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At the University of West Georgia, we believe that engaged 
faculty and staff are critical to creating an environment in 

which students can succeed, inside the classroom and in life. 
That’s why we’re committed to becoming the best place to 

work, learn, and succeed. 

People, Purpose, Action
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TYPES OF PROFESSIONAL CONVERSATIONS
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 From now until we meet in February, select 3 people each week and ask them the 
connection questions. 

 Review the Standards of Practice with your teams and engage in a conversation about 
“what right looks like” for each of the performance indicators aligned to the standards.

 We looked at sample conversations for “4 – Exceeds Expectations” and a “2 – Needs 
Improvement” ratings.  
 When you are  having performance conversations aligned to the Best Place to 

Work Standards of Practice, use these two as guides for how you engage in 
conversations with your employees. 

 Select one of the performance indicators from the standards, and write what you 
would say during the conversation with an employee.  

 If needed, work with the HR team to schedule a practice session to prepare for the 
conversation that will take place during your evaluation period.

LINKAGE ASSIGNMENTS FROM DECEMBER SESSION
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Skill Level How to Coach
5 = Significantly Exceeds 
Expectations (At least 97% of the 
time the skill is hardwired.)

Recognize the person for the best practice; coach by gaining input 
on continued needs and support

4 = Exceeds Expectations (At least 
85% of the time the skill is 
hardwired.)

Recognize the person when the skill is applied; coach on identified 
areas of need to improve the skill

3 = Meets Expectations (At least 
70% of the time the skill is hardwired)

Provide continuous education; coach on identified areas of need; 
recognize the person for improved skills 

2 = Needs Improvement (About 
50% of the time the skill is hardwired)

Provide continuous education; apply practice opportunities with 
specific feedback; coach on identified areas of need; recognize the 
person for improved skills 

1 = Unsatisfactory (Less than 50% 
of the time the skill is hardwired)

Apply directed, focused and continuous education; apply practice 
opportunities with specific feedback; coach on identified areas of 
need; recognize the person for improved skills 

7

ALIGNING SKILL LEVEL TO THE TYPE OF CONVERSATION
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Standard Values Definition Sample Performance Indicators
Teamwork Collaboration 

Caring Wisdom 
Inclusiveness 
Sustainability

Collaborate and 
achieve 
common 
outcomes

• Seek input from others and value other’s 
opinions and ideas 

• Work together and not against each 
other

• Proactively work together within units 
and across units to achieve common 
goals

• Be open to feedback and input from 
others

• Consider and value perspectives 
different from your own

• Display a positive and empathetic 
attitude toward others

• Work together in a supportive manner by 
being dependable, trustworthy, & flexible

BEST PLACE TO WORK STANDARD
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5 = SIGNIFICANTLY EXCEEDS
HIGH PERFORMANCE COACHING CONVERSATION
Recognize the person for the best practice; coach by gaining input on continued needs and support: let 
the person know how valuable they are to the organization

Recognize Let them know how their level of performance represents a best practice, 
and outline an aspect of a skill they have performed well.

Value Let them know why their performance is important to the organization and 
that they are a valued team member.

Gain Input Ask them one thing they would like to improve to continue to grow and 
develop to reach their highest performance potential.

Support Reinforce that you want to retain them and ask what you can do to 
support them to continue to grow and develop.
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1 UNSATISFACTORY
LOW PERFORMANCE COACHING CONVERSATIONS
Apply directed and focused feedback with consequences for no improvement; apply practice opportunities 
with specific feedback; coach on identified areas of need; recognize the person for improved skills and 
follow through with consequences if no improvement

Direct Let them know what you have observed on a specific skill. Provide clear directions and 
defined expectations on how their performance misses the mark.

Focus Give them specific examples on what best practice looks like and ask what they observe. 
Ask them what they need to focus on to improve.

Practice Redefine the core performance area to improve and provide them with your expectations 
on what they are to do and by when.

Feedback Observe them over a period of time, jot down your observations and provide this 
feedback to them.

Reflect Ask what they have learned and how this will help them improve their performance on 
this skill.

