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Peralta Community College District

Office of the Chancellor
August 16, 2007

To:

All Managers
From:

Elihu M. Harris, Chancellor

Subject:
Management Evaluation Based on Performance Goals

The purpose of this handbook is to introduce you to the performance-goal setting process and provide you with guidance on your annual evaluation.

The Strategic Management Team (SMT) recently developed eight short-term Institutional Objectives that take into account the needs of the colleges.  We have an opportunity to implement the District-wide Strategic Plan by focusing our work on achieving these Institutional Objectives.  

While the District-wide Educational Master Plan and District-wide Facilities Master Plan are being developed, we as the management team can begin the process of performance-goal setting by establishing manager Performance Goals in alignment with the district-wide Strategic Goals and Institutional Objectives.  

The primary goals for the performance-goals process are to:

· Use data and analysis to set challenging yet realistic goals;

· Ensure that manager performance goals and institutional objectives are closely 

aligned;

· Promote widespread understanding of institutional objectives; 

· Distinguish between goals that are directly controllable from those that are 

influenced by events outside organizational control; and

Together, we will build a strong management team by connecting our individual performance goals with other managers’ performance goals.  

Manager Evaluation Timeline 

	Action Required
	Date Due

	Conduct Goal-Setting at Initial Conference between Supervisor and Employee to identify individual manager’s performance goals and activities to meet goals.   
	By August 31, 2007

	Turn in a copy of Goal-Setting/Initial Conference document to Supervisor.  

Also turn in copy of Goal-Setting/Initial Conference document to the Chancellor who will be reviewing all managers’ performance goals to ensure uniformity across the District.  
	By September 4, 2007

	Identify at least 25 individuals who will participate in the Peer/Staff Evaluation Feedback Process List.  The list must include at least 25 individuals, but may include more.  The list must include the Classified Senate President and Academic Senate President.   (In accordance with Administrative Procedure 3.65, colleges are no longer required to have an Academic Evaluation Committee.)

Send out Peer/Staff Evaluation Forms to the identified individuals.


	By February 1, 2008
Supervisor obtains list of names from report and sends forms to the 25 individuals, including Senates.

	For College Presidents and District Management (who report directly to the Chancellor): Submit Peer/Staff Evaluation Feedback forms to Wyman M. Fong, Director of Human Resources.

For all other Academic and Classified Management at the Colleges and District: Submit forms to the Employee’s Evaluator.


	By February 15, 2008

	Employee completes and submits Self-Assessment –turn into manager.
	By February 15, 2008

	Summary Conference conducted with Supervisor and Employee.

The Summary Conference will include the ratings and comments made by individuals selected from the Peer/Staff Feedback process who interact with the manager. The individual names of peer/staff will not be disclosed to the Employee.

Supervisor and Employee will discuss: a) Self-Assessment, b) Supervisor Evaluation, 
c) Peer/Staff Feedback, and d) Performance Goals.

Note: If Employee’s overall rating is “Improvement Needed” or “Unsatisfactory/Performance Deficiencies Continue”, a follow-up conference will be held to discuss an Improvement Plan, which will be developed and reviewed with employee during the Conference.


	No later than February 22, 2008

	Supervisors will submit all evaluations to the Office of Human Resources including recommendations for:

· Retention

· Non-retention 

· Conditional retention


	No later than February 29, 2008

	Vice Chancellor for Finance and Administrative Services will review and forward all recommendations to the Chancellor
	Recommendation to the Chancellor by March 3, 2008

	Employees whose contract expires June 30, 2008 will be brought to the next Board Closed Session.
	Board Meeting of March 12, 2008


Overview of Strategic Goals & Institutional Objectives 
The SMT identified 8 Institutional Objectives in alignment with the 5 Strategic Goals.  These 8 Institutional Objectives are short-term objectives, to be evaluated by February 2008.



Overview of First-Year Implementation Activities

To achieve the goals above, the District will use a two-stage approach. 

Phase 1:  Getting Our House In Order & Setting Short-term Goals for Manager Performance Evaluation (July 2007 to February 2008)

The first year of implementation of the process will focus on creating the organizational infrastructure:

· Institutional and student service program reviews;

· Administrative unit reviews for the Colleges and for the District Service Centers;

· Standard operating procedures starting with mission-critical processes;

· External environmental scan (McIntyre) and growth targets set by colleges; 

· Setting of SHORT-TERM objectives for institution; and

· Aligning individual manager performance goals with short-term institutional objectives

Stage 2: Setting Evidence Based Goals (February to April 2008)

· Research and analysis of key metrics, such as enrollment, retention, degrees/certificates, etc. 

