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Performance Evaluation Supervisor Guidance 

Evaluation Period: January 1 – December 31 
Evaluation Completion Date: by March 31 
___________________________________________________________________
Performance Ratings

EXCEPTIONAL

Definition/Indicators 
· Extremely High Impact: Contributes at a level that significantly elevates the reputation, operations, or outcomes not only within their own unit but across the college/unit.
· Example: Plays a pivotal role in furthering student success initiatives (e.g., retention, graduation, etc.). 
· Leadership and Influence: Demonstrates thought leadership or innovation that shapes best practices within the field or unit. Consistently mentors or trains colleagues, to raise overall performance.
· Sustained Excellence: Maintains exemplary work quality, reliability, and professionalism throughout the evaluation period—far surpassing typical job requirements.
· Peer and Stakeholder Recognition: Frequently sought out for guidance by stakeholders outside the unit, outside the college, and even external partners, showcasing a clear and lasting impact beyond their immediate role.
Notes on Rarity
· The Exceptional rating is intended for truly outstanding performers who operate in the top tier (e.g., top 1–5%) of employees across the entire college.
· This rating should be awarded sparingly, signifying performance that is not only above and beyond but transformative and impactful to the college or unit (i.e. department or school) as a whole.
· Supervisors will need to provide evidence to the dean that an employee’s contributions align with this standard. 
How to Differentiate Exceptional from Exceeds
· Exceeds Performance: Still above average, often exceeding expectations within the employee’s department or team. Employees who “Exceed” routinely deliver high-quality work and collaborate effectively, but their impact may not necessarily shift strategies, policies, or performance across the entire college.
· Exceptional Performance: Operates at a level that moves the needle for the college in a noticeable, enduring way—often transforming practices, policies, or reputational standing on a broad scale.
Supervisor Guidance  
· Documentation:
· Provide specific evidence (quantitative or qualitative) illustrating how the standard is met on multiple indicators.
· Cite examples such as innovative programs, research breakthroughs, major leadership roles, or high-profile projects that brought widespread recognition.
· Recognition and Rewards:
· Coordinate with college leadership to explore formal awards, public commendations, or professional development pathways that match the employee’s impact level.
· Encourage participation in high-visibility roles, committees, or conferences to further leverage and showcase their exceptional talents.
· Professional Growth:
· Provide stretch opportunities that allow this individual to continue pushing boundaries—e.g., steering major college-wide initiatives or mentoring emerging leaders.
· Ongoing Support:
· Maintain close engagement to ensure the employee remains challenged and supported. Recognize that exceptionally high performers may need varied, stimulating projects to stay engaged and continue adding value.
_____________________________________________________________________________________

STRONG/EXCEEDS

Definition/Indicators
· Frequently goes above and beyond normal job requirements, delivering high-quality and timely work.
· Collaborates effectively with others, often enhancing group productivity and results.
· Demonstrates professionalism, reliability, and initiative on a consistent basis.
· Example: Proactively coordinates with teammates, provides helpful input in team meetings, and finishes assignments with minimal errors.
Supervisor Guidance
· Documentation: 
· Note specific instances where the employee exceeded typical expectations.
· Recognition: 
· Provide positive feedback publicly and privately. They may be a candidate for special projects or committee work that broadens their skill set.
· Development:
· Offer stretch assignments that can potentially move them toward an Exceptional Performance category.
· Encourage them to mentor or coach others in areas where they excel.
· Goal Setting: 
· Challenge them to maintain or increase their performance by including at least one “above-and-beyond” goal in the coming evaluation period.
_____________________________________________________________________________________

MEETS

Definition/Indicators
· Meets the essential requirements and standards of the job—completes assigned tasks with acceptable quality and timeliness.
· May not proactively seek additional responsibilities beyond the core role.
· Example: Participates in workgroups or discussions but does not volunteer to lead initiatives or projects.
· Maintains adequate communication and professionalism.
Supervisor Guidance
· Documentation:
· Provide clear evidence that the employee has met expectations. Include both success and any areas for improvement.
· Positive Acknowledgment: 
· Reinforce that “Meeting Expectations” is not negative; it means they are meeting job standards.
· Development:
· Work with the employee to identify areas of interest for skill enhancement or additional responsibilities that could lead them to a higher rating.
· Provide training or mentoring options to encourage growth without overwhelming them.
· Monitoring/Goal Setting: 
· Keep an eye on performance to ensure they don’t slip into “Needs Improvement,” and encourage open communication about challenges or barriers. Try to set goals that the employee can reasonably accomplish to maintain Meets or achieve a higher rating.
_____________________________________________________________________________________

NEEDS IMPROVEMENT

Definition/Indicators
· Requires frequent support, supervision, or rework to meet basic job expectations.
· Exhibits behaviors or performance issues that have a negative or disruptive impact on team productivity or morale.
· Example: Misses deadlines, has inconsistent attendance, or struggles with quality control, leading to extra work for others.
· May or may not fulfill essential tasks; underperforms, requires remedial measures, or requires closer supervision.
Supervisor Guidance
· Documentation: 
· Thoroughly outline the specific performance gaps, citing dates, missed deadlines, or examples of substandard work.
· Action Plan:
· Provide detailed, time-bound performance objectives to help them understand expectations.
· Specify the frequency and form of additional supervision or check-ins needed.
· Development:
· Identify training or coaching opportunities that address skill gaps.
· Clear Outcomes: 
· Ensure the employee understands that continued performance at this level may lead to formal performance improvement plan or further action steps if not resolved.
· Frequent Check-Ins: 
· Schedule regular 1:1 meetings to review progress, offer feedback, and document improvements or ongoing issues.
_____________________________________________________________________________________




DOES NOT MEET 

Definition/Indicators
· Fails to meet critical job requirements consistently, even after interventions such as coaching, “Needs Improvement” ratings, or performance improvement plan.
· Has a persistently negative impact on team productivity and morale.
· Typically, an employee at this level has been previously rated “Needs Improvement” without sufficient progress.
Supervisor Guidance
· Documentation: 
· Provide comprehensive details of the performance shortfalls, along with records of prior coaching, warnings, or performance improvement plan steps taken.
· Performance Improvement Plan:
· Ensure a performance improvement plan is on file with the UHR Strategic Partner if not already. The plan should contain specific targets and timelines for immediate improvement.
· Identify Potential Next Steps:
· If the employee fails to show improvement under the improvement plan; supervisors may need to initiate procedures leading to termination, in accordance with HR policies.
· Consult HR: 
· Collaborate closely with HR to manage legal/compliance aspects and maintain fairness in all proceedings.
_____________________________________________________________________________________

ADDITIONAL TIPS FOR SUPERVISORS
· Be Specific: Use concrete examples, metrics, and dates.
· Be Timely: Provide feedback throughout the year, not just at evaluation time.
· Be Fair: Align ratings with the definitions consistently across the team/unit.
· Be Supportive: Even when performance is lacking, clear guidance and practical support can help employees improve.
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