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Disclaimer 

This guide provides non-academic supervisors and managers with a systematic approach for maintaining 
employee engagement through sound coaching practices.  The narrative, descriptions, and definitions within 
this document are designed to add context between the guide and WSU support resources. 

Wayne State University Policies and Federal/State/Local Legislation 

In the event text within this document appears to be in conflict with WSU Polices & Procedures; Collective 

Bargaining Agreements; or Federal, State, or Local Legislation, the legal document ALWAYS takes 

precedence over this user guide. 

Collective Bargaining Agreements 

With regard to Wayne State University’s contractual obligations as they pertain to its various collective 
bargaining agreements, no new employee or Union rights or requirements are created by this document. 

If information contained within this guide appears to be in conflict with collective bargaining agreements for 

non-academic, represented employees, the legal document ALWAYS takes precedence over this user guide. 
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Non-Academic Coaching Guide 
COACHING CONVERSATION BEST PRACTICES WITH TOOLS, TEMPLATES AND 
JOB AIDS 

 

Introduction 

An effective performance management process can be a 
powerful tool in any organization. 

Use this guide to help you integrate performance management 
throughout your time at Wayne State University. The purpose of 
Wayne State University’s Performance Management Process is 
to: 

• Define clear expectations for performance. 

• Provide employees with adequate feedback (coaching, 
evaluating and rewarding performance). 

• Serve as a basis for modifying or changing behavior (improve productivity, improvement plans). 

• Provide an objective, documented, and supportable basis for making personnel decisions. 

• Encourage ongoing communication between managers and employees. 

 

Purpose 

This guide is designed to support WSU Supervisors, Managers and Directors throughout each step of WSU’s 
coaching and performance cycle. Throughout this guide you will find best practices and actionable items as 
well as tools, templates and job aids that support each phase of the ongoing performance management 
process. 

 

“Organizations with strong 
performance management systems 
are 41%-51% percent more likely to 

outperform their competitors.” 

Development Dimensions International (DDI) 
 Managing Performance Building Accountability 

for Organizational Success 
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For WSU-specific performance management support, contact your HR Consultant (HRC). 

Resource Portal 

Provides key WSU links and referrals for performance management 
procedures, contracts and policies. To access it: 

1. Open Blackboard at http://blackboard.wayne.edu using your 
AccessID and password. 

2. Refer to “My Organizations Plus” in the top right corner. 

3. Click on “Resource Portal”. 

 

 

 

Accelerate 

Offers a robust catalog of eResources to support supervisors, managers 
and directors - including eCourses, job aids, books and simulations. Click 
here for a list of recommended performance management resources.  

http://blackboard.wayne.edu/
https://blackboard.wayne.edu/bbcswebdav/users/ar0696/Manager%27s%20Resource%20Portal/Additional_Resources/New_Hire_Accelerate_Recommended_Resources.pdf
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Performance Planning and Expectations 
The key to success with performance management and coaching 
is the ability to set clear job expectations with your employee. 
These expectations should align with the goals and vision held by 
either the manager or department. Stated expectations serve as a 
baseline for a manager to reference when providing feedback or 
evaluating performance objectively. Expectations can come in 
many forms and be called many names – objectives, standards, 
duties, goals, tasks, responsibilities, etc. Throughout this guide, we 
will commonly refer to these many variations as the single term 
“expectations”.  

Best Practices 

• Aim to set expectations collaboratively with your 
employees and ensure they are communicated - this may 
take several one-on-one conversations or email exchanges. 

• Strive for agreement between both the supervisor and the 
employee. 

• Ensure that expectations relate to the employee’s job 
description and/or the needs of the department. 

• Use SMART tools to develop effective expectations. The 
SMART acronym is designed to help you ensure that 
expectations are:  

o Specific 

o Measurable with Measurement 

o Achievable 

o Relevant 

o Time-Oriented 

• Discuss possible barriers to achievement. 

• Identify any resources that will be needed to help the 
employee meet expectations. 

• Realize that expectations are not set in stone and can be 
adjusted throughout the performance year. However, any 
changes should be agreed upon by both the employee 
and manager.  

