transfers to 

Higher Level 

Reviewer for Approval 

Rating Official 

Transfers to 

Higher Level 

Reviewer for Approval 

Employee creates 

An Interim 

Review 

Rating Official 

reviews and approves 

the Interim Review 
Employee  

creates 

a Self Assessment 

Rating Official 

documents 

communication 

to the employee 

of the rating 

Employee  

Creates  the  

Performance  

Plan 
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Tab Interface  

 Tabs guide you through the process.  The tabs are the same for 
employees, Rating Officials and Higher Level Reviewers.  Below are 
the primary tabs.  

Select this tab to create, 

update and view a 

Performance Plan 

Select this tab to input 

your job objectives

  

Select this tab to view and 

print selected portions or 

the Performance Plan Select this tab to 

approve a plan

  

Select this tab to input 

your Mission Goals

  

Select this tab to 

update or view your 

Plan Details

  



Establishing a  

Performance Plan 



28 

Establishing a  

Performance Plan - Employee 

From the Main Page the employee can create and review the Performance Plan,  

transfer a plan in progress to the Rating Official, view and print the entire 

plan after it is created and track the status of the plan.  

The  Need Help link will 

give you information on 

what is available on the 

page where you are 

located.  

To create a new Performance Plan: 

Select Choose a Plan Type 

Select National Guard (Title 32) 

Select Go 

This table includes information on the status of existing plans. 

From this screen you can view and update existing plans.  
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Plan Details-Employee  

     Begin Here   

From this page the employee can build a new plan, change the Rating Official and Higher 

Level Reviewer, copy an existing plan or return to Main Page.  
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 Plan Details –Employee 

This shows current  

employee 

information   



Plan Details-Employee 
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From this page the employee can transfer the plan to the Rating Official for review 

once it is established, track progress of the plan, change the appraisal type and 

date and change the Rating Official and/or Higher Level Reviewer. 

You can change your 

Rating Official, Higher 

Level Reviewer or both 

with one click.  

When you are done, 

select the Next button 

or the Mission Goals 

tab to build your plan.  
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Mission Goals-Employee 

This page provides information regarding your Organization’s goals and priorities. Either 

the Rating Official or the employee can provide this information. Select the Next button to 

continue.  
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Job  Objectives-Employee 

This page provides details about the status of the job objectives. The employee may add, 

update and view the job objectives. Select Add Job Objective button.  
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Job  Objectives-Employee 

On this page the employee may copy and paste from another application or type a job 

objective. When the employee is done they can Save it, Save and Add Another Job 

Objective, or Save and Return to the Job Objectives Tab. Repeat this process until all         

of  the job objectives are created. When complete select Save and Return to Job 

Objectives Tab. 

You can change the 

start date to reflect the 

period of performance 

The Job Objective Number 

auto populates  

You may copy and paste or 

type your Job Objective 
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Job  Objectives-Employee 

From this page the employee can add weights to the job objectives, update, add or 

delete a job objective. When your job objectives are complete click on the Next 

button.  
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Approvals and Acknowledgments- Employee 

This page displays information regarding the status of the Performance Plan. From 

this page the employee may complete a step if it is highlighted, transfer the plan to 

the Rating Official, track progress or return to the Main Page. Select the Transfer to 

Rating Official button to continue.  

This screen details the status of the approval and 

acknowledgment process.  
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Transferring to Rating Official 

From this page the employee will transfer the Performance Plan to the Rating Official 

for review and approval. If the employee sends it using the Transfer to Rating Official 

with Email Notification option, the text box appears in the body of an email delivered 

to his/her email. The email address must be updated in My Biz or My Workplace for 

this functionality to work.    
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Track Progress 

This page displays the status of the Performance Plan throughout the cycle.  

Select the ‘Return to 

Previous’ button to 

continue with the process 
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Approving a Performance Plan  

– Rating Official  

From the Main Page, the Rating Official can create, update and review the employee’s 

Performance Plan, transfer a plan to the employee, view and print the entire plan 

after it is created and track the status of the plan.  

To review and approve a 

performance plan:  

 

Select the employee 

plan.  

 

Select Update from the 

drop down menu. 

 

Select the Go button.  

This table includes 

information on the 

status of existing 

plans. From this 

screen you can view 

and update existing 

plans.  
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Approving a Performance Plan 

 – Rating Official  

From this page the Rating Official would begin to review the plan. Select the Next 

button to continue.    



Approving a Performance Plan 

 – Rating Official  

41 

From this page the Rating Official would review the Mission Goals. Select the Next 

button to continue.    
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Approving a Performance Plan  

– Rating Official  

From this page the Rating Official can add weights to the employee’s job 

objectives. The Rating Official can also update, add or delete a job objective. 

