Performance Evaluations for Managers Training-20230614_100058-Meeting Recording
June 14, 2023, 4:01PM
1h 28m 59s
[image: ]
Kaley Espindola started transcription
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Kaley Espindola   0:07
All right.
I think we'll go ahead and kick it off.
Everybody is ready.
Carolyn and I are ready.
Welcome to the dynamic duo of Carolyn Taylor and Kylie Espindola presenting performance evaluations for managers.
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Shantelle Romero joined the meeting
[image: ]
Daniel Segal joined the meeting
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Kaley Espindola   0:22
I think some people have you been here for a little bit and we kind of revamped this training is the training that's existed previously, but I'm excited to kind of walk through some some slight changes that we've made this year, some best practices and kind of just share our knowledge with you and be able to really answer questions as they come up.
So quick introduction.
I'm Kaylee espindola.
I'm the talent acquisition and employee relations and compensation director right now, interim director for all three of those, but I've been with UCCS since 2021, so I'm almost at my two year mark right now, very exciting and I'll have jerilyn introduce yourself and then we'll kind of get started.
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Maja Krakowiak joined the meeting
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Jenna Press joined the meeting
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Jerilyn Taylor   0:59
Good morning.
I am jerilyn Taylor.
I'm the director of HR operations, so in my group is payroll data and some of those other things I have been here a little over a year and and performance management is not typically under my umbrella.
That's usually kaley's wheelhouse, but we thought it would be really fun to be able to tag team this training, so here I am.
But as we'll explain in a little bit, most questions are still going to go to Kaley.
I will be monitoring the chat, so if you guys have questions as we go through, we'll look at the chat.
[image: ]
Frederick, Kristine joined the meeting
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Jerilyn Taylor   1:38
If you want to unmute yourself and ask questions, you're more than welcome to, but just know that we're looking at the chat as well as we go through this.
[image: ]
Kaley Espindola   1:47
Perfect.
So this is the first one we're doing virtual.
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Robert Sackett joined the meeting
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Kaley Espindola   1:50
The last one we had in person, and it was a nice time to like kind of go around and introduce each other and and hear where everybody's working at.
I think we have kind of a big group to do that right now.
So we'll just kind of jump into it, but we would love for if you want to be on and this isn't interactive training as much as jerilyn.
And I love to chat and talk, and we would love to have you guys interact.
So if you come on screen that would be awesome.
Throw your notes into chat.
We'll kind of read them out.
We want this to be as kind of interactive.
So you're you're getting some real life experience and also hearing from other people's kind of their perspectives.
When we get to the rating scale and all of that good stuff, so jumping in, so just a little virtual, I think everybody's been doing this for a few years, so not as needed.
But feel free to post questions in the chat.
Engaged in the learning experience.
Ask questions.
You know, this was a really good dialogue in the last one.
We actually got really tight on time just because those really good discussion around some of these key topics.
So this is one for a little bit of participation myth or reality.
People hate performance appraisals.
We think that's a myth.
Or do we think that's reality?
And my call on people alright.
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Jerilyn Taylor   3:03
Ohh.
[image: ]
Marcus Davis   3:04
It's reality.
[image: ]
Kaley Espindola   3:09
They a good mix, so I'm gonna say it's kind of a partial myth.
I feel like that's a very HR.
It depends, but it's a partial myth.
You know, people, especially millennials, they do want feedback now a whole nother conversation is how they handle that feedback.
But we do like to give it they wanna know where people stand.
And it's a really great opportunity to have these really good conversations.
So I think one thing we're going to talk a lot about is the annual part of an appraisal versus more frequent check-ins, better conversation, and seeing how you can use a document like a required performance eval that has to be turned in once a year and make it a more useful tool for employees throughout the year.
So what will discuss?
We're gonna do some requirements to complete the performance evaluations, just the nitty gritty.
Here's what we need.
Here's the forms.
Here's the process.
We're since spend some time on the how to set a smart goal and smarter as the newer phrase for that.
But smart goals, because we're doing the whole cycle and then how to avoid some reading errors.
And really, we had really good discussion on this rating calibration, which may be a new term, but I think it'll be a really good thing.
We do have different types of employees, employment types at UCCS, so we have our university staff, which are kind of on one system.
We have faculty both 12 and 9, and then we have classified staff and classified staff are a very nuanced process, different things.
So we will be following up.
If you have classified staff that you need to do performance evals for, will follow up with you directly and and have those conversations as there's been some updates in that process too.
So today we're focusing on faculty and staff.
This is a very quick slide.
Just the difference between overall performance management versus the actual evaluation, you know, performance management is the entire process, right?
This is the entire life cycle of an employee that we're having conversations throughout the year future oriented.
We want to plan and set goals.
We're doing all that ongoing progressive steps.
This is like when I see the circle.
This is the management cycle performance evaluation.
It happens once a year.
It's kind of that snapshot in time.
Looking back, how did the year go?
I do like the UCCS kind of combines this, which is very common, but it's going to do the eval on how you did last year.
Talk about that and then also do some of the future planning and then we wanna use this tool to continue to have that conversation for the rest of the year.
Any questions on the process like management versus like a one snapshot evaluation, no good, alright, shout him out if you got.
So why do they matter?
You know, this is a really key thing.
They are important.
Sometimes they're the bane of our existence.
Sometimes they're the best opportunity to have a conversation with a an employee, but you know, it's really important to make sure that everyone's informed.
There's open conversations throughout the year.
Make this process significantly easier.
You'll hear us say that throughout the presentation a couple of times we're going to do some future for the planning of.