 

Key Performance 
Management Forms 

 

Working with a new or transferred 
employee? 

 

 

Reference these key resources: 

WSU’s Non-Rep Manual 

1.9 Probationary Period 

Probationary, Provisional & 
Qualifying Period Performance 
Review Guide  

Review Form 

 

 

Check out WaynePM, WSU’s 
electronic performance 
management system – located on 
your Employee tab in Pipeline or in 
Academica, enter WaynePM into 
Search box and hit enter. 
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What’s in it for Me? 

Evaluating performance and providing feedback will be much easier when expectations are stated clearly, 
agreed upon, and established using the best practices mentioned above. Use the following performance 
planning tools to assist you in establishing performance expectations. 

Using the Performance Planning Tools… 

SMART Expectations Worksheet and Worksheet Example 

The SMART Expectations Worksheet is a working document that can be utilized as a guide when developing 
SMART performance expectations. Provide the worksheet to your employee and have them complete each 
section. The SMART Expectations Worksheet Example is a completed worksheet for you or your employees to 
reference, as needed.  

SMART Expectations Job Aid  

This quick reference tool provides the definition for each of the SMART terms, and how they can guide the 
process of developing expectations.  
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SMART Expectations Worksheet 
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SMART Expectations Worksheet Example 
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SMART Expectations Job Aid  
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Employee Development 

“Each person’s greatest room for growth is in the areas 
of his or her greatest strength.” 

Donald O. Clifton, Author, Now Discover Your Strengths 

 

The challenges associated with the changing nature of work and 
the workplace environment is as real for Wayne State as it is 
elsewhere. Rapid change requires a skilled, knowledgeable 
workforce that is adaptive, flexible, and focused on the future. 

Staying on the cutting edge requires each of us to have an 
ongoing individual development plan. Whether it is informal or 
formal, this plan will identify specific areas for continuous 
improvement and activities that will help build new knowledge, 
skills or abilities. Development plans are highly beneficial for both 
the employee and manager. 

How to get started? Development plans are created through a 
partnership between the manager and employee using central 
resources within the University – including your HR Consultant 
(HRC) and the department of Organization and Employee 
Development (OED).  

Best Practices 

• Regularly assess strengths. 

o Compare current strengths to what may be 
needed for career success.  

• Get feedback from others. 

o Seek feedback from others on current 
performance as well as the needs of the role. 
Managers can be the first source of feedback for 
employees.  

• Set goals. 

o Stay apprised about what’s happening at Wayne 
State and the trends occurring in higher 
education. Current information helps individuals 
to set more realistic career and development 
goals. 

  

 

Development Plans 

 

Development Plans are built into 
the planning process for P&A, Staff 
Association and non-academic, 
non-represented employees 

 

OED provides a variety of 

development opportunities for you 
and your employees – including 
offerings within Training. Seminars. 
Workshops. (TSW), the Accelerate 
eLearning database and more! 
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• Take charge of development. 

o Increase self-confidence, motivation and productivity by having a greater sense of 
responsibility for managing one’s own development. 

• Incorporate a variety of learning methods. 

o Explore available resources. Research has shown that most people tend to learn from others. 
This could happen through networking in a professional association, mentoring or on-the-job 
learning. It could also occur through independent, self-study learning options or formal 
classes, webinars or conferences. Today – the choices for learning are as varied as the 
development goals themselves! 

What’s in it for Me? 

Development plans enable individuals to make the best use of their skills. This, in turn, can help advance the 
employee’s personal goals as well as those of the unit and Wayne State as a whole. Working in partnership 
with your employees to create development plans can offer a unique opportunity to better understand their 
goals and aspirations and discover additional ways to partner. As a result, it will lead to higher employee 
satisfaction and productivity. It will also aid you in providing targeted feedback and coaching - ultimately 
devising a stronger working relationship.  

Using the Employee Development Tools… 
 
Employee Development Self-Assessment and Planning Guide  
This guide can serve as a complement to WSU’s formal employee development tools. The employee should 
complete this guide based on their own performance. It is designed to enable an employee to:  

• Assess specific areas in need of development. 