Select the Update button to continue.   

60 

40 
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Approving a Performance Plan 

 – Rating Official  

On this page the Rating Official may copy and paste or type a job objective. When 

the Rating Official is done he may Save it, Save and Update Another Job 

Objective, or Save and Return to the Job Objectives Tab. The process is repeated 

until all job objectives have been reviewed. Select the Save and Return to Job 

Objectives Tab to continue.  
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Approving a Performance Plan  

– Rating Official  

From the Approvals and Acknowledgments tab, using Option A, the Rating Official can 

transfer the plan to the Higher Level Reviewer for review.   



Approving a Performance Plan  

– Rating Official  
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Using Option B, the Rating Official can document Higher Level Reviewer concurrence.  The 

Rating Official completes this step once they have reviewed the plan and are ready for 

second-level review.  
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Track Progress 

This page displays the status of the Performance Plan throughout the cycle.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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From this Main Page, the Higher Level Reviewer can review the employee’s 

Performance Plan, view and print the entire plan after it is created and track the 

status of the plan. Select the Go button to continue.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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On this page the Higher Level Reviewer can review the plan details, track progress or return 

to the Main Page. Select the Next button to continue.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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On this page the Higher Level Reviewer can review the mission goals, track progress or 

return to the Main Page. Select the Next button to continue.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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From the Job Objectives Tab the Higher Level Reviewer can view the job 

objectives. Select the Next button to continue.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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The Approvals and Acknowledgments Tab displays details about the approval 

steps of the employee's Performance Plan. Select the Approve button to 

approve the plan.  



Approving a  Performance Plan  

– Higher Level Reviewer 
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Select the Yes button to Approve the Performance Plan.  



Approving a Performance Plan  

– Rating Official  

53 

From the Main Page, the Rating Official can now begin to approve the plan. Select the Go 

button to continue.   
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Approving a Performance Plan  

– Rating Official  

The Approvals and Acknowledgments Tab displays details about the approval steps of 

the employee's Performance Plan.  Select the Start button to continue.  



55 

Approving a Performance Plan  

– Rating Official  

At this point the Rating Official can document communication to the employee and 

the acknowledgment, or transfer the plan to the employee to acknowledge.  



Approving a Performance Plan  

– Rating Official  
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Select the Yes button to continue to step 4.  



Approving a Performance Plan  

– Rating Official  
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The Approvals and Acknowledgments Tab displays details about the approval steps of 

the employee's Performance Plan. Select the Start button to continue.  
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Approving a Performance Plan  

– Rating Official  

At this point the Rating Official is documenting the acknowledgment of the plan. 

Select the Save button then transfer the plan to the employee.   
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Track Progress 

This page displays the status of the Performance Plan throughout the cycle.  



Interim Review 



Interim Review- Employee 
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From this page the employee can track progress, change the Rating Official and 

Higher Level Reviewer or return to the Main Page. At this point, also notice that the 

Interim Reviews and Annual Appraisal Tabs are now available. Select the Interim 

Reviews Tab to begin the Interim Review.  



Interim Review- Employee 

62 From this page the employee can create an Interim Review by selecting the 

Create Interim Review button.  
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This is the place where the employee would input the Interim Review Self Assessment 

for each one of the job objectives.  

This is where the employee‘s Self Assessment is input.  

Interim Review- Employee 
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After the Interim Review Self Assessments have been entered for each job 

objective, click the Return to Interim Reviews Tab. 

Interim Review- Employee 
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From this page the employee transfers the Interim Review to the Rating Official for 

review and approval. If the employee sends it using the Transfer to Rating Official with 

Email Notification option, the text box appears in the body of an email delivered to 

his/her email. The email address must be updated in My Biz or My Workplace for this 

functionality to work.  

Interim Review- Employee 



Interim Review- Rating Official 
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From the Main Page the Rating Official selects Update from the drop down and 

then the Go button to begin the Interim Review process.  



67 
From the Plan Details page the Rating Official would click on the Interim 

Reviews Tab to view the Self Assessments.  

Interim Review- Rating Official 
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From this page the Rating Official can update or delete the Interim Review, transfer to the 

employee, track progress or return to the Main Page. Select the Update button to continue.  

Interim Review- Rating Official 



69 This is where the Rating Official would put in the Interim Review Assessment and 

then select the Return to Interim Reviews Tab at the top of the page.   

Interim Review- Rating Official 
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The Approvals and Acknowledgments Tab displays details about the approval steps of 

the employee's Interim Review. Select the Start button to continue.  

Interim Review- Rating Official 
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From the Approvals and Acknowledgments tab, using Option A, the Rating Official can 

transfer the plan to the Higher Level Reviewer for review.   

