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As shown in the slide above, individual performance plans are designed to directly 
support the Governor’s priorities for the State of Tennessee. Strategic and/or 
operational goals are developed in each agency, all of which support and directly relate 
to the overall state priorities. Work outcomes should be written so that individual 
performance plans align with the accomplishment of the overall agency’s 
strategic/operational goals or the Governor’s priorities for the state. 
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Individual performance plans are part of the overall performance management process 
and the first procedural step.  S.M.A.R.T. is the formula which guides the development 
of work outcome statements. Steps of that process are designed to foster ongoing 
dialogue between the employee and the rater.  During the initial discussion, work 
outcomes written using the S.M.A.R.T. formula are developed and integrated in an 
overall plan for the employee.  
 
Interim reviews are used to review progress and discuss the employee’s current 
performance.  The annual performance review provides the opportunity to rate the 
employee’s success in achieving standards of performance set in the individual 
performance plan.  
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Individual performance plans are not the same as a job description. Performance plans 
relate directly to specific work outcomes established for an individual employee in their 
specific position. Job descriptions are more broad, reflecting all possible assignments 
that make up a job class. Job specifications include knowledge, skills, abilities and 
competencies relevant to the class, special qualifications, and descriptions of general 
duties common to that job class.   
 
While individual performance plans define the expected standards of performance, 
general employee performance and behavior issues may be addressed through other 
means, such as coaching.  In some instances, it may be necessary for a supervisor to 
administer discipline. 
 
Individual performance plans should include 4-6 work outcomes that are critical to 
successful performance of the job.  Work outcomes must be achievable for the 
employee.  The S.M.A.R.T. process is fully endorsed by the executive leadership of the 
state and incorporated into state statutes.  
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Note that old performance plans often contained work outcomes driven by policy, 
behavioral or disciplinary issues. These might include things like standards of dress, 
compliance with time reporting, etc. Performance planning should be restricted to 
work outcomes that relate directly to the strategic and/or operational goals of the 
agency or the Governor’s priorities. Work outcomes not related to this should be 
removed. Any issues that arise and are policy or conduct related should be dealt with 
through coaching or other relevant processes. 
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When preparing an individual performance plan, work outcomes should be selected 
which relate directly to the expected standards of performance for the employee.   
Each of the critical work outcomes may be supported by action steps which identify 
potential or key actions necessary to accomplish the work outcomes. Remember that 
work outcomes must be written using the S.M.A.R.T. (Specific, Measureable, 
Achievable, Relevant, Time Sensitive) Formula. 
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Specific means that an observable action, behavior, or achievement is described.  A 
work outcome should describe the specific work of the employee.  In being specific, a 
work outcome should give someone unfamiliar with the position an idea of what the 
employee’s work entails.  Work outcomes are not generic. They must describe a 
specific work outcome or action which clearly and fully describe what must be 
accomplished.  The red X denotes a work outcome that is not written specific.  The 
green check indicates a work outcome that is specific. 
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Listed above are questions that one can ask to determine if the work outcome is indeed 
specific. 
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A work outcome must be measurable so that the degree of progress can be 
determined. It is important to have measures that will encourage and motivate and will 
allow one to determine when the work outcome has been achieved or not.  The red X 
denotes a work outcome that is not measurable.  The green check indicates a work 
outcome that is measurable. 
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Above are questions to consider when determining if a work outcome is measurable. 
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Tools for measurement are not limited by reports or discussions.  Statistical reports, 
measurements of output based on quantities produced, or any other number of means 
may be used to measure success. The key element is that a measurement directly 
determines the degree of success in completing a work outcome.   
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The work outcome must be capable of being accomplished based on the skills, 
knowledge and resources available. The performance measure may be challenging, but 
not so much so as to cause frustration. All measures should be written to the mid-point 
of the rating scale, meaning measures should be achievable at the level it takes to be 
fully successful in the position.  The red X denotes a work outcome that is not 
achievable.  The green check indicates an achievable work outcome. 
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Above are questions that one may ask to determine if the work outcome is achievable. 

18 



Work outcomes not directly related to the employee’s specific job function should not 
be included.   The red X is an indication of a work outcome that is not relevant.  Please 
note that relevance is determined by examining the key responsibilities of the job and 
checking for alignment with the agency’s strategic and operational goals. 
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Above are questions that one may ask to determine if the work outcome is achievable. 
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Work outcomes should have a begin date and an end date.  Please note that the begin 
date for a work outcome can be the actual start of the performance management 
cycle.  Work outcomes may also have a specified begin date that starts later in the 
performance management cycle.  Check points for review may also be included. Agreed 
timeframes create the necessary urgency and prompt action.  The red X is an example 
of a work outcome that does not meet the time sensitive criteria.  The green check is 
an example of a work outcome that is time sensitive. 
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Above are questions to help determine if a work outcome meets the time sensitive 
criteria. 
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The S.M.A.R.T Formula Planning Tool is a resource that you can print off to use to assist 
you in writing work outcomes and action steps for the individual performance plan.  It 
provides a snapshot of each component of the S.M.A.R.T. acronym. 
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One suggested solution follows each example. Suggested solutions do not represent 
the only answer. 
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