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COACHING AND COUNSELING 

Policy Number: 104GS 

Effective Date: 6/20/2017 

Revised Dates: 7/23/19, 2/4/19; 11/09/2020 

Scope 

This Policy on Coaching and Counseling applies to faculty, staff, predoctoral researchers, summer 
scholars and applicants (“Covered Individuals”) of The Graduate School of the Stowers Institute 
for Medical Research (“The School”). 
 
Purpose 

This policy describes the SGC’s approach to enhancing performance and to managing 
performance problems. The SGC envision a working environment that provides each Covered 
Individual an opportunity to learn, grow and make a worthwhile contribution that is mutually 
rewarding for both the SGC and the Covered Individual. 
 
The School is included in the Stowers Group of Companies (“SGC”) Organizations and has adopted 
the following policy as its own.  
 
Policy 

Coaching and counseling of Covered Individuals will normally take one of two forms: 
 

1. Coaching. Coaching provides an opportunity for Covered Individual to improve his/her 
performance which may improve results in the future. 

2. Counseling. Counseling (problem-oriented) makes each Covered Individual aware of a 
failure to meet standards of performance and provides an opportunity, where 
appropriate, for the Covered Individual subsequently to meet those standards. 

 
Note: “Performance” as encompassed by this policy may include both individual achievement 
toward goals and standards of behavior. 
 
Coaching 
Performance coaching is that aspect of performance management that occurs on a day-to-day 
basis during the performance period which may help the Covered Individual achieve the highest 
possible results. The coaching process places the supervisor in a supportive role rather than a 
judgmental role and increases the probability of success for the Covered Individual and the 
supervisor. The supervisor’s primary responsibilities in the coaching process are to define 
standards of performance in terms of results expected, to provide timely feedback on 
performance, and to provide assistance when needed. 
 
SGC standards of performance and quality are high. From time to time, individuals may fail to 
perform or achieve expected results. While such failure may lead to learning and improvements, 
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continued failure to meet standards of performance requires corrective action on the part of the 
supervisor and the Covered Individual. Where continued failure to meet standards occurs despite 
coaching, a counseling process may be initiated. (See Counseling section.) In some situations, 
however, counseling may not be appropriate and termination of employment may be immediate. 
 
Counseling 
When discipline is selected, it is envisioned that success may occur at any time in the process, 
and the purpose of coaching and counseling is to give the employment relationship a chance to 
succeed. An individual review of each situation shall be conducted to determine what is the most 
appropriate level of counseling and to develop an effective plan for measuring progress.  
Incidents or behavior may arise that warrant counseling or discipline at varying levels or of 
varying degrees, including immediate termination. In general, the various forms or types of 
counseling and discipline that may be utilized are: 
 
Verbal Warning 
It is the responsibility of the supervisor to inform the Covered Individual of any failure to meet 
standards of performance as soon as this failure is recognized. 
 
NOTE: No record will appear in the Covered Individual’s permanent personnel file. However, this 
verbal warning will be retained in a separate file in case further problems arise. This procedure 
provides a strong incentive for improvement. 
 
Written Warning 
If the problem reoccurs, other problems develop, or the initial problem is serious enough to 
bypass a verbal warning, the supervisor should review the facts with the next level manager and 
the Executive Vice President for Administration to determine if the Covered Individual should be 
given a written warning. The written warning becomes a part of the Covered Individual’s 
permanent personnel file.  
 
Termination 
If, in the supervisor’s judgment, the Covered Individual continues to fail to meet the required 
standards of performance, or if the problem is serious enough to warrant immediate discharge, 
the Dean shall initiate a process to review the recommended termination. Actions that may lead 
to immediate termination include, but are not limited to: insubordination, 
excessive/unauthorized absence, possession of a weapon on SGC premises, fighting, violence, 
and falsification. 
 
Suspension – Pending Investigation or Action 
If a violation occurs for which discharge may be appropriate at a time when all of the essential 
decision-makers are not present or are unable to be consulted, or time is needed to investigate 
the circumstances surrounding the incident, the Dean, at his/her own discretion, may suspend 
the Covered Individual by sending him/her home immediately. If any essential decision-maker is 
available for consultation, such consultation should occur. The Covered Individual will then be 
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notified when to report for resolution of the matter. The suspension normally will be with regular 
pay. Any exception to a suspension with pay requires approval by the President. 
 
Conclusion 
Coaching and Counseling are successful if the Covered Individual is able to achieve improved 
performance, as reflected in subsequent performance appraisals, without the need for any 
further disciplinary steps. There are no time limits for disciplinary actions; warning letters do not 
lapse and are not removed from a Covered Individual’s permanent personnel file. On the other 
hand, a supervisor should note progress and improved performance. If previous performance 
issues recur or other performance issues arise, an individual review of the situation to determine 
what is the most appropriate level and method of counseling will include consideration of past 
performance issues and progress or improved performance. 
 
The procedures outlined in this coaching and counseling policy are provided as general guidance 
to supervisors and Covered Individuals for dealing with job performance issues. Employment 
remains at will, and this policy does not create a contractual right of any Covered Individual to 
be employed or to be entitled to any particular level of discipline in a given circumstance.  
 
 
This policy was approved by the GSSIMR Board of Directors on September 5, 2018.  
This policy was last updated by the GSSIMR Board of Directors on November 09, 2020.  
This policy will be reviewed by the GSSIMR Board of Directors in 2022. 
 