Planning for the future and get you know, there's a lot of things that are are happening at the university and departments at the Chancellor level, all the things and it can be really exciting to to sign us up those plans and actually will ease some of the uncertainty for our employees if we can kind of outline some steps for them and what their next goals look like for the upcoming year.
And then employees do want to know how they're doing.
And I feel like I saw that.
Maybe in the chat a little bit of if an employee knows where they're where they stand, what they can do, very clear expectations, they're going to be hopefully much better performer because they have very clear expectations on where they're moving.
Trailer Jeremy.
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Jerilyn Taylor   6:43
Not right.
So everybody that had that is part of the performance evaluation process has a role to play.
Nobody's a passive participant in this process, so the he's going to talk about a couple of the steps as we go through the timeline of what a performance appraisal looks like.
But for the employee, they have some work to do.
First of all, of course they're doing the work every day, right?
They're the ones who are getting the daily tasks done. Umm.
They are responsible for making sure they are doing the things that are in their job duty or their job descriptions, you know, and it's really helpful.
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Kaley Espindola   7:18
No.
[image: ]
Jerilyn Taylor   7:26
This was a tip that I got very early on in my career.
Keep a log of the projects that you as an employee because you have a dual role.
If you're a supervisor, you're also an employee and this is something to encourage your staff to do as well.
Keep a log or a file folder of the work that they've done.
The projects that they've completed, the kudos and feedback they've received maybe from others in the department or from other departments, I created kind of a portfolio of my work when I was a brand new into HR, I called it my Me book.
So I had at the end of the year demonstrations of the work that I had completed to help my supervisor be able to complete my performance evaluation efficiently and accurately.
So I'd encourage you, if you don't have a portfolio of your own work as an employee, to do that, keep a log of what you've accomplished in the year, but also encourage your teams to do that as well.
If you're faculty and you're doing faculty evaluations, faculty also have specific things that they're responsible for gathering.
You can see that on the slide there FCQ they're chair peer observations feedback.
Their canvas shells, things like that.
Employees are also responsible for reviewing their job description, knowing what is in their job and for knowing what their goals are for the year and monitoring their progress to those goals.
We will take a look at the self evaluation here in the next minute or two.
We've added some things to the self evaluation process, but the employees responsible for completing that self evaluation and the employees also responsible to be open to feedback, Kaley alluded to that earlier.
You know, some people say they love feedback and then maybe they don't respond so well.
But that's part of the employees role is to receive the feedback, to understand the feedback and to work at improving through that feedback.
So let's take a look at what a self evaluation looks like.
I have these teeny tiny controls on my screen to see if I can work them.
Yay, it's working.
There we go.
Uh, so we added a few things on to the employee self evaluation for this year.
I went in to make one small change to the valuation, but kaley's giggling cuz she knows I just can't leave well enough alone.
I couldn't just do the one small change.
I thought if we're going to update the form, let's actually make the form more useful as part of this process, Kaley suggests that we add an employee self evaluation.
So now you'll see when your employees turn in their self evaluation, they will actually have given themselves a rating of how they feel that they did all year.
So let's take some time to kind of think about that.
So if an employee rates higher than you would have or rates lower than you would have, what do you think you would do with that as a supervisor?
What are you doing with that information when you see that come in?
Can either unmute yourself, shouted out, or throw it into the chat.
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Ida Dilwood   10:44
Give me a hi.
[image: ]
Kaley Espindola   10:44
I don't.
[image: ]
Ida Dilwood   10:45
Ida Dilwood uh disability services.
When I saw this, I actually don't like it when I don't like it for myself as an employee to have to rate it, because if in the past I have raided myself higher and I've gotten lower and then I've had that discussion and I still disagreed with my supervisor that I should have gotten a higher rating than they had given me.
I also think it's difficult because I have had employees in the past that have thought that they should have had a higher reading and then we've had very awkward and difficult conversations until the next go around them being upset that, you know, maybe they received a meeting expectation because they were doing their job well, but they were just doing their job.
They weren't exceeding expectations.
And they they weren't at the outstanding level.
So there is like a lot of animosity between, I think that conversation.
I've also heard other people saying that they're going to skip that and not rate themselves ohm, so I I don't know.
I mean, that's just my opinion.
I'm not sure how it's gonna go with my employees this go around, but I suspect there are some employees that think they do better than what they have shown throughout the year and it's already a difficult conversation when you have to give them a a lower rating.
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Jerilyn Taylor   12:17
Umm.
[image: ]
Kaley Espindola   12:22
Umm.
[image: ]
Ida Dilwood   12:27
So just my two cents.
[image: ]
Jerilyn Taylor   12:27
Yep, sure.
Thank you for that.
There's a couple of techniques to be able to have these conversations, and we're going to go through some tools that you have in order to show examples of what different ratings look like.
My practice as a supervisor has been before I even start performance evaluation conversations.
Before I send this out to employees, I have a conversation about what the ratings look like.
A3 is you are doing your job well, just like that.
That definition says you're fully performing the expectations and you the exceed them, and if five is just like it says in the definition, you are far exceeding performance expectations, you're going above and beyond your job duties, and we'll talk about some examples for that.
So I am level setting with my staff before we even have those conversations.
So they can hear from me what I think those ratings are, and I think it's a great conversation to have.
If somebody rates themselves higher than you would.
Why?
What is the difference and how next year can they work to get their rating from their supervisor of five as well?
So yeah, there's some cultural change in here.
This is going to feel a little bit different in here.
Umm.
Let's see, yeah.