• Set development goals and strategies for achieving goals. 

• Identify training and development opportunities that are available. 
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Employee Development Self-Assessment and Planning Guide  
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Ongoing Performance Management 
Coaching, Feedback & Documentation 

Ongoing performance management is most effective when 
feedback is provided as needed or desired, not just at pre-
determined or pre-scheduled intervals. Each of your employees 
will require a different and unique mix of positive reinforcement, 
correction, constructive feedback and opportunities for 
development. There are two ways to approach this topic – from a 
formal or informal coaching model. Formal coaching is a more 
strategic approach and can be used to address any phase of an 
employee’s performance. Informal coaching can be used for 
ongoing day-to-day conversations with your employee. 

Formal Coaching Model 

Looking at performance holistically helps managers to recognize 
that different conversations are needed for different employees 
and to adapt their approach accordingly. The formal coaching 
model enables managers to consider using a targeted approach to 
having a performance conversation. It is also designed to help 
address longer-term performance expectations (stretching, 
maintaining, improving or halting performance/conduct). Use this 
model to guide formal performance feedback meetings that are 
scheduled in advance. 

The following techniques can be seen in the formal coaching 
model below:  Stretch Performance, Maintain Performance, 
Improve Performance/Conduct and Halt Performance/Conduct 
Issues. 

  

 

Coaching Resources 

 

When coaching, be sure to 
reference: 

WSU policy and collective 
bargaining agreements 

 

Always consult with your HR 
Consultant prior to instituting 
disciplinary action with new or 
non-represented employees and 
Labor Relations for all non-
academic, represented employees. 
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Let’s take a look at how the formal coaching model could apply to your employees. Some of your employees 
may be high performers seeking a challenge. If so, the stretch performance approach can help you to coach 
them from “Good to Great”. Some employees may already be achieving performance goals and standards 
and you simply want to help them maintain that focus and “Reinforce” the behavior or performance. Other 
employees may not be performing at the desired level, so you may need to “Redirect” behavior or 
performance as a way to focus on improvement. Finally, some employees may need to stop a behavior as it 
relates to performance/conduct, so “Intervention” coaching is needed to halt performance/conduct. Based 
upon the different responsibilities an employee has, some may need all of these approaches. Other 
employees may be strong at some and need support with others. The key to this model is learning where and 
how to adapt.  

Informal Coaching Model 

While the formal coaching model can address all aspects of an employee’s performance, the informal 
coaching model is best suited for shorter-term, more routine types of feedback. This model shows a process 
for managers to utilize when having an informal conversation. Note that all discussions should be grounded 
in an agreed-upon performance expectation. Once the expectation has been set, this model recognizes that 
you may praise or redirect performance based upon how well the employee met the expectation. We may all 
see why redirecting performance is necessary, but why recognize positive employee contributions? Praise 
increases employee engagement! 

 
 
 

Best Practices 

• Provide feedback in a timely manner. The further the feedback is removed from the accomplishment 
or issue, the less meaningful it becomes. 

• Decide how you’ll approach the coaching conversation, i.e. formal vs. informal. 
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• Prepare for the conversation.  

• Prepare what you want to say depending on the type of conversation, i.e. formal vs. informal.  

• Avoid one-sided conversations. Ask for feedback or ideas and use active listening. 

• Praise in public - but always correct in private. 

• Be aware that there is a distinction between conduct and performance. 

• Be specific and provide documentation whenever possible. 

• Determine whether your employee will benefit more from “instructor” or “cheerleader” support.  

o A new employee with limited or developing skills but a positive demeanor may require more 
instruction than pep talks. (Instructor support) 

o A new employee with strong technical skills may require more reinforcement than actual 
instruction. (Cheerleader support) 

What’s in it for Me? 

You will have a better understanding of where each employee is in their performance and 
development/career path. This will be of great benefit when assigning work, determining cross-training 
needs, mentoring relationships, establishing partnerships and evaluating performance.  

Using the Coaching Tools… 

There are a variety of resources available to help you prepare for and conduct your coaching conversation. 
See the tools available below to enhance your coaching conversations.  

