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Introduction 

Performance evaluations are an essential tool for any person who supervises or directs 
other employees. A performance evaluation not only measures employee performance, 
but can also help a supervisor determine the employee’s role in the district and advance 
the development of the employee.  

Observation and evaluation of an employee’s work performance are two of the most 
important responsibilities for a supervisor. While a formal performance evaluation may 
be an annual event, continuous and effective communication year-round will make the 
evaluation process simple and less painful. Performance evaluations also send a 
message to employees that supervisors care about their performance.  

This guide has been created to provide a basis for effective communication and 
feedback through the use of the performance evaluation and the follow-up evaluation 
conference.  

Purpose of Evaluation 
Performance evaluations serve many purposes. Below is a summary of the primary 
purposes for employee evaluation. 

1. Communication: Effective evaluation is a continuous process. The formal 
evaluation process is to be a summary of on-going communications 
regarding an employee’s job performance. There should be NO 
SURPRISES for the employee when he/she receives the performance 
evaluation. Periodic discussions throughout the year should alert the 
employee of areas that are lacking or need improvement.  

2. Contract Obligations: Based on agreements between the district and 
employee bargaining groups, regular employees receive a written 
performance evaluation annually between January 1 and May 1. 
Probationary employees receive a written evaluation at the end of the 5th 
and 11th month of initial employment.   

3. Personnel Actions: The Human Resources department advises supervisors 
to use evaluations when considering eligibility for promotions and 
transfers. Human Resources also reviews evaluations when potential 
disciplinary action is recommended. 

4. Employee Growth: The evaluation process is a method of developing job-
related goals in terms of performance as well as assisting employees in 
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achieving their own personal goals and aspirations. The evaluation is also 
an important tool to identify an employee’s strengths and weaknesses.  

Preparing for Evaluation 
Preparation makes the evaluation process not only easier, but more effective and 
worthwhile. If a supervisor is responsible for the evaluation of more than one 
individual, it is helpful to create a timeline to allow for the completion of a meaningful 
evaluation and conference for each employee. The following are tips to review as part 
of the preparation process.  

 Review the job description—consider the typical duties for the position 
as well as the skills, knowledge, and abilities required to perform the job in 
a satisfactory manner. The job description is a good frame of reference and 
should be used as a basis for the performance evaluation.  

 Review the entire period of time—while it may be easier to concentrate 
on activities occurring in the past six months, it is important to review the 
entire period in order to provide a more accurate picture of the employee’s 
performance. Keep good notes throughout the year to avoid having to rely 
on memory.  

 Review performance and accomplishments—be sure to document 
only objective, specific and relevant facts. Avoid making generalized 
statements or using subjective statements (i.e., “enthusiastic personality” 
vs. “has taken initiative to take on extra projects”). Evaluate the employee’s 
performance in terms of responsibilities and tasks that you have observed 
during the rating period. Include the tasks performed and the outcomes of 
the performance. 

 Avoid the “halo” and “horns” effects—excellence in one area does not 
necessarily mean excellence in overall performance. Conversely, 
performing poorly in one area does not mean poor overall performance.  

 Analyze supervisory techniques—review efforts in training and 
coaching the employee. Make allowances for lack of instruction or 
feedback, if applicable. 

 Dual supervision—if there are other staff members who are also 
responsible for supervising the employee, be sure to discuss the employee’s 
performance with them.  Incorporate their evaluation and comments into 
the review.  
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Completing the Performance Appraisal Report 
Most classified, non-supervisory employees will be evaluated on the Performance 
Appraisal Report. However, Instructional Assistants, Bus Drivers, Custodians, Food 
Service, and Classified Subs have their own performance evaluation. Examples of each 
form are found at the end of this guide. Evaluation forms may be located on the San 
Juan Unified School District’s intranet under Forms & Documents, Human Resources.  

Each evaluation is designed to provide supervisors with specific rating descriptions for 
several job performance factors. The supervisor is to choose a ranking for each factor 
ranging from unsatisfactory to outstanding and support the ranking with comments.  