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Kaley Espindola   13:49
We have one thing to add to and and I I think you hit the nail on the head were this I think really helps supervisors approaching and preparing for the conversation that they're about to have is that employee is still coming in thinking there are five and then at the end of the conversation, they're not getting that score.
So they're already there, and this kind of helps you, maybe even understand where they're coming from of like, OK, so they're thinking they're five.
Here's where I wanna have this conversation.
Here's some things I want to pull up.
It'll help you prepare for that conversation a little bit better, and I don't think it changes the employees perception of themselves.
And actually what we've seen when employees do do a self evaluation first is a lot of them will actually score them a little bit lower, right?
They're a little bit too critical of themselves and say I guess that, you know, maybe a three, maybe a two am I actually meeting my goals and I some people will hardly be too hard on themselves.
And so that's a really good conversation, but it helps you level set when you're about to have your one on one conversation with the employee knowing where their head is already at.
So I would I would encourage you to, if you get a one on one or your the selfie vowels back and this isn't umm it's it's just a good opportunity to for them to say you know what I think I've met to this and even if I haven't met all my goals.
But here's why and it'll give them an opportunity to explain some things too.
Self evaluation is not optional.
Great questions.
[image: ]
Jerilyn Taylor   15:11
All right.
So the next section of the self evaluation is the goal section and this is a really critical portion where the employee is listing their goals from this previous year and then also talking about the outcomes of accomplishing the goals.
This is a chance for you to see how the employee thinks they did on their goals, and this might be part of the discussion of why you rated them A3 and they rated themselves A5.
Did they meet all their goals?
Did they exceed their goals?
Did they meet some of them and not others?
Then the next step is looking at the goals for the upcoming year.
So this is where the employee starts drafting.
What do they think they want to work on for this next year?
These aren't set in stone.
This is going to be something that you and your employer likely to go back and forth on a couple of times to make sure that the goals are appropriate and that will get, you know, drafted as you go through this process and we'll talk about goal setting in the next few slides.
Then there's some questions for employees to answer.
These have not changed.
These stayed the same this year, and you can take a look at those.
I'm sure you guys are familiar with them.
If you have done the evaluations before, but again this is a chance for the employee to really justify if they rated themselves A5.
This is where they're justifying This is why I'm A5.
These are the stretch goals that I made.
These are where I really exceeded.
These are the extra job duties that I took on.
These are the procedures that I wrote.
This is the training that I delivered.
These are the committees that I was on that are above and beyond my regular job duties, so maybe that's one thing that you can do if you see an employee that rates A5 and then in the assessment of their role, they really don't have much feedback, ask them for some more feedback.
Give me some examples of where you went above and beyond your job.
Tell me this is your chance to brag about yourself.
Employee, don't be humbled.
Don't hesitate.
Give yourself those kudos.
Make sure that I as your supervisor, know what you've been working on so hard this year.
I see a question in the chat.
These are steps for staff, not faculty room.
Yes, this is correct.
This is all for university staff.
This is the university staff form.
Thank you for that clarification.
I just kind of jumped right in there.
And there's also a section for employee comments and feedback.
So if the employee had barriers to getting things done, there were many vacancies in the department.
They I had some extenuating circumstances that needed to be considered in this evaluation.
This is a chance for the employees to write in there.
Whatever it is that they feel is important, that you as their supervisor, no.
Then, of course, we've alluded to this already, there is the role of the supervisor.
We hope that before this evaluation process even starts, supervisors have identified objectives, expectations and goals for their staff.
That's part of that performance management process that Kaylee was talking about earlier.
So that's outside the formal performance evaluation process, but it's good practice for every supervisor to meet with their employees on a regular basis, talking about what their goals are, the progress to their goals, what are the expectations for the employee for the team, and that they're meeting formally and informally throughout the year to program to talk about those items.
The supervisor should be reviewing the employee self evaluation and the comments and those evaluation and thinking about when they have the meeting with the employee.
How are they going to approach differences in opinion on those comments, on progress, on the ratings typewriter needs to hold the face to face meeting.
It's not a here's your performance evaluation and an email.
Let me know if you have any questions.
This is really valuable time to continue farming that relationship with that with that employee.
Have an open discussion that dialogue questions that the employee may have and really being able to talk back and forth about how the year has gone and how the year should go for the next year.
And then, of course, please, please, please turn in the rating form to HR with the attached comments.
That's a small part of the whole entire process, but it really makes HR's life easy when we don't have to chase down forms as we go through the merit increase process.
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Kaley Espindola   19:57
And I will clarify cause we did get a question in the last one too.
It's been inconsistent since I've been here of sometimes we only get a rating sheet and sometimes we get a whole packet and we would love the whole packet should have all the comments, all the stuff we we really need that and from an employee relations standpoint it is you know when we have to go back and pull a couple things out and say has it been discussed before previously if we get a rating sheet with zero comments and A5 that makes it a lot harder to to have those conversations.
So please turn in the whole packet.
Thank you.
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Jerilyn Taylor   20:27
And I see a question in the chat.
Is there a tutorial or training for employees in the self evaluation?
Or should we be explaining these to our employees?
We do not have a training, nor do I expect we're going to be able to have enough time to be able to deliver a training to employees about this type of thing.
Uh, so yes, I think it's a great conversation for you as the supervisor to have with your team on what the expectations are regarding the self evaluation and how you would like them to proceed.
All right.
To clarify another question, to clarify, you just need the rating sheet to include comments or do you need both the rating sheet and the self evaluation?
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Kaley Espindola   21:07
All packet we would love the whole packet.
I know, Kara.
I think faculty slightly are different because of how the numerical calculations happen, and then it's on the ratings form.
And then there's comments there.