Performance vs. Behavior/Conduct Matrix 

This tool will help you decide which approach to coaching or alternate course of action you should take with 
your employee, based on the type of employee situation and the frequency at which it occurs.  

Diagnosing Performance 

This decision tree will help you walk through potential causes for successful or unsuccessful performance 
outcomes and will direct you to the appropriate type of coaching conversation (within the Formal Coaching 
Model). 

Tips for Coaching to Maintain [Reinforce] Performance Job Aid  

When having a conversation about maintaining performance, this job aid will help you consider the type of 
encouragement to provide, based on the type of employee. 
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Discussion Guidelines  

Regardless of the meeting type, all discussions should include some type of conversation focused on the 
observation of current performance/conduct and expected performance/conduct. These guidelines outline a 
five-phased approach to the coaching conversation:  

1. Brief opening 

2. Description of performance 

3. Discussion 

4. Development of ideas and next steps 

5. Closing 

Discussion Guidelines Matrix  

Each conversation will vary based upon where the employee falls within the Formal Coaching Model. This 
matrix can be used as a guide for what should be included and how the conversation can flow for stretching, 
maintaining, improving or halting performance/conduct. 

Halt Performance - Discussion Planning Worksheet  

When having a conversation with an employee about improving or halting performance/conduct, this 
template will help guide you through each step of the discussion guidelines. 
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Performance Management vs. Behavior/Conduct Matrix 
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Diagnosing Performance 
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Tips for Coaching to Maintain (Reinforce) Performance 
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Discussion Guidelines 
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Discussion Guidelines Matrix 
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Halt Performance Discussion Planning Worksheet 
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Evaluating Performance  
As a manager, you have set the expectations of performance, 
coached the employee along the way and now it is time to give an 
overall evaluation of performance. If you have worked to 
incorporate the best practices from the earlier sections of this 
guide, you will be able to provide an objective evaluation with no 
surprises to the employee. The evaluation builds off of and 
incorporates the other elements of the performance management 
process. The performance evaluation is a critical tool for ensuring 
that employees receive the information that they need to be 
successful in their role, to build their careers, and to contribute to 
the overall success of the University. When evaluating 
performance, there are two specific processes/forms to use, based 
on the type of employee you are evaluating: 

• The Annual Review process/form is used for evaluating the 
performance of your P&A, Staff Association employees and 
Custodial/Ground Supervisors. 

• The Final Assessment process/form is used for evaluating 
the performance of your Non-Academic, Non-Represented 
employees  

When evaluating performance for any employee, you are rating 
the what (performance) and the how (behavior).  

 
  

 

Key Performance 
Management Forms 

 

Be sure to reference WSU policy in 
the Non-Rep Manual, 1.13 
Performance Evaluation and non-
academic, represented collective 
bargaining agreements 

 

Click Here for Final Assessment 
Resources 
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Best Practices 

• Review employee’s self-assessment (if applicable) as well as your own documentation (notes, letters, 
files, etc.) before working on the review/assessment. 

• Be consistent when assigning rating scores. Ensure that the overall rating you select matches the 
ratings selected in the body of the evaluation (an item can only carry more weight in the overall 
rating, if it was discussed and noted in the planning document). 

• Think about the feedback you will give and questions you will ask during the meeting with your 
employee.  

• Use appropriate comments. 

• Consider factors that have affected performance both within and outside the control of the 
individual. 

• Decide on the structure of the meeting. 

• Make it “priority time”. 

• Be clear about the purpose of the meeting. 

• Encourage your employee’s participation by asking questions. 

• Listen actively. 

• Be sincere and interested. 

What’s in it for Me? 

An objective and effective evaluation helps set the stage for strong performance and employee engagement.  

Using the Performance Evaluation Tools… 

Performance Management Competency Dictionary  

Evaluations are based on a set of agreed-upon performance expectations. This tool can help you clearly 
define expectations and hold your employees accountable for them. This tool can also provide a foundation 
for employee development discussions. It includes competencies for all non-academic, non-represented 
employees as well as members of the P&A, Staff Association and Custodial/Ground Supervisors collective 
bargaining agreements. 