Follow-Up If the skill improves, reinforce the improved performance and reassure them that you 
appreciate their work on this skill. If the skill does not improve over time after receiving 
support, engage in a critical conversation with them.
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CRITICAL PERFORMANCE CONVERSATIONS
Apply highly directed conversation with a performance plan for improvement potentially leading to non 
employment in the organization.  Hold this conversation in collaboration with your supervisor and Human 
Resources

D Describe Describe the low performing behavior and refer to how coaching has not helped 
them improve.

E Evaluate Evaluate how the negative behavior impacts the team.

S Show Show what needs to be done and be clear with expectations.

K Know Let them know the consequences of continued same performance and the 
consequence if no changes occur.

Follow-Up Build a plan that has well defined follow up and stick to it.
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 Continue to review the Standards of Practice with your teams and engage in a 
conversation about “what right looks like” for each of the performance indicators aligned 
to the standards.

 Review two scenarios and write the script for a level 5 and level 1 performance coaching 
conversation. 

 Review the third scenarios and use the DESK approach to write a critical conversation.

LINKAGE ASSIGNMENTS
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Part 2: Professional Coaching Conversations on Performance Skills  
Aligned to the Standards of Practice: Best Place to Work Standards 

 
Focus: Teamwork (area highlighted in yellow) 
 
Standard Definition UWG Values Sample Meaning 
Teamwork Collaborate 

and achieve 
common 
outcomes  

 

 

Collaboration  
Caring  
Wisdom  
Inclusiveness  
Sustainability  

  
 

• Seek input from others and 
value other’s opinions and 
ideas  
• Work together and not against 
each other  
• Proactively work together 
within units and across units to 
achieve common goals  
• Be open to feedback and 
input from others  
• Consider and value 
perspectives different from your 
own  
• Display a positive and 
empathetic attitude toward 
others 
• Work together in a supportive 
manner by being dependable, 
trustworthy, & flexible  

  
 

 
Sample One 
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High Performance Coaching Conversation 
 
Coach - Hello Hannah, I appreciate the opportunity to meet with you today. You are 
important to our organization because you demonstrate high levels of skill and leadership 
when working with a team. You lead by example, never asking more of others on the team 
than you do of yourself. You are consistently engaging with team members about the work 
and about them as individuals. This allows you to gain input from others to quickly identify 
problems or issues with the service in our department. You and your team present possible 
solutions ready for discussion. You get to that solution by engaging and listening to multiple 
perspectives. This gives us an opportunity to provide excellent service in our organization. 
Thank you for being such an active leader on our team.  
 
Hannah, I would like to support your continued development. What types of development 
opportunities are of interest to you? [probe, listen, probe] 
 
Response: I have become very interested in project management. 
 
Coach - Hannah – I am so glad you are interested in becoming a project manager. 
Certification as a project manager will add to your skill set and help our organization. We 
will work on moving you into the training pool in this area.  
 
Hannah, the work you do each day supports improvement of the services our team offers 
both internally and externally. You are an essential member of the team and I want to 
support you as you continue your career path.  

____________________________________________ 
 
What do you notice about this conversation? 
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Sample Two 
 

 
 
Low Performer Coaching Conversation 
 
Hello Hannah, the conversation this morning is focused on your continued inability to listen 
to the input of others and use that input to engage in conversations with your team. You 
have engaged in negative conversations at team meetings when you do not get the outcome 
you want. This is an area that has been a focus for your development over the past two 
months. As part of that process, you have observed meetings of other teams so you could 
see our “Standard of Teamwork” in action. We have had two meetings each month to 
debrief on what you have learned.  The goal was for you to take what you learned from 
your observations and reflections and apply the learning to work with your team. You were 
to openly listen to others’ input and engage in the conversation with your team by 
providing thoughtful input without a negative tone. 
 
Last week, you had a negative encounter with your team by being openly critical about the 
team by saying things in general terms, such as “our team shows favoritism to some people 
and my opinions never count.”   
 
Next week you have your final observation meeting. I would like for you to attend a 
meeting of one of our organization’s highest performing teams this Thursday afternoon and 
jot down your notes to answer these questions: 
 

• What did you notice about the weekly team meetings when people were providing 
and listening to other people’s input? 
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• How could you change the way you interact with your team to model this best 
practice?  Be specific with a time when you were negative with your team and how 
you would change your actions to discontinue the negativity.  

 
 
 
I am going to attend your team’s meetings for the next month and observe your interactions 
with your team.  We will hold a follow-up meeting to determine how you will continue to 
become a more productive team member and reduce the negativity.  
 
