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UCB Old Program vs. Achieve 
Together Program

Outmoded (Past Performance Management) Evolved (Achieve Together Check-ins Program)

Performance appraisals and goal-setting conducted 
once-per year

Check-ins conducted every 4 months; regular goal 
and expectation setting occurs though an open, 
collaborative process 

Feedback collected by manager at the end of the 
year 

Feedback exchanged and incorporated into ongoing 
check-ins

Goals focused on individual achievement Individual goals tied to organizational, departmental, 
and group priorities

Evaluations focused on goals Check-ins focused on goals, job mastery, 
inclusion/belonging, collaboration, and innovation

Managers focused on evaluating performance Managers focused on coaching and developing 
people

Process disjointed, administratively burdensome and 
not best value/use of time

Process is aligned with day-to-day work, agile, and 
ongoing

Performance program not aligned with merit cycle. 
Retroactive merit payments.

During years in which merit funding is available-
Performance program aligned with merit cycle. 
Merit rewards paid on time! Not retroactive.



Check-in Period Schedule
Check-in 

Period Name
Timeframe 

Covered
Hold Check-in Conversation

During 1on1 Between
Documentation 

Due Date

Spring/Summer Apr 1 - Jul 31 Aug 1 -Sept 15 Sept 15*

Fall Aug 1 - Nov 30 Dec 1 – Jan 15 Jan 15*

Winter Dec 1 - Mar 31 April 1 - May 31 May 31*
*or next business day



• Collaboration: Enhances individual work by soliciting contributions from
others and enhances others’ work by contributing to their success to more
effectively meet unit goals.

• Goal Accomplishment: Achieves individual goals that contribute to unit
priorities.

• Inclusion & Belonging: Demonstrates respect for people and their
differences, regardless of race, ethnicity, class, gender identity and
expression, sexual orientation, socioeconomic status, ability, country of
origin, cultural, political, religious, or other affiliations. Understands the
benefits of a diverse workforce, is trusted and respected by others, includes
and welcomes others, and works to understand the perspective of others.

• Innovation: Uses knowledge, skills, and professional experience to seek
efficiencies and improve work outcomes.

• Job Mastery: Demonstrates the knowledge, skills, and abilities that result in
high performance and contributions within the scope of the employee’s job
description.

Performance Achievement Criteria



Achievement Criteria Quick Guide

https://hr.berkeley.edu/performance/achieve-together

https://hr.berkeley.edu/performance/achieve-together


• To determine the Performance Levels, managers will refer to notes from
check-in conversations, compare them to the behaviors for that particular
criteria and identify a Performance Level that aligns most closely with
performance within the overall evaluation timeline (April 1-March 31).

• Managers will assess the level attained across each of the five criteria (e.g.,
Job Mastery = Well Done, Goal Accomplishment = Well Done, Inclusion &
Belonging = Stand Out, Collaboration = Stand Out, Innovation = Well Done)
to determine an overall Performance Level, considering overall performance
contributions and documentation from three check-in conversations.

• If an employee gets a Needs Attention for any one of the four criteria they
are not eligible to receive an overall Performance Level of Stand Out.

• Those with an overall Performance Level of Needs Attention are not eligible
for merit increases (when merit funding is available).

Determining Performance Levels



Examples of Overall Performance 
Levels

Employee Resource



1 Overall Official Performance Level within the Performance Cycle
Apr 1-Mar 31

Informing the Overall 
Performance Level

• Overall performance levels
• Each performance indicator is weighted equally
• Overall "needs attention" = no merit (when

funding is available)
• Determining range within an overall level

Needs Attention | Well Done | Stand Out

Employee Resource



• Ongoing 1on1 conversations between managers
and employees
o Goals, expectations, plans of action, support for

improvement
• Occur as part of 1on1 mtgs
• Documented every 4 months
• Simple, lightweight, flexible

Check-In Conversations



1. What goals did you accomplish this period? In what ways does your work
connect to our overall strategy and/or mission? (Goal Accomplishment &
Job Mastery)

2. What do you like best about your work? (Goal Accomplishment)
3. How have you supported others' work and/or collaborated with others

on your work this period? (Collaboration)
4. How have you innovated to seek efficiencies or improve work outcomes?