WaynePM Processes and Work Flows 

Many of your performance management processes will be completed in WaynePM – WSU’s electronic 
performance management system. This tool provides a quick overview of the performance management 
processes and work flows for Non-Academic, Non-Represented employees and P&A, Staff Association 
employees and Custodial/Ground Supervisors. This is especially helpful if you have employees from both 
groups!  
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Performance Evaluation Forms 

Your performance evaluations will be completed using forms within the WaynePM system. Blank samples of 
these forms are available for your reference:  

• Planning and Assessment Form for Non-Academic, Non-Represented employees 

• Annual Review Form for P&A, Staff Association employees and Custodial/Grounds Supervisors 

Rating Errors/Pitfalls to Avoid Job Aid 

Sometimes, even without realizing it, past experiences or biased feelings can prevent managers from 
providing objective rating scores for their employees. This is referred to as a rating error or pitfall. This job aid 
will help pull those subconscious biases to the surface so you can approach each performance rating 
objectively. Use this job aid to recognize various types of errors, the definition of the error and an example of 
when it can occur.  



Non-Academic Coaching Guide 

 
36  

 

Performance Management Competency Dictionary 
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WaynePM Processes and Work Flows 
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Planning and Assessment Form for Non-Academic, Non-Represented Employees 
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Planning and Assessment Form for Non-Academic, Non-Represented Employees 
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Planning Form for P&A and Staff Association Employees 
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Annual Review Form for P&A and Staff Association Employees 
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Rating Errors/Pitfalls to Avoid 
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Probationary, Provisional and Qualifying 
Performance Evaluations 
As part of performance management, it is important for new 
employees to understand the expectations of their role and 
become acclimated to the culture here at WSU.  

The Probationary Evaluation is used for employees who are new to 
Wayne State University. New is defined as either never having 
been employed by the University or someone who has been away 
from the University for more than two years. This evaluation serves 
as a benchmark to evaluate if the new employee will be a good fit 
for the role, department and University.  

The Provisional and Qualifying Evaluations serve similar purposes 
for existing WSU employees who have been hired or bumped into 
a new role. 

These interim evaluations are completed on paper, outside of the 
WaynePM system. Each of the evaluations serves a slightly 
different purpose and has different timelines or forms associated 
with the particular evaluation. The tools provided below will be 
key resources for helping you manage these evaluations. 

Best Practices 

• Ensure that you are aware of the time periods and 
processes for each group.  

• Schedule a planning meeting with new employees to 
discuss their respective probationary/provisional/qualifying 
periods and the expectations outlined on the associated 
form.  

• Be careful to adhere to deadlines for each group and 
process. Schedule all evaluation meetings up front.  

• Observe the new employee carefully during this period to 
determine if they are qualified for the role and will be a 
good fit.  

What’s in it for Me? 

• Discussing expectations and the evaluation period at the 
beginning of the employee's role helps to ensure that the 
employee has the knowledge and tools to perform to the 
best of their ability. This helps you effectively gauge 

 

Probationary, 
Provisional & 

Qualifying Forms 

 

Reference these forms for your 
Probationary, Provisional and 
Qualifying employee evaluations:  

 

 

Performance Planning and 
Development Probationary/ 

Provisional Review Form 

 

 

Wayne LEADS 

 

 

Reduction of Work Force Qualifying 
Period Progress Report Form 

Be sure to reference WSU policy in 
the Non-Rep Manual, 1.13 
Performance Evaluation and non-
academic, represented collective 
bargaining agreements 

 

Click Here for Final Assessment 
Resources 
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whether or not they will be successful within the role. This also manages the employee’s 
expectations, which will help minimize the impact of any negative feedback/outcome, should it arise.  

Using the Probationary, Provisional and Qualifying Tools… 
 
Probationary, Provisional and Qualifying Period Performance Review Guide 

The probationary, provisional and qualifying groups have different processes, timelines and forms that vary 
based on whether the employee is Non-Academic/Non-Represented, P&A or Staff Association. This guide will 
help you determine the appropriate performance review timing for your employee.  