This came up a little bit and the the previous training too, so that one if that's only the form because you can't send the whole don't know they call it a root brick or the whole spreadsheet calculation thing, that's OK.
But for university staff, please are in the entire packet.
Umm do you need so that's for new staff.
I have a feeling some will be uncomfortable with that.
With what part?
Sorry, Kara.
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Kara Carragher   21:51
I just mean that's a new process for staff.
So in the past we have not submitted self evaluations and staff know that.
So I have a feeling this time they may feel uncomfortable with what they actually write on their self evaluation, knowing that it's going to be as an official part of their file.
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Kaley Espindola   22:07
Interesting.
[image: ]
Kara Carragher   22:08
Oh yeah.
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Kaley Espindola   22:11
Noted, I will take that.
Yeah, that's an interesting.
We should have the entire document as part of their file.
It's it.
That's what we should have been doing this whole time, and I think it was even last year there was, I think I I made billions, said it.
I think I was told that we just get rating sheet and then I was like, well we have some here and some here and the legal weight in and said Nope whole thing whole thing should be included in that.
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Ida Dilwood   22:29
They come down.
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Kara Carragher   22:32
OK, sounds good.
[image: ]
Kaley Espindola   22:32
So that's good to highlight.
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Ida Dilwood   22:34
Yeah, we've never ever given anything but the rating sheet for 20.
[image: ]
Kaley Espindola   22:34
Thank you.
[image: ]
Ida Dilwood   22:40
I mean, I've been on campus 20 some years.
That is very new and I don't think that's ever been like given out to to supervisors that we were supposed to do anything different.
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Jerilyn Taylor   22:46
Yep.
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Ida Dilwood   22:54
HR has always said don't send anything except the rating sheet which gives A1 liner comment that you pull from the larger evaluation that I've done.
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Kaley Espindola   23:02
Yeah.
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Ida Dilwood   23:07
I mean, I keep the self evaluations, we've done self evaluations for years. But I agree with Kara.
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Kaley Espindola   23:13
Hmm.
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Ida Dilwood   23:16
I don't you know if staff are gonna be OK with that, but if that's new then it's new, but.
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Kara Carragher   23:21
I think at the very least that, yeah, I think Embassy HR should at least communicate that because I have not understood that as part of the process.
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Kaley Espindola   23:24
We highlighted, yeah.
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Kara Carragher   23:29
And I read all of those emails.
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Kaley Espindola   23:31
That Yep, highlight.
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Kara Carragher   23:31
I'm assuming our staff probably don't, so that should probably be communicated to them from campus HR.
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Kaley Espindola   23:37
Perfect.
[image: ]
Kara Carragher   23:38
Thank you.
[image: ]
Kaley Espindola   23:39
Yeah.
Thank you.
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Jerilyn Taylor   23:45
All right, moving on to the role of the next level supervisor.
So some of you may be in a position where you supervise employees who supervise others, and so you may be the next level supervisor.
So you are responsible for reviewing the evaluation ratings and comments for those not, you're not the ones that you're writing, but the ones that are being written by those supervisors.
Hopefully that makes sense 2 levels down we are looking for making sure that comments are consistent with what you know about those employees.
So if you're meeting with the supervisors of other employees and they're telling you about progress to goals, they're telling you about concerns that they have about staff or glowing.
Kudos for those staff are is that feeling, that sentiment reflected in those evaluations?
So if you have a supervisor who saying I have an employee over here that I'm having difficulty with their performance, but then you have ohh devaluation that comes across your desk and that's rated A5, that's something you probably wanna push back with that supervisor.
We don't.
It's really difficult and we'll talk about this again later on in the session to have inconsistent ratings.
So if we have something in the employees file that says year over year over year, they're rated as five, but the whole time they've been having performance issues and then the supervisor is having a conversation with the employees saying, hey, we've got some performance concerns with this employee.
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Shantelle Romero left the meeting
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Jerilyn Taylor   25:18
Kaley pulls out the performance appraisal.
Lot of the file and it's fives for the last 10 years.
That's gonna cause Kaley some pause as she's dealing with how to work through these performance issues with the employee.
So one great technique to do is consider holding what are called calibration meetings across supervisors and we will show you some uh ideas about what these calibration meetings look like, and we'll even play a game about what calibration can look like.
But that's to make sure that in your department or division you are consistent and what a 5 looks like.
What does a four look like?
What does A3 look like?
We have some examples of what those look like, but really when it comes down to implementing these performance evaluations, they're different in every department.
So it's really a good process for supervisors to meet with all of their supervisors who are also delivering performance appraisals and making sure that across those different groups, you have a general understanding of what it takes to get what rating.
So that one group doesn't have high ratings.
One group doesn't have low ratings because one person is a lenient rater and one person is a very strict reader.
All right, it's more comments.
We have several staff that report to the Dean.
Does the Provost need to review?
So yes, if they were report to the Dean, the second level is the Provost.
Am I understanding that right?
Yep, as a whole, our Dean reviews are all self evaluations and ratings across the college.
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Kaley Espindola   26:55
Mm-hmm.
[image: ]
Jerilyn Taylor   27:01
I assist with this.
We look at consistency, comments and ratings. Awesome.
It's.
[image: ]
Kaley Espindola   27:11
Did you?
[image: ]
Jerilyn Taylor   27:11
I just don't see how that how that Provost has that type of time.
This is not a new process.
There's as well for the year that I've been here.
Last year, there was the second level signature as well.
That right, Kaley?
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Kaley Espindola   27:23
Yep.
[image: ]
Jerilyn Taylor   27:24
Yep.
Umm.
