
PERFORMANCE MANAGEMENT PROCESS

For Full-Time Faculty, Staff, and Administrators
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GOALS & GUIDING PRINCIPLES

Philosophy and Purpose of 
Performance Management
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Goal of Performance Management at San 
Jacinto College

• Align values, College vision, and annual priorities throughout the College

• Ensure we live the College values in our professional lives

• Ensure employees are working on critical activities that accomplish the College goals 
and objectives

• Increase productivity

• Help employees improve their performance through on-going feedback

• Identify opportunities for development

• Provide differentiated compensation based on results
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Guiding Principles

The Strategic Leadership Team (SLT) established Guiding Principles 
for performance management at San Jacinto College.

PM must:
• Be aligned with the College’s values
• Provide transparent communication to employees regarding how the 

process will be executed
• Ensure that leaders will conform to a set of consistent standards 

across departments and campuses
• Support the employee in meeting performance expectations

4



Guiding Principles

• Individual Performance Plans (IPPs) will have Key Performance 
Indicators (KPIs). KPIs will be:
• Challenging yet achievable
• Measurable
• Equitably distributed among team members

• Employees with multiple leaders will have input and agreement for 
KPIs from all leaders.

• Employees will not be rated against one another; they will be rated 
on the results they achieve and their contributions.
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Guiding Principles
• Employees will be evaluated against the performance standards for their 

jobs and the performance definitions.
• Ratings are based on a combination of values, key performance indicators and job 

performance/job description
• Overall rating anchors on the performance rating; then values rating is applied

• The College will differentiate on performance. There are five (5) ratings. 
Three ratings (Notable, Valuable, Room for Improvement) an employee can 
choose from for their self-evaluation; two ratings (Exceptional and 
Unacceptable) must be supported by the leader and SLT.

• There is No Forced Distribution or Bell Curve in determining employee 
ratings.

• Every rating will be validated to ensure consistent and fair standards are 
being used across the College.
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Guiding Principles

• The process must support the One-College approach

• The process must work for ALL employees – faculty, staff, 
and administrators

• Approach must work the same for all campuses and all 
functions

• Processes and forms should be user-friendly
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OVERVIEW OF 
PERFORMANCE MANAGEMENT
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Behavioral Descriptors for Values
Value Behaviors

Integrity: Ethical and Professional
We act in ways which instill confidence and trust.

• Behaves with honesty, fairness, and responsibility towards students, colleagues, and the public, 
even when no one is looking.

• Communicates in a straightforward manner and keeps agreed upon commitments.
• Makes the right choices/decisions as to what is best for the College, including considering those 

around him or her – students, colleagues, and our community.

Excellence:  In Everything We Do
We achieve quality results in everything we do.

• Takes initiative to identify problems, investigates options, and makes recommendations for 
solutions.

• Has a “can do” attitude; consistently takes action to continuously improve work processes 
and/or get results.

• Consistently explores new way(s) to improve his or her performance and models best practices 
along the way.

Accountability: It’s Up to Us
We take responsibility for our commitments and outcomes.

• Takes ownership and accepts responsibility for his or her actions, results, and behavior.
• Uses evidence-based decision making.
• Proactively informs others when he or she needs to modify commitments.
• Demonstrates sound fiscal stewardship.

Innovation: Lead the Way
We apply our knowledge, skills, insights, and imaginations to recognize opportunities, solve problems 
and recommend new solutions.

• Improves on success by applying what was learned to the next challenge.
• Recognizes opportunities to improve services, processes, and programs and recommends 

strategic change(s).
• Demonstrates creativity and resourcefulness.
• Uses technology effectively.

Sense of Community: Caring for Those We Serve and Ourselves
We demonstrate genuine concern for the well-being of our students, our community, and ourselves.

• Demonstrates a sense of responsibility toward fellow co-workers, the College, and the 
community to ensure effective outcomes.

• Listens and attempts to understand the needs of students, employees, and stakeholders within 
our community.

• Gives students, employees, and the community the support they need.
• Provides students, employees, and the community with timely responses and solutions.

Student Success: Our Ultimate Measure
We enable students to achieve their goals.

• Supports students directly or indirectly through excellent customer service and efficient 
processes.

• Anticipates and responds to the needs of students so that we are prepared to serve and 
support them.

• Takes responsibility for creating an environment which fosters learning.
• Acts in ways that contribute to successful completion of student-centered outcomes.