To determine which evaluation form you need, refer to the appropriate group and employee classification 
listed below. 

Probationary Evaluations 

• P&A and Staff Association Employees 

Use the Performance Planning and Development Probationary/Provisional Review Form. This form is 
similar to the current P&A and Staff Association form used in WaynePM. It includes an evaluation 
time period, purpose and a space to indicate whether you will recommend the employee for 
continued service. Be sure to check the appropriate time frame at the beginning of the evaluation 
and the appropriate recommendation at the end of the evaluation. 

• Non-Academic, Non-Represented Employees 

Use the Wayne LEADS form (often referred to as the “Old Wayne LEADS 2013 Form”). This form is 
similar to the current Non-Rep form used in WaynePM. For new non-represented employees, a 
performance planning meeting should be held within the first 14 days of the employee's start date so 
that the evaluation can be completed at the Mid-Point and Final Point. Check the appropriate 
purpose at the beginning of the form and indicate whether or not you recommend the employee for 
continued service in the summary comment field. 

Provisional Evaluations 

• P&A and Staff Association Employees 

Use the Performance Planning and Development Probationary/Provisional Review Form. The time 
periods are different for each represented group of employees and have other key differences you 
need to note depending on transfers/laterals/promotions.  

• Non-Academic, Non-Represented Employees 

A provisional evaluation is not required for this group. However, you may still choose to complete 
one using the Wayne LEADS form (often referred to as the “Old Wayne LEADS 2013 Form”).  
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Qualifying Evaluations 

• P&A and Staff Association Employees 

Use the Reduction of Work Force Qualifying Period Progress Report Form. This form is a shorter 
version of the Probationary/Provisional Review Form, as the employee should know the job into 
which they are bumping. Note that the time period varies between the two collective bargaining 
agreements. It is extremely important that the Qualifying Evaluation be completed 10 days prior to end of 
Qualifying Period due to union notification rules. You must have done a midpoint Qualifying Evaluation for 
the Final Qualifying Evaluation to count.   

• Non-Academic, Non-Represented Employees 

There is no Qualifying Evaluation for Non-Represented Employees. 

Note: It is best to consult the Collective Bargaining Agreements regularly or contact Labor Relations for questions 
regarding all P&A or Staff Association matters.  
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Performance Planning & Development Probationary/Provisional Review Form 
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Wayne LEADS 
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RIF Qualifying Period Progress Report Form 
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Who to Contact? 

We’ve got you covered—when in doubt, call.  As a supervisor at Wayne State, you should never feel alone 
when presented with personnel issues.  With a diverse team of human resource and labor relation partners, 
help is a phone call away. 

HR Client Services 

Client Services consists of de-centralized Human Resources Regions.  Click either of the Contacts List links 
below to identify which region supports your human resource efforts and the contact information to reach 
them. 

Website:  Client Services 

Email:  See Client Services Contact List for specific region email addresses 

Phone:  See Client Services Contact List for specific region phone numbers 

Total Compensation & Wellness (TCW) 

For information regarding benefits; classification and compensation; leaves of absence and FMLA; and 
wellness, contact TCW. 

Website:  Total Compensation and Wellness 

Email:  askhr@wayne.edu 

Phone:  313.577.3000 

Labor Relations 

For employment issues with non-academic, represented employees, contact Labor Relations. 

Website:  Department of Labor Relations 

Email:  ab8614@wayne.edu 

Phone:  313.577.2081 

Organization & Employee Development (OED) 

Contact OED for training, leadership, and organizational development. 

Website:  Organization & Employee Development 

Email:  oed@wayne.edu 

Phone:  313.577.2111 

 

http://hr.wayne.edu/clientservices/index.php
http://hr.wayne.edu/clientservices/about/contact.php
http://hr.wayne.edu/clientservices/about/contact.php
http://hr.wayne.edu/tcw/index.php
mailto:askhr@wayne.edu
http://laborrelations.wayne.edu/
mailto:ab8614@wayne.edu
http://hr.wayne.edu/oed/index.php
mailto:oed@wayne.edu
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