So if you're assisting with that to make sure the ratings are consistent across the groups, that's great.
If you have an alternative way of doing that, I understand the Provost is a busy person.
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Kaley Espindola   27:34
Now the Provost science does not review.
Yeah.
Yeah.
Kara, I have a feeling that probably happens a few times.
They should be having these conversations so the Provost, the training we're having here, talking about this different levels, we've had this conversation with Angela's been, you know, kind of reinforcing that at the cabinet level 2, umm, and it is for those in and consistency and we're going to talk about even 3% merit pool and there's a lot of other factors that are going into it.
Into it so that does make sense that they do sign, but may not review in advance.
And I think that's just.
That's gonna have to continue to to be a discussion at the cabinet level as a process.
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Jerilyn Taylor   28:17
And then of course, we have the role of human resources.
We are here to support and develop supervisors, staff and those relationships between supervisors and staff.
And we want to ensure a fair performance.
Uh, system and process.
And just like we are here today, our role is to provide training and recommendations about how this process goes.
And we partner with all employees, including supervisors, to resolve any performance issues.
Those types of questions, of course, are going to go to Kaylee if she gets too busy because there's too many going on.
She may bat SIM over to me.
But in general, those questions are still going to go to Kaylee.
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Kaley Espindola   28:53
Umm.
I mean, this is mine now.
So faculty, this is the evaluation time period that we have updated.
I think everybody has gone through maybe an extension period.
I think I came in on the extended period for staff.
We have finally nailed down nine month.
That was quite the discussion process over the last year, but for the evaluation year till 12 month, faculty are still July 1st through June 30th.
So we've got a couple more weeks for the end of 12 month faculty and nine month faculty, and I think we just released the announcement through HR two that the.
Rating.
If you year is going to be ending on May 15th, so obviously that happened now and then going forward, it's always gonna be this May 16th through May 15th.
So that's the new eval cycle.
They have the same five point rating scale.
They're evaluated annually.
Merit increases and this may vary slightly by college.
The faculty ones are a little more nuanced, but based on the three year average performance standards are developed by the academic unit.
So you know, we were lucky.
Dean Vidler was actually in the training on Monday and so kind of gave us some input onto theirs and developing criteria per unit.
So you'll work within those those academic units and make sure that error valuating per those standards.
And then there's a peer evaluation process.
The chair review Deans Review committee.
University staff same as 12 month faculty.
So those two are consistent July 1st through June 30th, again couple more weeks, 5 point rating scale evaluated annually.
So that's just the one time check in and then merit increases in January are happening from the scores that are being sent in by September 1st to HR.
Any questions about the eval cycle?
Moving there we go.
So this is a slide that I actually presented last year to the HRL's and I got some feedback that this is not quite how everybody does the exact process in their colleges.
One of the big pieces of why Gerald and I thought it was really important to put the training together of this year is we have got to develop more consistent processes so that they are going to be uniform.
They're, you know, we heard from a different department on Monday that they have their forms set up a little bit differently.
It's the same type of form, but they have a little bit different.
They add a few more things for the competencies and so the overall process needs to include an employee self eval which is you know the question earlier, it's that optional, it's not optional.
They have to do their self evaluation.
They're gonna send it to their supervisor.
Supervisors reviewing adding comments starting to think about the conversation, looking at the goals you're going to set that intentional one on one meeting time, you're going to set 45 to an hour and have very intentional meeting with these employees saying this is to review the entire form.
We're going to complete the ratings form with comments.
Signatures get the whole form executed and then it's going to be sent back to HR on time.
Would be great.
Thank you.
Any questions on the overall process on how this is standardly supposed to be?
Any deviations that you're concerned about that you're experiencing in your areas, if you have nuanced ones, I'm happy to stay on.
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Cindy Rhoads joined the meeting
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Kaley Espindola   32:04
Also, after the call, if you have other questions about my department does something a little different.
If we want to talk through those processes, but ultimately that's what it should look like.
So this is kind of something a little bit new and I wanted to highlight, I think it's really important.
You know we are.
We have their twenty 30s to treat your plan, and it has these two goals outlined, right?
We're gonna foster a community of learning engagement, inclusive belonging, and we'll our invest deliberately in people, processes, infrastructure.
So when I'm writing my goals you, I think everybody has a human tendency to say.
Here's my very narrow focus.
This is what I'm impacting.
This is what it is.
I want supervisors to take the strategic plan too and say how do I help my employee realize how their goals impact the future of UCCS not just today, not just this year.
How is their goal tying into the strategic plan for the university?
And I'm gonna read this one because I I got it in a presentation.
I love it.
So during a visit to the NASA Space Center in 1962, President Kennedy noticed a janitor carrying a broom, and he interrupted his tour, walked over to the man and said hi.
I'm Jack Kennedy.
What are you doing?
And the janitor responded.
I'm helping put a man on the moon, Mr.
President.
So he understood that his role as the janitor was putting a man on the moon like that is, and tying that back up.
And I think some of that gets lost.
So just as you're getting reviews as you're reading through them, you know, how are we tying this back up to the strategic plan?
You may have a strategic plan within your own department or unit, but it all ties up and it should correlate up to this UCCS plan.
The other part I know, Jerilyn said that she's we've made a few modifications this year.
This is another big chunk that I would love to update for future years to come.
So job competencies, I think everybody seen the review form.
Those are just listed at the top right.
Don't really have to do a lot with them.
They're just theirs words on a paper.
Umm, one of the departments when I was saying they kind of do their form a little bit differently, you know, it's so important to refer back to these like, how is it?
