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Purpose 

Writing useful goals requires careful thought, consideration, and time, but the extra effort can make all 

the difference for both employees and supervisors in understanding expectations and evaluating 

performance. In this workshop, you will learn about the different types of goals. You'll be introduced to 

the criteria that distinguishes a well-written goal from others. Finally, you’ll have the chance to practice 

writing SMART goals specific to you and your role at CWU. 

 

Learning Objectives 

• Recognize the elements of a well-written goal 
 

• Understand the two main types of goals 

• Compose SMART performance and development goals specific to you and your role at CWU 
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CWU Performance Review Cycle 

 
The 2017-2018 fiscal year was the first year for the ePerformance system at CWU. Based on feedback, 

due dates were modified as well as the timeframe of the Performance Review Cycle. Updates are 

reflected in the ePerformance system. For more information about Performance Management at CWU, 

see this web page: https://www.cwu.edu/hr/supervisor-resources/performance-management.   
 

Questions? Please check in with your supervisor.  

ONGOING 
CONVERSATIONS

Are goals still clear 
and relevant?

Checkpoint 1
(optional)

ONGOING 
CONVERSATIONS

Are goals still clear 
and relevant?

Checkpoint 2
(optional)

CONDUCT 
EVALUATIONS

1. Finalize Criteria 

2. Employee Self 
Evaluations 

(optional) 

3. Complete            
Manager

Evaluation

DEFINE CRITERIA

Supervisor meets 
with each direct 

report and conducts 
initial meetings to 
set expectations.

https://www.cwu.edu/hr/supervisor-resources/performance-management
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Successful performance management requires 

commitment and collaboration between employees 

and supervisors. 

 

Role of Employee 

Planning ✓ Meet with your supervisor at the beginning of the performance management 
year. Be ready to discuss your job duties and how they support CWU’s Vision 
and Mission as well as your departmental objectives.  

✓ Let your supervisor know if you are unclear about job duties or expectations.  
✓ Ask questions about what success looks like. 
✓ Read through CWU Competencies and consider how you can incorporate them 

into the way you do your job. 
 

Performance 

 

✓ Periodically throughout the year, ask your supervisor for feedback on your 
performance.  

✓ Talk to your supervisor about your progress as well as any obstacles to 
improvement. Consider solutions and share how your supervisor can help 
remove barriers to help you succeed.  

✓ Write down when you do well or receive accolades so you can make sure your 
supervisor knows about accomplishments.  

✓ Revisit your goals throughout the year to ensure they stay top-of-mind.   
 

Development ✓ Take responsibility for your own continuous performance improvement and 
development in support of CWU’s Vision to be “a model learning community 
of equity and belonging.”  

✓ Let your supervisor know if you’d like to build a skill. Consider how the new 
skill will: 

o strengthen your ability to do your job 
o benefit the team and your departmental objectives 
o support CWU’s Vision and Mission.  

 

Review ✓ Monitor your performance by asking others to tell you how you’re doing and 
by keeping notes on your progress. 

✓ Prepare for the review discussion by collecting/reviewing notes on your 
performance.  

✓ Participate in the review meeting by showing your supervisor any notes you’ve 
made about your accomplishments and by suggesting things that might help 
you during the next performance management process year. 
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Role of Supervisor 

Planning ✓ Explain to employees how they support CWU’s Vision and Mission as well as how 
they help the department attain goals. 

✓ Make sure they understand job duties and expectations.  
✓ Explain CWU competencies; what is expected from the employees and why. 
✓ Work with employees to create goals and apply a strategy to revisit them. 
✓ Let employees know they are responsible for taking an active role in managing 

and assessing performance throughout the year. 

Coaching 

 

✓ Provide frequent informal coaching.  
✓ Celebrate exemplary work when it happens.  
✓ Identify ways employees can develop and improve; work with employees to 

create development plans in support of CWU’s Vision to be a model learning 
community of equity and belonging. Ask employees for suggestions and 
encourage them to lead the plan and take an active role. 

✓ Communicate new opportunities and changes that affect employee work.   
✓ Make informal notes (perhaps on a calendar) when employees do a good job, 

follow through on development plans, or have problems doing so. Notes will 
help with checkpoints and reviews.  

✓ Keep track of praise or complaints from customers regarding employee work. 

Review  ✓ Put together saved notes about employee performance and assess performance 
based on job duties, goals, and competencies.  

✓ Ask employees for feedback on how they performed during the year. Comments 
from employees may remind supervisors of particular instances of good or poor 
performance, as well as any extenuating factors.  

✓ Complete final review in ePerformance and discuss competency ratings and 
comments with employee. 