Follow Up Conversation at the team meeting after the observation: 
 
Yesterday I attended the weekly meeting with your team. The focus of the meeting was to 
brainstorm possible solutions to provide more timely service. As team members began to 
discuss the situation, you interrupted and offered your solution.  
 

• What effect did your actions have on the meeting? On your team? 
 
It is important for all team members to provide input and have an opportunity to voice 
their opinion. This is confirmed by our Standards of Practice, Teamwork Standard and 
particularly the indicator, “Seek input from others and value different opinions and ideas.” 
Your behavior was in opposition to the standard and indicator.  
 
I have provided you with examples of best practices and provided opportunities for you to 
practice and reflect on your actions. Little change in your actions on this skill has occurred. 
 
I expect you to show improvement at each of the meetings I observe and then to continue 
with the improvements. I will observe you in the three meetings this month and meet with 
you to provide feedback immediately following each meeting. If you do not meet the 
standard in the next 30 days, I will work with Human Resource to take corrective action.  
 

____________________________________________ 
 
What do you notice about this conversation? 
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Sample Three 
 
Focus: Accountability (area highlighted in yellow) 
 
Standard Definition UWG Values Sample Meaning 
Accountability Understand job 

roles and accept 
personal 
responsibility  

 

Achievement  
Integrity  
Sustainability  
Innovation  

 

• Complete jobs by being a good 
steward of resources  
• Do what you say you will do 
when you say you will do it  
• Own your own mistakes without 
shifting blame to others  
• Pay attention to details and all 
aspects of a task that must be 
done  
• Think about all possible 
solutions before turning issues 
over to others  
• Take responsibility for your own 
development  
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Hannah is an employee in the custodial department.  This past year you have received feedback that 
the classrooms are not cleaned every day. At the 8:00 am class time, the instructors have reported 
that the trash bins have not been emptied and the floors have dirt and footprints scattered 
throughout the building. Hannah is responsible for these two areas. You have had a level 1 
performance coaching conversation with her and she has failed to modify her behavior after agreeing 
to do so after the conversations.  You do not see any evidence that the behavior will change. You’ve 
notified your supervisor and Human Resources to prepare for a critical conversation. 
 
Describe Hannah, we have had several conversations about you not keeping the classrooms and 

buildings clean to meet our department expectations. Over the past 6 months, you 
have been expected to empty all trash bins and clean all floors in the buildings you 
are responsible for cleaning.  You have committed to doing so yet the evidence shows 
that you are not meeting this expectation. 

 
Evaluate The lack of improvement and failure of you to keep the buildings and classrooms 

clean do not provide our students with the best learning environment. Your lack of 
performance puts a negative light on our department and team.  

 
Show I am providing a very specific 30-day plan for you to follow. We have had 

conversations on how best to get this work accomplished.  Now I expect you to do so. 
 
Know You have one month to show that you will change your behavior and that you will 

continue after that time-period. If I don’t see any improvement, I will move to the 
next level of the performance plan.  

____________________________________________ 
 
What do you notice about this conversation? 
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PERFORMANCE COACHING AND CRITICAL CONVERSATIONS 
PRACTICE SCENARIOS  
 
 
Scenario 1   Level 5  
Sam works in the marketing department. He led a team to produce a student video that has received positive feedback 
from students and their families about students’ first year experiences.  He was in a meeting with 10 students and their 
families at freshman orientation. He wrote each one of them a thank you note for attending and connected the note to the 
student and something in the video.   
 
Scenario 2   Level 1  
Rachael works in the finance department. She sends monthly financial reports to the departments on time. However, the 
format of the reports is confusing and provides little help to leaders.  You provided her with that feedback and she said that 
she has a system for completing the reports and does not want to change.  She indicated that the leaders need to spend 
more time reviewing her format so that they can understand it. 
 
Scenario 3    Critical Conversation  
Rachael continues to send the reports in her preferred format. She reviewed the documents you provided and talked to two 
colleagues after you set up meetings for her. You have provided her with examples and set up appointments for her to 
meet with other colleagues who have received positive feedback. You have suggested that she find two to three other ways 
that she could display the information and share them with you so that the two of you could decide on new format. You 
have witnessed no change in her behavior and are continuing to get negative feedback from leaders. 
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