So these are important for university staff accountability, collaboration, communication, diversity, inclusion, ethics and integrity relationship building.
How are you identifying on a self evaluation?
How I've demonstrated accountability, how have I collaborated across campus?
How am I doing that and that should start coming out in those employee assessments and the comment section and what I was the department that does this.
So in each of the roles, I think they actually outline accountability and collaboration.
Scuse me and they have the person actually tie in and demonstrate how they've done that throughout the year and I would really like to see this.
This happened in a previous institution that had this very similar thing and I, you know, outlining that for the year on how you're impacting the university and and demonstrating all the job competencies that are across the board for university staff, faculty are slightly more complicated.
So they have the teaching, research and service.
I would say one of the biggest areas that we have had and it was a good discussion on Monday too, is questions around professionalism and collegiality and civility.
Where does this kind of fall for faculty?
How was that rating come across?
And I had a situation last year where a faculty member was given 5 all the way across because they're numerically scored for their teaching, research and service.
And there was one maybe email sent about how they were not interacting appropriately with staff, but it didn't really lean into the eval score.
So when we're trying to pull this whole case together and figure out what the best course of action is, it makes it really challenging.
I know there is a professional rights and responsibility in the works and I think it has been Andy faculty on the call can trying into that one because I think it's probably a civil war, still a little bit farther out, but I think it's really important that you guys work on the faculty side with chairs, Deans, whoever you need to kind of get involved and say how do we tie some of this in because it is important.
It's code of conduct is all these important things that need to be documented, whether that be part of teaching, research, service and what area that might fall in for those for those areas.
I know it's not quite as clear sometimes for faculty, but hopefully that gives a little guidance on where we're kind of demonstrating the professionalism, civility, type of behaviors.
And jumping into goals.
So kind of going through the eval form right now.
[image: ]
Jerilyn Taylor   36:19
Excellent.
So as we alluded to before, the one of the first steps in that process is the in the self evaluation, the employee is writing, where were they with goals in this last year.
So that's looking backwards.
Oh, I lost the slide.
[image: ]
Kaley Espindola   36:35
Uh, sorry.
[image: ]
Jerilyn Taylor   36:36
There it is.
Thank you.
So they're gonna write where they were in their self evaluation for their goals.
What successes did they have?
What barriers did they have in meeting these goals?
Where did they succeed?
This is their chance to toot their own horns, so if they want to find this is one of the ways like, these are the goals that I made.
These are how I exceeded it and talking about the impact to the university and having made those goals.
Can you advance this like Kaley?
[image: ]
Kaley Espindola   37:07
Yep, didn't.
If you shared again, sorry.
[image: ]
Jerilyn Taylor   37:09
OK, we didn't yet.
Alright, So what are the reasons why Kaylee talked about the strategic goals earlier?
Not only because performance appraisals are important to help employees grow and develop, which is part of our strategic plan, but also to raise awareness about you can set goals for employees or help employees set their goals based on the strategic goals of the university, cascading down to what the department goals are cascading down to employee goals.
So employee goals feed up to what the department needs to accomplish.
What is the impact of the Department of the division needs to have on the university and how does that feed up to the strategic goals?
Everybody knows IKEA, right?
Give me a thumbs up if you know IKEA.
[image: ]
Kaley Espindola   38:04
No, no thumbs.
[image: ]
Jerilyn Taylor   38:04
If not, then there's some thumbs.
So if you don't know, OK, there's the thumbs.
I I will give everybody up by having to be like ohh I need to find my reaction.
Ohh so I can't.
If you drive a little bit north on 25, you'll find a place where there are furniture that you build yourself.
Does anybody has anybody ever heard of the IKEA effect?
You may have to unmute yourself if you ever heard of the IKEA effect and I'll give you a Gold Star later.
[image: ]
Jenna Press   38:38
The aikea effect is when you put more value towards something you created yourself, rather than something that you've purchased.
[image: ]
Jerilyn Taylor   38:43
And I love it.
[image: ]
Kaley Espindola   38:44
Mobile.
[image: ]
Jerilyn Taylor   38:45
I will send you a Gold Star that that is absolutely true.
[image: ]
Jenna Press   38:47
Yes.
[image: ]
Jerilyn Taylor   38:49
It's actually a study done by Harvard that says that there is an IKEA effect.
So in at IKEA, you build your own furniture, you walk out with these boxes that are this big that is going to make A6 drawer, dresser.
[image: ]
Kaley Espindola   39:02
Yes.
[image: ]
Jerilyn Taylor   39:05
Once you get it home with nothing but a little Allen wrench and some little pegs that they give you so you put IKEA furniture together yourself, or you hire somebody off of thumbtack to do it for you.
But the IKEA effect says that it's our human tendency to love things that we create and that we contribute to.
Why am I bringing up this IKEA effect when it's talking about goal setting?
[image: ]
Kaley Espindola   39:34
I should also comment Jerilyn is very comfortable with uncomfortable silences.
[image: ]
Jerilyn Taylor   39:38
Oh, I forgot about that fact and the this my way of gating participation, especially on online classes and is to allow really uncomfortable silences.
So I'll just sit here until somebody asked answers.
This one I will cause this ones kind of a hard one to tie together.
So the IKEA effect is important when we're talking about employee goal setting, because it's important for employees to have a say in what their goals will be for the next year that will help them be engaged and wanting to contribute to whatever those goals are.
So if you as a supervisor or manager come in and say here are your goals for this year and this is what I need you to be doing, the employee doesn't have the buy in.
They don't have the investment in the engagement in completing their goals.