In addition to reading the “Instructions for Use” on each form, please keep the 
following items in mind.  

 Ask the employee to provide a summary of his or her own performance for 
the year and review it thoroughly.  

 Be sure to include enough information to clearly substantiate the rating. It may 
be necessary to attach supplemental sheets if there is not enough room on the 
form for detailed comments. Each additional sheet should be signed and dated 
in the same manner as the performance evaluation form itself.  

 Indicate any special circumstances—such as new equipment, reorganization, 
workload, etc.—which influence your rating.  

 Keep in mind not all individuals are the same. Take the time to analyze each 
employee carefully, and establish a ranking based on that individual.  

 Length of service does not necessarily indicate better performance. Look at the 
employee’s performance within the job.  

 Cite specific, observed behaviors or performances which exceed or do not 
meet standards. Include any additional information, such as the level, 
frequency, or impact of the work performed.  

 It is important to include and identify future areas for growth in the 
performance evaluation. Performance goals should be prescribed or agreed 
upon, and recorded on the evaluation. The goals should include long and 
short-term goals to motivate and challenge the employee, as well as 
remediation goals to help improve identified weaknesses. It is important to 
establish REALISTIC goals, timelines and methods for monitoring progress.  

 For the overall rating, evaluate all factor ratings and total performance for the 
time span being evaluated.   
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Preparing For the Evaluation Conference 
Supervisors may feel that they have sufficiently prepared for the conference after they 
have spent considerable time and effort completing the performance evaluation. 
However, please keep in mind the following to ensure a successful meeting.  

 Review all documentation prior to the meeting. This includes the performance 
evaluation, feedback from other supervisors or customers, letters or 
commendations received about the employee during the year, and notes from 
previous meetings with the employee.  

 Schedule the conference at a time and place that is convenient to both parties. 
Make sure the meeting is free from interruptions from phone calls, e-mails and 
walk-ins.  

 Plan your approach to the conference. Starting with positive areas or strengths 
may present a more conducive environment for discussion.  

 Prepare for anticipated questions and/or concerns. The questions may be 
related to the performance evaluation, or may be regarding other topics such as 
organizational structure, career advancement, employee conflicts, etc.  

 Review the preliminary strategy and/or goals for improving performance 
and/or reinforcing strengths.  

 Develop questions to encourage employee comments or concerns. Listen 
carefully to the employee’s responses.  

Remember, the conference is to mutually identify and establish standards of 
performance, as well as to develop and build trust, confidence, and respect between the 
supervisor and employee.  
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Conducting the Evaluation Conference 
There is no “right” way to conduct the conference, but the following items may assist 
you.  

 If the employee has not seen the format of the performance evaluation, 
explain the areas to be reviewed.  

 Describe and discuss each factor. Present your rational for the rating and invite 
comments.  

 Solicit input from the employee on how he/she would like to improve the 
position and/or performance; develop and mutually establish goals for both 
personal and professional growth.  

 Review areas which need improvement. Describe and elaborate on the goals or 
plans outlined to improve performance. Convey support and belief that the 
employee has the capability to improve.  

 Invite the employee to comment on the form in the space provided or submit 
a response (for attachment) if he/she wishes.  

 Close the interview with the dating and signing of the form. The signatures 
indicate verification—not agreement—of the evaluation process. If the 
employee refuses to sign the performance evaluation, state the date and time 
the employee was asked to sign but refused.  

 Schedule follow-up meetings as necessary to monitor progress on goals.  
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Special Situations 
The following are guidelines to be used when completing evaluations for the 
unsatisfactory employee, the probationary employee, and employees who have a special 
performance evaluation form (Instructional Assistants, Bus Drivers, Custodians, Food 
Service, and Classified Subs). 

  The Unsatisfactory Employee  
The performance evaluation is an essential part of the process to improve the 
performance of an unsatisfactory employee. Documenting weaknesses, developing 
goals and a plan to improve performance are very important steps in assisting the 
employee. This shows the employee the severity of deficiencies and provides 
documentation should a “paper trail” become necessary in the future.  