· Completion of District-wide and College educational master plans. 

· Setting of LONG-TERM institutional objectives.
Managers’ Performance Goal Parameters
The following principles will guide the creation of the managers’ performance goals. These principles were developed at an SMT retreat:
Structured Process
· Clarity: Use a clear and structured process that starts with Trustees so that everyone is on the same page.

· Interdependence: Set goals that cascade up and down from Trustees, Chancellor, Presidents, VPs, etc. 

· Analysis: Use analysis to set realistic and achievable goals. 
· Common Expectations: People in the same job across the colleges should have similar expectations to ensure fairness and equity. 
· Alignment: Goals should relate to accreditation and other broad organizational drivers.
Accountability
· Quantifiable Objectives: Identify measurable objectives that are tied to managers’ responsibilities.
· Appropriate Responsibilities: Choose goals that reflect the actual level of control a manager has over the outcomes. 
· Tailored to College Situation: The goals will be developed in the context of each college’s plans and students. 
· Fiscal Link: Tie to fiscal goals.
· All Managers: Must cascade from the top to front line managers. 
Communication
· Consensus: Build consensus on the top level goals that will drive performance.
· Buy-In: Develop understanding and buy-in from all levels.
· Education: Provide trainings and briefings to all stakeholders on performance measurement, e.g., persistence vs. retention, cohort data vs. point in time, etc.  
· Support: Provide support services tailored to performance goals.
· Communication: Maintain an ongoing effort and communication around goals.  This includes communicating to the unions and faculty about how goals relate to key interests (student success, program quality, raises, professional development, etc.)
Cascading Goals

Managers will work with their reporting supervisors to establish a set of interdependent and supporting goals.   



Appendix A:

Indicators

The following quantitative metrics may be used to achieve Strategic Goal B/Institutional Objectives: Assess Effectiveness of Existing Community/Partner Engagements.   

Strategic Goal B: Community and Partner Engagement
The proposed approach is to conduct a quantitative and qualitative evaluation of activities and outcomes related to several indicators for each institutional measure.  List all engagements, identify how these existing engagements affect students and their success, and determine whether existing engagements are effective in meeting these goals.
Institutional Measures

1.
Community Engagement – Indicators:

· Community events

· Community education 

· Participation in community organizations, boards, projects, and alliances

· Value of fiscal and in-kind resources secured through community engagement

· Value of fiscal and in-kind resources provide to the community through community engagement

2.
Partner Engagement – Indicators:

· Workforce development organization

· Public agencies

· Community based organizations

· City governments

· Adult schools

· K-12

· Four-year schools

· Foundations

· Labor organizations

Appendix B

Definitions

This section is under development. 
Strategic Planning and Policy Advisory Committee (SPPAC) – Collegially consultative body for District-wide strategic planning and policy. 

Strategic Management Team – District-wide management group.
District Service Centers – Divisions within the Chancellor’s Office responsible for Administration and Finance, General Services, Educational Services and Marketing/Communication. 
Unit Reviews – A self-assessment and planning process identifying current strengths, areas for improvement and resources needs by the District Office Service Centers. 
Resource Plans – Long-term, strategic plans for Facilities, Information Technology, Fiscal, Staffing and Staff Development, and Marketing, which are based on the needs and goals identified in the Educational Master Plans and Service Center Unit Reviews.

Appendix C – Strategic Plan
The Strategic Plan can be found on the:

1.   Official District-wide Strategic Plan Web site; and 

         2.   J-drive/Data/Common/General Counsel/Strategic Plan/Strategic Plan.

Appendix D – 
Administrative Procedure 3.65:  

Manager Performance Evaluation Procedure
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Strategic Goal A: Advance Student Access and Success


Institutional Objective: Achieve Productive Student Enrollment Growth


Institutional Objective: Ensure Student Success


Institutional Objective: Complete Successful Accreditation Self Study








Strategic Goal B: Engage Community and Partner Engagement


Institutional Objective: Assess Effectiveness of Existing Community/Partner Engagements	








Strategic Goal C: Build Programs of Distinction


Institutional Objective: Complete District-wide Educational Master Plan


Institutional Objective: Complete District-wide Facilities Master Plan








Strategic Goal D: Create Collaboration and Innovation


Institutional Objective: Complete Program Review/Unit Review








Strategic Goal E: Ensure Financial Health


Institutional Objective: Address health and safety issues regarding facilities 
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For example, the first Institutional Objective is to grow productively.  It target is 18,947 within the next two years.  This goal would be “cascaded” down to the Deans/Directors and department level. 
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