Interim Review- Rating Official 
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Using Option B, the Rating Official can document Higher Level Reviewer concurrence.  The 

Rating Official completes this step once they have reviewed the plan and are ready for 

second-level review.  

Interim Review- Rating Official 
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The Approvals and Acknowledgments Tab displays details about the approval steps of 

the employee's Interim Review. Select the Start button to continue.  

Interim Review- Rating Official 
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At this point the Rating Official can document communication to the employee and 

the acknowledgment, or the Rating Official can transfer it to the employee to 

acknowledge the Interim Review.  

Interim Review- Rating Official 
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The Rating Official would select Yes if they are ready to document the 

employee’s acknowledgment.  

Interim Review- Rating Official 
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The Approvals and Acknowledgments Tab displays details about the approval steps of 

the employee's Performance Plan. Select the Start button to begin.  

Interim Review- Rating Official 
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The Rating Official is documenting the employee’s acknowledgment of the Interim Review. 

Once documented, click Save to continue.  

Interim Review- Rating Official 



78 

The Rating Official selects the Return to Interim Reviews Tab button.  

Interim Review- Rating Official 
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The Rating Official selects Transfer to Employee after the Interim Review is complete.   

Interim Review- Rating Official 



Track Progress 

80 This page displays the status of the Performance Plan throughout the cycle.  



Annual Appraisal 



Annual Appraisal- Employee 
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To begin the Annual Appraisal the employee selects Update and then the Go button.  



83 The employee would then select the Annual Appraisal Tab.  

Annual Appraisal- Employee 
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This is where the employee would input their Annual Appraisal Self Assessment for each 

one of their job objectives.  

This is where the employee inputs the Self Assessment.  

Annual Appraisal- Employee 
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After completing the Self Assessment for each job objective the employee selects the 

Transfer to Rating Official button.  

Annual Appraisal- Employee 
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From this page the employee transfers the Annual Appraisal to the Rating Official for 

review and approval. If the employee transfers it using the Transfer to Rating Official 

with Email Notification option, the text box appears in the body of an email delivered 

to his/her email. The email address must be updated in My Biz or My Workplace for 

this functionality to work.  

Annual Appraisal- Employee 



Annual Appraisal- Rating Official 
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From the Main Page the Rating Official selects Update and then the Go button to 

begin reviewing the Annual Appraisal Self Assessments.  
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From the Plan Details Tab the Rating Official selects the Annual Appraisal Tab.  

Annual Appraisal- Rating Official 
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This is the location for the Rating Official to input the Annual Appraisal Assessment and 

the Job Objective Rating. Click on the Rating of Record Tab to continue.  

This is where the employee inputs the Self Assessment 

This is where the Rating Official inputs the assessment  

Annual Appraisal- Rating Official 
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From this page the Rating Official can rate the job objective. You will also see the average 

score and the Rating of Record.  From here the Rating Official will go to the Approvals and 

Acknowledgment Tab.  

Annual Appraisal- Rating Official 
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From the Approval and Acknowledgments Tab the Rating Official selects the Start button  

after the Annual Appraisal Assessments are put in for each job objective.  

Annual Appraisal- Rating Official 



92 

From the Approvals and Acknowledgments tab, using Option A, the Rating Official can 

transfer the plan to the Higher Level Reviewer for review.   

Annual Appraisal- Rating Official 
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Using Option B, the Rating Official can document Higher Level Reviewer concurrence.  The 

Rating Official completes this step once they have reviewed the plan and are ready for 

second-level review.  

Annual Appraisal- Rating Official 
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At this point the Rating Official will begin documenting communication to the 

employee and the acknowledgment of the Annual Appraisal Rating by selecting the 

Start button. 

 

Annual Appraisal- Rating Official 
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From this page the Rating Official documents the communication to the employee of the 

Annual Appraisal.  

Annual Appraisal- Rating Official 
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The Rating Official selects the Yes button to complete the Annual Appraisal.  

Annual Appraisal- Rating Official 
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The Rating Official selects the Print NG Form 430 to print the document.  

Annual Appraisal- Rating Official 



Reports and Forms  
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From this Main Page the employee, Rating Official, or Higher Level Reviewer can 

select the Reports/Forms option to begin viewing or printing selectable reports 

and forms.  
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These are the different areas of the form available to print. Until the Annual 

Appraisal is complete the Form 430 will be a working copy.  

Reports and Forms  
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In order to view or print completed appraisals, select Show Completed Plans and 

Appraisals from the Main Page. From this area you can search by Appraisal Year 

and print by selecting the printer icon.  

Reports and Forms  