(Innovation)
5. How have you fostered diversity, equity, inclusion and/or belonging on

our team and campus? (Collaboration & Inclusion)
6. What can I do as your supervisor to better support your success? What

additional knowledge, resources, or tools are needed to successfully do
your job? (Development Planning & Manager Support)

Guided Questions that Map to 
the Achievement Criteria



Before the Check-in 
Conversation

Manager Direct Report

Before

1) Plan how you will apply coaching
skills to check-in meeting,
especially how to help your direct
report talk about their performance,
to listen-in to an individual's work
experience, and to help them be
successful.

2) Review the Achievement Criteria to
consider current and future states
of work, and what you can do to
support your direct report's
acquisition of knowledge, skills, and
support to be successful.

1) Reflect on current state of work,
where it's going, what's needed for
success, and the quality of your work
experience, including the relationship
with your manager.

2) Use the Achievement Criteria check-in
questions as a guide for preparing to
talk about your work performance
(job mastery, goal accomplishment,
collaboration, innovation, and
inclusion).



During the Check-in Conversation
Manager Direct Report

DURING

1) Use the Achievement Criteria check-in questions to
encourage the employee to focus on current progress
and experience, in addition to future performance
planning.

2) Use terminology that makes sense in your everyday
conversations, rather than a rote reading of the check-
in questions. The goal is to have a meaningful
conversation, not a formal interview.

3) To go deeper in the conversation, use open ended
questions to check for clarity and explore the
employee's work experience. Seek to understand
through finding agreement and explore discrepancies.

4) During the conversation, jot down key information to
input in the Achieve Together online documentation
tool following the check-in.

5) Be sure to check-in on goal accomplishment
expectations for the next four months. Ensure
alignment with team, unit, and campus strategies.

1) Use the Achievement Criteria check-in questions to
discuss your current work progress and experience, in
addition to future performance planning. These questions
are pathways to go deeper on topics, issues, and themes,
and not to limit the extent of the conversation.

2) Be open to feedback, partner in problem solving, and
take ownership over your achievements and areas for
improvement.

3) Spend time discussing additional knowledge, skills, and
support needed for success at UC Berkeley.

4) During the conversation, jot down key information to
input in the Achieve Together online documentation tool
following the check-in.

5) Check-in on goal accomplishment expectations for the
next four months.



After the Check-in Conversation
Manager Direct Report

AFTER

1) Open an Achieve Together documentation
form for the check-in period on your
performance dashboard. Once open, it is
automatically available for staff.

2) Review key highlights of the conversation
from your perspective and document in
the Supervisor Comments section of the
form.

3) Document any updates to goals that were
discussed during the check-in
conversation. These updates are to reflect
the next four months of goal completion
expectations.

4) Save and finalize the form to complete
your part of the check-in period.

5) Ensure you have 1on1s schedule
between check-in conversations to
connect on work expectations, goals,
priorities, and necessary support for
success.

1) Open and review the form that will appear
in your inbox from your supervisor.

2) Review key highlights of the conversation
from your perspective and document these
in the Employee Comments section of the
form.

3) Review goal updates made by your
supervisor based on what was discussed in
the check-in conversation. Connect with
your manager if there are questions or
concerns.

4) Save and finalize the form (signifying you
reviewed the content in full) to complete the
check-in period.

5) Ensure you have 1on1s schedule between
check-in conversations to connect on work
expectations, goals, priorities, and
necessary support for success.



Documentation Dashboard Process
Step Manager/Supervisor Direct Report

1 Start and share new form for direct 
reports. Select conversation period. 
Select conversation date.

Receives form via email, ready for edits

2 Add supervisor notes/comments on 
guided questions for current period

Add employee notes/comments on 
guided questions for current period

3 Update direct report goals for next 
4-month period

Review updates made by your 
manager/supervisor on goals for next 4-
month period

4 Finalize notes/comments. All done! Finalize notes/comments. All done!

• Shared document – both participants see updates
• In-depth user guide:

https://docs.google.com/presentation/d/1pJUlZS2jkXj2hX3rWmsudagqTbI
Kst-80CBmoqSuxPE/edit?usp=sharing

https://docs.google.com/presentation/d/1pJUlZS2jkXj2hX3rWmsudagqTbIKst-80CBmoqSuxPE/edit?usp=sharing


Goals can be revisited 
at any time – no need 
to wait for a scheduled 
Achieve Together 
check-in. 

However, check-ins are 
where goals are 
officially updated in the 
system of record.

Revisiting Goals



Achieve Together Website
https://hr.berkeley.edu/performance/achieve-together

Additional Learning

https://hr.berkeley.edu/performance/achieve-together



