Preparation and Considerations for Writing Performance Review for Managers

Several years ago, we introduced a new process for reviewing department managers. I've attached a description of the program, and the timeline, for your reference.  The target date for completion of the review, which must be submitted to the Office of the Deans for review prior to finalization in discussion with the manager, is August 15.

Preparation
Hopefully the most critical part of the preparation for the review, the creation of Performance Review objectives and factors unique to your department/center/institute has been completed.   That creates the template against which you will review your manager's performance. If you don’t have it, your manager should be able to provide it to you. The next step is to request a self-evaluation from your manager.  A form which you may use for that purpose can be found at www.college.ucla.edu/personnel/staff , under “Performance Management”, or you may wish to have them use the "Comments" section on the Performance Review form, or simply provide a narrative account of their accomplishments in the last year.  I do not recommend that they rate themselves as part of the self-evaluation, as that determination should be yours, but their analysis of performance against objectives would be useful. The self-evaluation is voluntary, however highly recommended.  

You may wish to gather information from faculty and staff in the department who have knowledge of all or part of the services provided by the manager. You may do this informally.  For example, you might devote a portion of a faculty meeting to discussion of the manager's performance in areas which directly affect the faculty, using the written objectives as a guide.  You will know whether or not the manager has written performance reviews on all of his/her staff, because you will have signed them.  I encourage you to ask the Assistant Dean for input on whether or not the manager has provided timely and complete information to the Dean's office for purposes of budget, personnel actions, etc.  All of this information is helpful in providing a complete picture of the manager's performance from the perspective of the various groups with whom the manager interacts, and will assist you in writing the review.  

Ratings

You will note that there are three different rating scales within the Performance Review.  First is the overall performance rating.  I expect most managers to be rated "commendable".  You may have a manager whose performance is so exceptional that it could be considered "distinguished", but unless you can point to clear examples of sustained excellence in all categories, this is not an appropriate designation.  "Satisfactory" indicates the manager who is performing basic functions well enough so that the department operates adequately, but whose performance in at least some key areas is not what it should be.  If you regularly receive well founded complaints in one or more areas of the manager's responsibility, the rating of "Satisfactory" communicates that message.  "Marginal" indicates overall performance that needs immediate attention.  The manager should never receive a rating of "marginal" more than once, because if there is no improvement over the course of the next year, we would expect that the manager would be gone.

Most managers will have ratings on the "Performance Objectives" section of both "Met" and "Partially Met".  A rating of "Partially Met" is not fatal.  It would be rare for anyone to completely meet all of his/her objectives.  External factors beyond the control of the manager or the department may interfere, or a pressing need may arise during the course of the year which takes precedence over objectives planned at the beginning of the year.  Many times, a "Partially Met" objective may show a manager's true ability, if he/she was able to persevere and meet at least part of an objective under difficult circumstances.  It is entirely possible that an objective is not "Met" at all, because of any of the above factors or because the objective was simply too ambitious.  Keep in mind that the purpose of your commentary in these areas is to provide a true picture of what happened over the last year, how the manager handled his/her responsibilities, and in light of that, what should be planned for next year.  

I also expect to see all three of the possible ratings under "Performance Factors" used for each manager.  This is the opportunity to tell the manager which areas of his/her performance need to be improved.  Individuals often have blind spots.  Telling your manager that he or she "empowers others" insufficiently, i.e. does not delegate or involve others enough and takes too much on himself/herself, is constructive criticism which the manager needs to hear if it is true.

Most important: be fair, and be honest. Try for objectivity, but keep in mind that this is necessarily your opinion based on your knowledge of the manager’s performance.

Dean's Office Review

All performance reviews must be signed by the author, in this case you, and by the next level of management.  In this case, that is the Dean.  We ask that you submit your draft of the Performance Review to my office, where the Assistant Dean and I will review it.  We will discuss any questions that we have with you.  In most cases, the Dean has delegated approval to the Assistant Dean, who will sign on his/her behalf. After that, you'll meet with the manager, and go over the review with him/her.

Timeline
Below is a timeline of the review process.  

	Activity
	Responsibility
	Due date

	Ask for self-assessment
	Chair/Director
	Department’s discretion

	Draft review to Dean's office
	Chair/Director
	September 1

	Discuss review w/mgr
	Chair/Director
	October 15


Help!...

... is available from either myself, Debra Dralle, ext. 64870 or your Assistant Dean. Please don't hesitate to call if you of any questions.