 

 

  



Updated 12/22/2022  P a g e  | 8 

CWU Vision and Mission  

The Vision and Mission of Central Washington University already default into your Performance 

Document in MyCWU: 

 
As you are working on Goals with your supervisor, it is important to ensure that they complement CWU’s 

Vision and Mission. 

 

 
 

Department/Division Mission 
 

Your supervisor may or may not have entered your Department’s/Division’s Mission into your 
Performance Document.  
 

 
 
Regardless of whether or not your supervisor added your Department’s/Division’s Mission into your 
Performance Document, you should be mindful of them as you are working on Goals with your 
supervisor to ensure they align nicely with these as well. 
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Brainstorm Projects, Events, Activities, or Skills 
 

Projects, Events, Activities, or Skills 
 
What are some things your department/program will rely on you to lead, participate in, complete, or 
learn in the next year? Jot them down here (can be individual words, phrases, or whole sentences) 
 

1.    

2.    

3.    

4.    

5.    

 

 

What Does Success Look Like? 
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Performance goals are at the heart of the performance review process. If you and your supervisor don’t 

know what you’re expected to achieve, then how can the two of you assess if you’ve achieved it? 

 

“Bring me a rock!” 

  

“No, I meant a smaller one” “No, I meant a different color”       “No, I meant a different shape” 

 

 

 

 

 

 

Writing SMART Goals 

 

 

  

SPECIFIC

Define the goal as 
much as possible 

with no ambiguous 
language.

MEASURABLE

Can you track 
progress and 

measure outcome?

How will you know 
when goal is 

reached?

ATTAINABLE

Is the goal 
reasonable enough 

to be accomplished? 

RELEVANT

Is goal consistent 
with other goals you 
have established--

both immediate and 
long-term?

TIMELY

Your objective 
should include a 

time limit whenever 
possible. "I will 

complete this step 
by 

month/day/year."
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Examples of Well-written Performance Goals 

Ongoing Goals 

• Provide high quality customer service resulting in a 90% customer satisfaction rating on accuracy, 

timeliness and courtesy measures on an ongoing basis. 

• Provide direction, support and oversight to the call center such that 95% of calls are answered 

within 1 minute and less than 2% of calls result in complaints. 

• On an ongoing basis, reconcile the department financial reports by the 15th of every month with no 

increase in reconciliation errors. 

• On an ongoing basis, dispatch 82% of high priority calls for police, fire and medical services within 

established timeframes. 

• Resolve 90% of complaints through a collaborative process without need for formal mediation on an 

ongoing basis. 

• Conduct education, monitoring and enforcement to ensure that 98% of agricultural and pest control 

businesses are in compliance with all regulatory requirements on an ongoing basis. 

• Manage the department budget to stay within appropriations and accomplish 85% of service results 

by the end of the fiscal year. 

• Coach and support my direct reports resulting in them reporting that I provided them with clear 

expectations, meaningful feedback and fair performance evaluations by the end of the fiscal year. 

 

Special Project Goals 

• Plan and oversee the office’s relocation to the new facility such that the office and all systems are 

fully functional by September 30, 20XX. 

• By January 1, 20XX, design and pilot a new outreach strategy using social media to increase by 25% 

the usage of our programs by our clients. 

• By July 1, 20XX, develop and conduct a training program to support the transition to a new 

automated case management system with minimal effects on customer service such that all staff 

can accurately process 30 cases per day within 3 months of the training. 

• By March 20XX, develop and implement a customer service plan that results in department staff 

reporting that they are clear about expectations for excellent customer service and have the skills 

and support to perform at that level. 

• Develop a quality improvement process for the sanitary sewer system that reduces the failure rate 

to 1% by 12/31/XX. 

• Create a partnership with at least 5 local cities to deliver two compliance related training workshops 

resulting in $250,000 improvement in Net County Cost by 6/30/XX. 

• By 11/30/XX, update the employee handbook to include a searchable intranet version that 

employees find easy to use and informative. 

• Complete the Energy Watch Program to reduce countywide carbon emissions by 605 tons by the 

end of the fiscal year. 
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Examples of Well-written Development Goals 
  

• By January 1, 20XX, complete an advanced Excel training course to upgrade my skills so I can 

prepare budget reconciliation reports with an analysis of trends and variances to help keep 

expenditures within budgeted limits. 

• By June 30, 20XX, help develop and participate in cross-training for the office assistant team to learn 

procedures across all units so that all critical functions are covered during absences. 

• By September 30, 20XX, chair the planning team for my professional association’s annual conference 

to increase my communication and team leadership skills to prepare myself for greater 

management responsibilities. 