Diversity: Celebrate the Differences
We celebrate the diversity of ideas and culture.

• Demonstrates an understanding of cultures and ideas other than one’s own.
• Treats all people with respect, regardless of differences among cultures, points of view, or life 

perspectives.
• Seeks diverse perspectives and opinions before making decisions or implementing changes.
• Capitalizes on the different strengths and talents of our employees, students, and community.

Collaboration: We Work Together
We work together for the benefit of the college.

• Encourages and values participation by all employees.
• Works cooperatively and collaboratively with others on campus and across the College.
• Asks for help and gives help when needed.
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Values Ratings Definitions

Values Rating Definition

Seldom Seldom demonstrates this behavior. You have not observed this 
behavior on a regular basis and it is not evident in most circumstances.

Sometimes Sometimes demonstrates this behavior. You have observed this 
behavior periodically and it may vary from circumstance to 
circumstance.

Often Often demonstrates this behavior. You have observed this behavior on 
a regular basis and it is evident consistently and in almost any 
circumstance.
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Performance Ratings Definitions
Unacceptable 
(Leadership Decision)

The employee provided Unacceptable performance because he/she:
• Did not complete the majority of his/her KPI’s. Those he/she did complete were not completed to the standard stated in the measures.
• Did not meet the basic expectations of his/her job as listed in the job description.
• Did not demonstrate professional values and work ethic that are aligned with the College’s expectations.

Room for Improvement The employee demonstrated Room for Improvement performance because he/she:
• Did not complete all of his/her KPI’s or did not complete them to the standard stated in the measures.
• Did not perform all of the tasks and responsibilities listed in his/her job description very well; he/she either did not have the skills to do the job or 

did not put much thought and effort into doing the job. The enthusiasm and passion for his/her job were not demonstrated.
• Required supervision and follow-up to get his/her job done on time.
• Sometimes did not get good results on his/her tasks. His/her supervisor, colleagues, or students might have complained about the quality or 

timeliness of his/her work.
• Did not provide reliable and dependable customer service.  He/she was not always enthusiastic and did not go out of his/her way to help students, 

colleagues, or the public.  He/she only did what was needed to get by.
Valuable The employee demonstrated Valuable performance because he/she:

• Completed all of his/her KPI’s or had a justifiable reason why it could not be completed.
• Performed all of the tasks and responsibilities listed in the job description and did it with enthusiasm and a good attitude.
• Functioned independently in completing assigned tasks and required minimal supervision to get the job done.
• Provided good and reliable customer service to students, colleagues, and the public.
• Looked for ways to improve his/her work performance by doing things such as making work processes more efficient, finding new ways to improve 

customer service, engaging in professional development so he/she could learn new job skills, or seeking feedback and then using it to make 
constructive changes.

Notable The employee demonstrated Notable performance because he/she:
• Completed all of his/her KPI’s and exceeded the stated measures for most of them or had a justifiable reason why it could not be completed.
• Did more than the tasks and responsibilities listed in his/her job description.
• Knows the job well and rarely required supervision to accomplish assigned tasks and responsibilities.
• Had almost no errors in the work he/she completed.
• Got his/her job done on time and communicated the status/completion of tasks to supervisor, colleagues, or students; no one had to follow up to 

be sure the job was completed.  Everyone knows that any job he/she does will be completed on time and to the highest possible standard.
• Consistently explored new or improved ways to maximize performance, including cost efficiencies and continuous improvement.
• Not only looked for ways to improve his/her work performance; but, in addition to achieving the expectations listed in the Valuable category, the 

employee contributed at an even higher level. Examples may include mentoring less experienced staff or faculty, sharing knowledge and 
expertise with others, sharing improvements he/she made within his/her job so that others could use these ideas in their jobs, providing strategic 
solutions to issues, being a role model for customer service, assuming interim duties, and leading special projects.