According to the IKEA effect, if you have an interactive conversation with the employee so they start on their self evaluation, here are the things that I want to accomplish this next year and then you come in and say that's great, that meets our department goals that meets the universities organizational goals and have that conversation.
But the employee has started that conversation, saying here's what I'm interested in working on this year.
They are more likely to meet those goals and be engaged to meet those goals.
Does that make sense?
[image: ]
Kaley Espindola   40:59
2nd.
[image: ]
Jerilyn Taylor   41:01
Any questions on that?
So when you are setting goals or you're working with your employees to set goals, it's important to make sure that they are smarter goals and the the first part of that acronym is Smart.
And then we've now added on error to make sure that it's a complete cycle of goal setting.
So smart goals many of us have heard this before.
This relates to a lot of things besides just performance appraisals.
Smart goals are specific objectives, must express the action and the results required by the staff member so they know exactly what they're supposed to be doing.
Goals are measurable.
They have a way to see.
Has it been done?
Has it not been done?
Has it been done 80% of the way, 20% of the way?
So when you're setting those goals, you wanna make sure that there is a way to track how far employees have gotten with those goals.
Smart goals are attainable.
They're not the shooting to the moon type of goals.
They are something out within a year.
An employee can reasonably get done.
They're manageable.
They're possible within the current workload, although they may have to stretch for it a little bit.
They may have to prioritize getting their smart goals done.
It may be a little bit of thought for them rather than just their routine of what they do in their work.
Smart goals are relevant and they are realistic and they're relevant to their job.
They're relative to the work that we need to do at the university.
They're not something that would not add any impact to the university and what our goals are for the university, and there are time bound.
That means there's a deadline.
There's an understanding of the time frame on when this should be achieved.
Now the UR part of the smarter Goals is basically the part that we are evaluating and readjusting.
So if somebody sets a smart goal that says I'm gonna do this by August and then in the meantime there's been a change in leadership, there has been vacancies in the positions in the department, there's been some turnover or go for the department has kind of changed course.
That's where you're gonna need to evaluate.
Is this still the smart goal we want and do we need to readjust and maybe take a different approach?
Maybe we need to change the deadline?
Maybe we need to try a different tactic.
Maybe we took on more than we can realistically do in this time frame, so it's completely OK and the smarter framework to say we need to adjust this throughout the course of the year and you as your supervisor are having meetings, whether they're once a quarter, couple times a year to make sure that they're on target, they have what they need you as their supervisor, if they're having barriers you know, are you able to reduce those barriers and do you need to readjust?
All right, now we're going to go to some examples of what smart goals look like.
So an unclear goal.
Complete mandatory training is that specific.
Maybe they know what the mandatory training is.
Is it measurable?
Sure, we can get course certificates.
Yes or no for the completion.
Is it timely?
There's no deadline in that, so if you look at the one below it, the smart goal complete, the HR mandatory certification training for new employees within 60 days of your hire.
Honestly, not even sure that even like that smart goal, because it seems like a basic expectation of somebody's job for a new employee.
So that's not a something that's helping them stretch to learn to grow.
Its a check the box.
Yes, you've done that.
Now maybe for a brand new employee that's the the the goal to have, but maybe for somebody who's been here a couple of years completing mandatory training may not be irrelevant goal for them.
Let's try something else.
Alright, smart goal strengthens supervisory skills.
All right.
Time for you guys to unmute is strength and supervisory skills a smart goal?
What are we missing or what do we have about strengthening supervisory skills that is specific, measurable, actionable, realistic and timely?
Is it specific?
[image: ]
Crista Hill   45:49
It's not.
It's not any of those.
[image: ]
Jerilyn Taylor   45:52
Thanks.
She knows how to feel.
Uncomfortable silences. Thanks.
So if you look at the smart goal down below, is it timely give me a thumbs up if it you think that smart goal down below is timely.
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Kaley Espindola   46:12
If it's hard to find your button, you can pop on and give a thumbs up.
[image: ]
Jerilyn Taylor   46:16
Alright, I see. Thumbs up.
Alright.
Is it specific?
Do you see the specific behavior or task that you need somebody to do in order to achieve this goal?
Yeah.
Yeah, see some thumbs up.
Is it relevant?
Awesome.
Is it attainable?
Is it attainable for somebody to take the leading yourself or leading others?
Professional development course is it offered by the university?
Yep, you bet it is.
There's a set time frame that it takes.
We know how long those courses are, and if you've never heard of this leading yourself or leading others, send me a message later and I'll tell you all about it, because this is available in live and real at the university right now.
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Kaley Espindola   47:09
Shameless plug.
[image: ]
Jerilyn Taylor   47:09
Alright, I'm going to give you a tool on how to make sure that you can set smart goals for any employee about anything.
Kaley called this a mad livelier, which I think is kind of cute.
And I think that's really a funny way to think about it.
And then we're going to hopefully break into breakout rooms.
Cindy in HR popped into the meeting and set us up with some breakout rooms, so hopefully that's gonna work.
And I'm going to have you guys practice in smaller groups.
So here's your practice.
Here's an administrative assistant.
Her job is to.
Do front desk reception duty, including greeting, checking in clients.
They're also responsible for balancing charges, so the amount that's coming in to the department, revenue received, scanning patient documents.
So people are paying copays.
They're looking at medical records, things like that.
So here's the template to build a smart goal for any employee over any job.
The template buy blank fill in the date by February 24.
They will.
Then you're going to list whatever behavior activity training that you need them to complete based on their job duties.
This will be evidenced by blank.
So that's how you know that it's completed and it's measurable.
So if you can say it'll be evidenced by a completion certificate, customer comments, audit procedures, then you know it's measurable.