• Mentor new (position X) in their first (XX weeks/months of work) such that they are able to 

complete 75% of (task 1, task 2, and task 3) independently within (XX hours/days).  

• Develop and practice my coaching skills so my direct reports indicate that they feel more satisfied 

with their work and able to perform at a higher level and such that I achieve a 30/70 split between 

coaching and doing by June 30, 20XX. 

• Job shadow a seasoned (position X) in my department for (XX hours/days/weeks) such that I learn 

and provide coverage of (skill 1, skill 2, and skill 3) by June 30, 20XX. 

• By June 30, 20XX, complete course work and attain a CSAC credential to enhance my skills as an 

effective leader as measured by feedback from my supervisor and the accomplishment of my 

performance plan goals. 

• Interview (position X) in my department within my first (XX weeks/months of work) to learn and 

provide back-up coverage for (skill 1, skill 2, and skill 3) by May 15, 20XX. 

 

(Source: http://hr.smcgov.org/) 

 

 

 

 

 

 

 

 

 

 

http://hr.smcgov.org/how-set-smart-goals-guide-supervisors-and-employees
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More Development Ideas 

  

https://share.percipio.com/cd/_xCQVX_L7
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Practice writing SMART goals 

Recommendation: Supervisors work with direct reports to create not only performance goals but also 

development goals in support of CWU’s Vision to be a model learning community of equity and 

belonging. Assistance in CLA Online: https://share.percipio.com/cd/wo6-TjEVu  

Performance Goal 
 
What is something your department/program will rely on you to accomplish at some point in the 
future (brainstormed on pg. 9)? Try writing it as a SMART goal below. 
 
 
 
 
 

 

Performance Goal 
 
What is something your department/program will rely on you to accomplish at some point in the 
future (brainstormed on pg. 9)? Try writing it as a SMART goal below. 
 
 
 
 
 

 

Performance Goal 
 
What is something your department/program will rely on you to accomplish at some point in the 
future (brainstormed on pg. 9)? Try writing it as a SMART goal below. 
 
 
 
 
 

 

Development Goal 
 
What is a skill you will work on to further develop at some point in the future (possibly brainstormed 
on pg. 9)? Try writing it as a SMART goal below. 
 
 
 
 
 
 

https://share.percipio.com/cd/wo6-TjEVu
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ePerformance System in MyCWU 

Your supervisor may prefer to write your goals after discussing with you, or they may prefer that you 

write them, or they may suggest the two of you work together to compose your goals for the new 

Performance Cycle. Likewise, your supervisor may have a preference regarding who enters your goals 

into your Performance Document.  

 

To access your performance document, log into MyCWU and then follow this navigation: 

|Employee| tab > ePerformance folder > Current Documents > then click the link for your Performance 

Document (choosing the one for the new cycle according to the Period Begin and Period End dates) 
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Enter goals under the |Goals| tab: 

 

 

 

Supervisors may find the directions on the next page helpful in copying Goals from one employee’s 

performance document to another employee’s performance document.  
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Copying a Goal from Another Team Member’s Document 

Supervisors may find the directions below and on the following pages helpful if they:  

• want to carry forward a direct report’s goal from the previous performance cycle  

• have numerous direct reports with similar goals (may enter goals for one direct report and then 
copy to other direct reports). 

  
1. Open the document you want to update. 

 
MyCWU > |Manager| tab > ePerformance folder > Current Documents > 

Click on the name of the employee 

 

 
 
 

2. Click on Define Criteria and then on Update and Approve: 
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3. Click on the |Goals| tab and then on Add Goal. 

  

 
 
 

4. Under Add Goal, click the radio button to Copy Goal from My Team’s Documents, and then 
click Next. 

 

 
 
 

5. Click on Select next to the document you want to copy from. (See ** NOTE ** on next page.) 
 

 
 

 

** NOTE ** You may need to enter criteria in the “Filter Criteria” section to select the 
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document(s) you want to copy from. For example, if you want to copy from a 

Completed document from a previous performance cycle enter the appropriate date 

information in the Filter Criteria section, as highlighted in the screen shot below.  

 

Period Between: 11/01/2021 – 10/31/2022 

Document Status = blank  

and then click Filter. 

 

 
 
 

The document(s) should be listed with a Select button. 

 
6. Click the Select button next to the document you want to copy from. 
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7. Check the checkbox next to each goal you want to copy, and then click Copy. 

 

 
 
 

 

8. You should see the goal(s) you copied in your document. If you need to edit any details about 
the goal (i.e. Due Date, etc.), click the pencil icon to the right of the goal. 

 

  