Exceptional 
(Leadership Decision)

The employee achieved outstanding results. The supervisor advocated him/her as an Exceptional contributor because he/she:
• Achieved everything listed as Notable and accomplished this while achieving outstanding results that significantly exceeded the stated standards.
• Not only functioned independently, but also provided informal leadership to colleagues and in team situations.  He/she influenced others to make 

sound decisions.
• Made strategic contributions to the College. He/she identified problems and provided solutions that affected the operations of the entire College 

or implemented processes that made the College more competitive.
• Made contributions that added to the College’s prestige at a state, regional, or national level.
• Implemented solutions that saved the College a significant amount of money or brought additional revenue to the College. (This achievement was 

outside of the expectations of his/her job or of the tasks and responsibilities stated in his/her job description.)
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Performance Management Matrix

• The matrix is 3 x 3
• Creates greater differentiation/variance
• Easily defined

• Three (3) values ratings: Seldom, Sometimes, Often

• Three (3) performance ratings: Room for Improvement, 
Valuable, Notable

• Exceptional and Unacceptable ratings are leadership 
decisions
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Performance Management Matrix

• Performance ratings reflect that an employee:
• Exceeded the expectations of his/her job (Notable)
• Did his/her job very well (Valuable)
• Did not do his/her job (Room for Improvement)

• Rating descriptors are clear and concise avoiding confusion about 
how to differentiate from one another

• Employees must provide supporting information when requesting an 
Exceptional rating
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3x3 Matrix Model
SCALE VALUE

White Exceptional
(Leadership Decision)

Blue Notable

Purple Valuable

Green Room for Improvement

Yellow Unacceptable
Exceptional

(Leadership 
Decision)

Performance 
on

Values Based 
Behavioral 

Competencies

Often

Sometimes

Seldom

Room for 
Improvement

Valuable Notable

Performance on Job Description and KPI’s
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Performance Evaluation Ratings

• Overall rating is based on three (3) dimensions
• KPIs
• Performance**
• Values

• Employees complete a self-evaluation on all three (3) dimensions

** For Faculty: Performance is based on the Job Description
(70% Teaching, 15% Professional Development, 15% Service to College)
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Calculating the Overall Rating

• Leader Evaluation = 75%

• Employee Self-Evaluation = 25%

Rating anchors on performance first (job description and KPIs) and 
then values
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Performance Evaluation Rating

Overall Rating on Performance (KPIs and Job Description)
+ Overall Rating on Eight (8) Values
= Final Rating

• Valuable rating is a very good rating 
Does Not = C Grade

• Comments support the ratings for values and performance
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THE PERFORMANCE MANAGEMENT PROCESS
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1. Individual Performance Plan (IPP) development
2. Mid-Year Review
3. End of Year Evaluation

• Employee Self-Evaluation
• Leader Evaluation

4. Validation
5. Secondary Review, if applicable
6. Performance Improvement Plan 

(PIP), if applicable

PM Process

PM
Process 

Starts 
with IPP

Mid-Year 
Progress

End-of-
Year 

Progress

Annual 
Performance 

Evaluation

Validation 
Meetings

Secondary
Review, if
applicable

Performance 
Improvement 
Plan (PIP), if 
applicable
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Individual Performance Plan (IPP) 
Development
Purpose: To align activities of all employees with the 

Annual Priorities approved by the Board

• Each employee typically writes ~ 3-8 Key Performance Indicators 
(KPIs) with measures

• Align with annual priorities; not the job description

• Occurs in the August/September timeframe
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Mid-Year Feedback and Review
• The purpose of the Mid-Year Feedback and Review is to give 

employees on-going, face-to-face feedback about their 
achievements regarding:
• KPIs
• Job description essential functions
• Values

• Progress regarding the KPI is updated on the IPP in Cornerstone

• No surprises at end of year evaluation

• Occurs in December/January timeframe for faculty; 
January/February timeframe for staff & administrators

• Performance Improvement Plans implemented, if applicable
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End of Year Evaluation

Think “What and How” in Writing the Evaluation

• What the employee accomplished
• Job Description
• KPIs

• How the employee accomplished his/her job and KPIs; these are the 
values
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End of Year Evaluation

Writing Balanced Performance Evaluations

• The starting point is a “Valuable” rating
• The assumption is every employee provides “Valuable” contributions and 

comments will clearly support any other rating

• No surprises regarding a “Room for Improvement” or “Unacceptable” 
rating
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End of Year Evaluation

Writing Balanced Performance Evaluations

• Current leader should gather input from previous leader, if applicable

• Provide balanced comments; no employee is all good or all bad

• Base evaluation on achievements, actions, and behaviors in the 
current evaluation cycle
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End of Year Evaluation
Supporting Rating Comments

Values
• Do not restate the value; give specific examples of How the value was 

demonstrated

Performance
• Valuable rating:

• Give specific examples of What was accomplished and achieved regarding the 
job description and KPIs

• State the results or impact of these accomplishments

• Above or below Valuable rating:
• Give examples of where the employee exceeded the expectations of the job 

description or did not meet the expectations
• Give examples of where the employee achieved more than the stated KPI or did 

not achieve the KPI and explain why it could not be achieved
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One 
College 

Validation

Academic

Technical

Health 
Sciences

Staff and 
Admin.

