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University of the District of Columbia 

Performance Management - Supervisor Guide 
 

1. Purpose 

The University of the District of Columbia has established a systematic process to 

improve employee effectiveness by aligning the University's strategic initiatives with 

Department and individual employee performance goals.  The UDC performance 

management process and tools are used with non faculty employees to establish 

performance expectations, ensure accountability, reward good performance, and improve 

poor performance, for the purpose of ensuring that the University meets its strategic 

initiatives. 

 

 

2. Overview 

At the start of each performance cycle, critical element performance goals are established 

by supervisors for their respective non faculty employees, and are documented on a form 

called the Performance Management Record (PMR). The PMR is used at various 

times during the performance cycle to provide feedback, and track accomplishments and 

progress toward meeting goals.  The performance cycle begins on September 1 of each 

year and ends on August 31 of the following year. 

 

The PMR has five sections, each used according to the following schedule: 

Section I   – Performance Plan September 1 – September 30 

Section II  – Midpoint Review March 1  – March 31 

Section III – End-of-Year Accomplishments August 1 – August 31 

Section IV – Performance Rating August 1 – August 31 

Section V  – Individual Development Plan Throughout the performance cycle 

 

 

3. Performance Planning 

 

The first step in the annual performance cycle is to clarify responsibilities and define the 

critical elements of the job.   

 

Critical elements are the goals tied to the strategic infinitives of the department.  They 

define the methods the employee might use to accomplish their work, and may include 

quantity, quality, and cost measures, learning goals, and deadlines for accomplishing 

tasks.   
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Setting Performance Goals 

 

Setting performance goals can help supervisors and employees identify important targets. 

They also provide a means for tracking progress.  

 

Start by identifying the strategic initiatives of the department and the University.  Then 

identify projects or initiatives the employee might take on to advance the goals of the 

unit, department, and University.  

 

Begin to set goals, using “SMART Goal” criteria.  SMART goals are: 

S   =  Specific 

        M  =  Measurable 

      A   =  Attainable 

   R   =  Relevant 

         T   =  Timely 

 

Specific:  Make sure the goal specifies what needs to be done, with a timeframe for 

completion. Use action verbs like create, design, develop, implement, and produce, to 

describe what needs to be done. 

 

Example: Answer the phone within three rings. 

 

Measurable: Goals should include numeric or descriptive measures that define quantity, 

quality, cost, etc. How will you and your staff member know when the goal has been 

met? Focus on observable criteria such as quantity, quality, cycle time, and efficiency, so 

that you can measure outcomes, instead of activities.  

 

Example: Respond to requests for information within 24 hours or the next business day. 

 

Attainable: A goal should be a stretch, but it should also be within reach.  A goal that is 

too easily accomplished is taken for granted.  A goal that is believed to be impossible is 

treated as irrelevant.  A stretch toward an outcome within reach is a challenge that 

inspires creativity and initiative. 

 

Plan your steps wisely and establish a timeframe that allows you to carry out those steps. 

As you carry out the steps, you can achieve goals that may have seemed impossible when 

you started. Stretch goals motivate employees.  

 

Example: Write a strategic plan for my unit by August 30. 
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Relevant:  Goals should be aligned with the mission, strategy, and objectives of the 

department and the institution, and result in a desirable outcome.     

 

Example: Develop and implement a recruitment plan that increases the number of 

qualified candidates by ten percent. 

 

Timely:  Goals should include a start time and an end time that creates a practical sense 

of urgency. Include dates, milestones, or timeframes that translate into planning an 

orderly sequence of process steps and activities.   

 

Example: Check the fire alarms and emergency lighting in all buildings on a quarterly 

basis. 

 

 

Communicate 

Employees should be encouraged to provide input in writing to their supervisor regarding 

performance goals.  Decide how updates will communicated over time so that both 

supervisor and employee stay up to date on the progress being made.  The supervisor 

retains final authority for the content of the PMR.  

 

A non-supervisory employee’s PMR should contain 3 critical element goals and 

objectives. A supervisory employee’s PMR should contain between 3-5 critical element 

goals. 

 

Supervisors summarize performance expectations in the PMR Section I: Performance 

Plan, and discuss with each employee the critical elements of his or her position to 

ensure that responsibilities are clearly understood, and that they reflect the duties listed in 

the employee’s position description.  

 

The supervisor, the employee, and the approving manager must sign both the employee’s 

Position Description and Performance Plan at the beginning of each performance cycle.  

The supervisor signs to certify that the employee has been given a current position 

description and a copy of his/her PMR Section 1: Performance Plan.  The employee signs 

to acknowledge receipt of the position description and performance plan.  The approving 

manager, who is generally a level above the immediate supervisor, signs indicating that 

the position description and performance plan are accurate.   
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4. Monitoring Employee Performance: Ongoing Feedback and the Midpoint Review 

 

Ongoing Feedback:  Informal feedback concerning duties and tasks should be 

continuous between the supervisor and the employee for the purpose of improving 

performance.  These are the ongoing back and forth conversations between the employee 

and supervisor about solving problems and doing the work, that are essential to 

successful performance.   

 

Midpoint Review:  While informal feedback is routine and continuous, there are also 

times when formal feedback is called for.  Formal feedback is communicated from the 

supervisor to the employee in written form and explained verbally during a discussion 

with the employee.   After it is discussed and the employee has had an opportunity to 

comment, the formal feedback is added to the employee’s personnel file.  One such 

occasion is called the Midpoint Review, a formal feedback event that occurs in the 

middle of the performance cycle.   

 

The PMR Section 2: Midpoint Review is used to record the statements written by the 

supervisor to describe the employee’s accomplishments and opportunities for 

improvement at the midpoint of the performance cycle.  The descriptions of performance 

provide the basis for a formal feedback discussion between the supervisor and the 

employee.  The Midpoint Review may also include adjustments to the performance 

expectations listed in the PMR Section 1:  Performance Plan. 