In preparing an evaluation for an employee needing improvement, you may want to 
answer the following questions.  

 What resources, as a supervisor, are you able to provide to assist the employee 
in improving? This could include training, more time for meetings/reviews, 
reference material and/or equipment.  

 Can you clearly detail in objective terms the level, frequency and/or impact of 
unsatisfactory performance? Generalized statements are difficult for the 
employee to assess and difficult for you to defend.  

 What are the consequences of poor performance in terms of the students, 
school, department or other staff members? The consequences of poor 
attendance, quality or quantity of work and/or human relations skills are very 
important. In each area the consequences may affect students, work product, 
or other staff members in varying degrees.  

 When you communicate unsatisfactory performance, be able to discuss the 
following for each area determined to be less than satisfactory.  

o Acceptable standards of performance for the specific position. 

o Observed or documented poor performance by employee.  

o Impact of poor performance, and method to improve performance. 

o When and how improved performance is to be monitored and 
consequences if performance improvement does not occur.  

If overall performance remains unsatisfactory, review the Due Process procedures or 
consult the FRISK documentation manual and contact Human Resources for 
assistance. 
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  The Probationary Employee 
Probationary employees receive a performance evaluation during the 5th and 11th 
month of employment. These evaluations serve the same purpose as discussed earlier 
in terms of communication, contract obligations and employee growth. More 
importantly, this evaluation also indicates, based on supervisory evaluation and 
judgment, the recommendation of permanent status for the employee.  

The direct observation and evaluation of a probationary employee is a very important 
supervisory function. The supervisor is responsible for determining if the employee has 
the skills, knowledge and abilities to successfully perform the duties and responsibilities 
as described in a specific job description.  

If any performance appears less than satisfactory, and/or you want to recommend that 
the employee be released during their probationary period, you should contact the 
Director of Classified Human Resources immediately.  

  Special Evaluation forms 
Due to the nature of their work, Instructional Assistants, Bus Drivers, Custodians, 
Food Service, and Classified Subs have separate performance evaluation forms. These 
forms are designed to specifically address certain knowledge, skills and abilities unique 
to the job.  

The same methods of evaluation preparation are applicable. It is important to receive 
feedback from other staff members who work directly with the employee to recognize 
strengths and/or weaknesses.  

Each form has a set of instructions which are to be reviewed prior to completion.  

  Classified Substitutes 
The district uses numerous classified substitutes in a variety of positions. A simplified 
evaluation form has been developed to assist supervisors and the Human Resources 
department in evaluating potential permanent employees and terminating substitutes 
that are not working at a satisfactory level.  

The form can be used after a substitute has performed work at a site for three days, or 
has shown obvious poor performance and/or misconduct. Three days is sufficient to 
provide a supervisor with some initial observations and judgments regarding 
performance.  

When an unsatisfactory evaluation is received, Human Resources will meet with the 
substitute, check other evaluations of work performance and then make a decision as 
to the continued use of that substitute. As with all evaluations, specific information or 
observed behaviors is important.  
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Conclusion 
If you need assistance during the performance evaluation process, the Classified 
Human Resources Department is available to assist you.  
 

 Peggy Purvis, Director, Human Resources 
o (916) 971-7251 
o ppurvis@sanjuan.edu 

 
 Vivian Weitzel, Analyst, Human Resources 

o (916) 971-7107 
o vweitzel@sanjuan.edu 

 
 Diana Christensen, Analyst, Human Resources 

o (916) 971-7658 
o diana.christensen@sanjuan.edu 

 
 Vacant, Administrative Assistant, Human Resources 

o (916) 971-7251 
 
Thank you for your time and attention to this important matter.  
 



 

 10

Appendix A—Classified Performance Evaluation  
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Appendix B—Instructional Assistants Evaluation 
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Appendix C—School Bus Driver Evaluation 
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Appendix D—Custodial Performance Evaluation 
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Appendix E—Food Services Performance 
Evaluation  
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Appendix F—Classified Substitute Evaluation  
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