Validation
One College Approach
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• Faculty (by discipline)

• Staff (by department)

• Administrators (by SLT member)

Cross Campus Validation

One 
College 

Validation

Academic

Technical

Health 
Sciences

Staff and 
Admin.
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The Validation Process
• Every employee performance rating is validated

• Validation Meetings: Two-level process
• Respective Provost and/or SLT member holds a validation meeting
• SLT Validation Meeting

• SLT reviews and approves Unacceptable, Room for Improvement, 
and Exceptional ratings

• Human Resources supports and attends all validation meetings to 
ensure consistency

• If the employee’s rating changes because of validation, the leader 
will make the appropriate comments in Cornerstone
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Performance Review and Evaluation 
Feedback

• The leader schedules a meeting with the employee after SLT 
validation has occurred and the evaluations are released back to the 
leader

• The feedback discussion should take approximately 30-60 minutes

• Performance evaluation ratings are not released to employees 
through Cornerstone until after face-to-face discussions have 
occurred
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Performance Improvement Plan (PIP)
(if applicable)

• Leaders are committed to support the employee in achieving 
acceptable levels of performance

• PIP is a tool to help employees improve; it is NOT corrective action

• PIP is discussed as part of the evaluation feedback discussion

• The PIP is an iterative and interactive process with the employee
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Performance Improvement Plan (PIP)
(if applicable)

Components of a PIP:

• Specific performance deficiencies and expected behaviors
• Leader’s action plan to help the employee

• Employee’s action plan to meet requirements

• Review period

• Due date

• Follow-up progress summaries
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A Secondary Review ensures employees are fairly evaluated.

• The review allows employees to:
• Advocate for themselves
• Clarify their contributions to the College
• Engage in a dialog with the validation team

• The Secondary Review of Validated Performance Rating Guideline 
specifies the procedures for reviewing a validated performance 
rating

• This is the exclusive means of requesting a review of the validated 
performance rating

• The review guideline applies to full-time employees including: 
Faculty, Staff, and Administrators

Purpose of Secondary Review
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• 10 working days to express concern about final validated 
performance rating

• 10 working days for leader to respond to the employee after 
receiving request

• Respective validation team to include Campus Provosts or 
respective Vice Chancellor convenes for secondary review

• 10 working days to notify the employee of determination

Process Timeline for Secondary 
Review
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Process for Secondary Review of Validated 
Performance Rating

Employee with 
Respective 

Validation Team

Outcome

Leader Emails 
Employee 
Closing out 

Concern

Employee
Confirms with an

Email 
Acknowledgment

Employee 
Meets with 

Leader

Concern 
Settled?

Yes 

No

Outcome 
Communicated 

to Employee

End10
Days

End

Employee 
Concern

10 Days

10 Days
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All Performance Management actions occur in the Cornerstone 
performance management system

• Individual Performance Plan (IPP) development

• Mid-year feedback and review

• End of year evaluation

Cornerstone System
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LEADERSHIP COMPETENCIES
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Leadership Competencies

• SLT philosophy on leadership
• Need to begin building leadership capacity now
• Employees are expecting more of their leaders
• Need to hold leaders accountable for demonstrating leadership 

competency

• SLT worked with the Leadership Development function to develop 
leadership competencies
• Competency based leadership training is being provided
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Leadership Competencies

The SLT reviews and identifies key competencies critical to 
leadership success. These competencies are identified to 
ensure we grow leadership capacity, and to achieve 
College priorities, strategies, operations and student 
success.
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Competencies and Performance 
Management

• Leadership competencies apply to any leader who has full-time 
direct reports

• Leaders will be required to document how they achieved these 
competencies in the performance self-evaluation

• Competencies will be considered and discussed as part of the 
leader’s validation
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Performance Management is:

• A One-College initiative
• Designed to help the College achieve its vision, mission, strategic 

goals, and annual priorities

• Used as a feedback and talent development tool

Performance Management Overview 
Summary
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