 

It is essential that employees have an opportunity to provide input regarding their 

accomplishments, and progress toward meeting performance expectations.  Input is 

provided in writing by the employee to the supervisor for consideration while preparing 

the Midpoint Review. 

 

The supervisor, the employee, and the approving Manager sign the PMR Section 2 

acknowledging completion of the Midpoint Review.  

 

5. Evaluating Performance: End-of-Year Accomplishments, and Performance Ratings 

 

At the end of the performance cycle, supervisors use PMR Section 3:  End of Year 

Accomplishments Evaluation to prepare a written summary of the employee’s 

accomplishments toward meeting the performance expectations.  Employees are 

encouraged to provide their supervisors with a written summary of accomplishments for 

his or her consideration while preparing the End of Year Accomplishments Evaluation.  
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Based on the employee’s input, performance documentation collected throughout the 

performance cycle, and the supervisor’s own assessment of the employee’s effort and 

accomplishments, the supervisor assigns an overall performance rating and obtains the 

signature of the Approving Manager. The supervisor then holds a meeting with the 

employee to discuss the End of Year Accomplishments Evaluation and the overall 

Performance Rating.  During this meeting supervisors should recognize good 

performance, and take appropriate action to correct poor performance. 

 

6. Identifying and Addressing Learning Needs:  Individual Development Planning 

 

All employees have learning needs.  The most effective tool for setting and 

accomplishing learning goals is an Individual Development Plan or IDP.  The IDP is used 

to record learning/development needs and interests, including formal and informal 

training. Developmental needs may be addressed through activities such as skills training, 

making improvements to work processes, and working with a mentor. PMR Section 5: 

Individual Development Plan is used by the employee throughout the performance 

cycle to plan and keep track of learning goals and accomplishments.   

 

7.  Managing Poor Performance 

 

Any time a supervisor becomes aware that one of his or her employees is not performing 

up to expectations the supervisor should seek advice from the Employee Relations Unit 

within Human Resources to determine how to help the employee improve performance.  

Informal progress reviews can be held as often as the supervisor or the employee think 

necessary.  With the approval of the Director of Employee Relations, an informal 

progress review can become formal feedback and can initiate formal action to correct 

poor performance. 

 

During the End of Year Accomplishments Evaluation, in response to a rating of “Below 

Expectations” for any critical element goal, the supervisor in consultation with the 

Director of Employee Relations will document actions required of the employee to 

improve performance to the level of achieved expectations.   

 
During the End of Year Accomplishments Evaluation, in response to a performance 

rating of “Failed Expectations” for any of the critical elements of the position, the 

supervisor shall place the employee on a Performance Improvement Plan (PIP) in which 

the employee is given at least thirty (30) days to improve, prior to assigning a 

performance rating.   The PIP must be reviewed by the Director of Employee Relations 

prior to being issued.  A final performance rating is postponed pending the outcome of 

the Performance Improvement Plan as follows: 
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1. When a PIP has been issued following a performance rating of “Failed 

Expectations” the supervisor will evaluate the employee's performance at the end 

of the notice period and assign a final performance rating.   

 

2. If performance has improved to the level of “Achieved Expectations” no further 

action is required.   

 

3. If performance is rated “Below Expectations” the supervisor in consultation with 

the Director of Employee Relations will document further actions required of the 

employee. 

 

4. If performance is rated “Failed Expectations” the supervisor in consultation with 

the Director of Employee Relations must propose one of the following actions: 

a. Reassignment to another position at the same grade and pay, if such a position 

is available. 

b. Demotion to a lower graded position with the appropriate reduction in salary 

c. Separation from the University. 

 

5. Within five (5) workdays after the employee is assigned a rating of Failed 

Expectations the Supervisor in consultation with the Director of Employee 

Relations shall issue the employee a “Notice of Proposed Reassignment, 

Demotion, or Separation”.   

 

 

8. Employee Appeal Rights  

The employee has five (5) workdays from the date of the notice of proposed reassignment 

demotion or separation, to respond orally or in writing to the appropriate Vice President 

or Senior Administrator for the University. 

 

Within five (5) workdays of receipt of the employee’s response, the appropriate Vice 

President or Senior Administrator for the University will issue a written decision on the 

reassignment, demotion, or separation.   

 

Within five (5) workdays of receipt of the written decision of the appropriate Vice 

President or Senior Administrator for the University, the employee may appeal decisions 

on demotion and separation to the University’s Performance Action Appeals Committee 

(PAAC).  The members of the PAAC are three senior level staff appointed by the 

University President or his or her designee.  

 



 8 

 

Within five (5) workdays of the employee’s appeal, the PAAC will issue its written 

decision to the employee.  Decisions of the PAAC shall be the final agency decision. 

 

Demotions and separations approved by the Performance Action Appeals Committee 

shall be effective at the end of the next full pay period following the PAAC’s decision.   

 

During the notice, appeal, and decision period, the supervisor may, in consultation with 

the Director of Employee Relations, place the employee on administrative leave with pay.  

Such a decision will not prejudice the outcome of the employee’s appeal. 

 

 

9. Record-keeping 

 

A copy of the final written appraisal shall be provided to the employee.  

 

Within thirty (30) days after the end of the performance appraisal cycle, each supervisor 

shall send original Performance Management Records to the University’s Office of 

Human Resources.   

 

A memorandum to the Director of Employee Relations, signed by the supervisor, should 

transmit the PMR’s, with the names of employees sorted and listed according to rating.  

 

There should also be a list of postponed ratings, withheld pending completion of a 

Performance Improvement Plan (PIP).  

 

 