If you can't insert the blank for, this will be evidence to buy, then likely you're trying to set a goal that's not measurable.
Alright, so hopefully we have some breakout rooms.
If not, we'll just have to do it in a larger group.
But I'm gonna give you guys 2 to 3 minutes in a breakout group to be able to set a smart goal.
If you don't remember and you don't do it, office administrative assistant maybe set one for your own.
And your own department.
All right, looks like you're going to go in just a few seconds and we'll join you back in two to three minutes.
Have fun.
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OK.
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Here literally.
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Welcome back, welcome back.
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Ida Dilwood   53:33
Pleasure.
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Thank you guys for playing along.
[image: ]
Kaley Espindola   53:35
Yeah, like a big that was awesome.
It worked.
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Jerilyn Taylor   53:41
Hopefully.
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Kaley Espindola   53:43
Are we still sharing or might not sharing?
[image: ]
Jerilyn Taylor   53:45
You are not sharing right now.
[image: ]
Kaley Espindola   53:49
What's so close?
[image: ]
Jerilyn Taylor   53:51
All right.
I would love to hear if there's any group that is interested in sharing.
Were they able to come up with a smart goal, whether it's for your own department or for this example of the administrative assistant?
And I realized after we went into the breakout groups, you couldn't see these slides anymore.
So I apologize for that.
Who would like to share?
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Ida Dilwood   54:20
Not talking again, I can share part of ours.
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Cindy Rhoads left the meeting
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Jerilyn Taylor   54:25
Thanks, Ida.
[image: ]
Ida Dilwood   54:26
We it took us a little while to get started and then we didn't have this slide.
So we started making up our own and then we saw the 10 seconds was elapsing.
So we said something like answer the phone 90% of the time, maybe if there was unforeseen circumstances like they have to use the restroom and they got a few phone calls when they were gone, maybe we would say something like return EA missed phone calls within 24 hours or something like that.
So, UM, so then we're accounting for enforcing.
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Jerilyn Taylor   55:09
Awesome.
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Ida Dilwood   55:15
So that was something that we talked about.
[image: ]
Jerilyn Taylor   55:18
Perfect.
And assuming that you're in an environment that you'd be able to monitor that in some way to see how fast calls got answered and some type of call center or something.
So here's some examples that I wrote down thinking about this administrative assistant.
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Ida Dilwood   55:28
Sure.
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Jerilyn Taylor   55:32
By April 2025, they will establish a written process accurately for balancing charges and revenue.
This will be evidenced by written procedures.
And another one was by December 2025, they will scan in paper patient documents.
I'm just making up something I don't know.
This will be evidenced by the history portion in a patients medical record and the previous paper files being shredded, but hopefully that gives you a little bit about the tempo, about what it looks like to set smart goals, questions on smart goals.
Ready to do some Madlib smart goal making with employees when the performance evaluation process comes into place?
Uh, here are just some examples of professional development, so if you need ideas about what to write for smart goals or what to encourage employees to look at for their goals, here are some ideas.
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Jerilyn Taylor   56:31
You know, it might be serving as a chair and a committee.
It might be some on the job training or cross training.
One of my personal favorites is writing new procedures etc.
[image: ]
Kaley Espindola   56:44
No.
[image: ]
Jerilyn Taylor   56:46
All right.
So moving on to the rating scale, I when I get a chance when Kaley starts talking, I'm gonna put in the chat.
This document it's also available on our website.
It is the rating, scale, rubric or tool something to that effect for.
University staff the rating scale for faculty is the same 5 outstanding 1 being failure to meet expectations, but this particular document is specific for university staff.
We don't have a similar document for faculty, although some of the ideas might be the same.
Umm, so you can see in here we have.
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Kaley Espindola   57:26
They're gonna.
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Jerilyn Taylor   57:28
Sorry, Kaley.
[image: ]
Kaley Espindola   57:28
Thanks.
You're making the next one, so there's smaller chunks or keep it on this one.
[image: ]
Jerilyn Taylor   57:32
Yep.
You can zoom in a little bit.
Some examples of what A5 may be.
Now these are only really intended to be examples.
This is not an exhaustive list to say you have to be able to justify with these three bullet points that these the employee has done one or all of these in order to get a 5.
This document was created as a way to just demonstrate what if I've may look like and then you as a supervisor and coordination with others on your team, we'll decide what that looks like within your specific department for your specific teams about whether the person is A5 or a four.
So for the five, you'll see they are far exceeding performance expectations.
Their work is exceptional quality and in addition to that there making exceptional or unique contributions to the unit, the department or the university.
Uh, and then some examples for #4.
They're always achieving performance expectations and frequently exceeds them and their have a work performance that is a very high quality in areas of responsibility and then you can see some examples of the ratings.
Maybe they've created some new processes?
They've identified problems and created solutions for it.
Questions on fives and fours.
All right, so three is the meeting expectations.
So this is an employee who is doing their job and they're doing their job well.
They consistently fulfill performance expectations.
Maybe they periodically exceed them.
The hardest part I think for employees and we heard this in the last session that we did as well and I've heard this, that other organizations that I've worked at is that employees correlate 543 to ABC and that's really not an accurate way of thinking, especially if you were an A student in school.
You're thinking I needed to be a five.
You can be in a student and be a three, and there's nothing wrong with being a 3A3 is not subpar.
It's not not doing well.
It is actually in fact, doing your job well.
But if five is above and beyond your job.
We also have twos and ones.
We don't have a lot of examples in here for twos and ones, and the last group that we had, we had some questions about.
Should we define that better and what is the difference between our two or one?
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Jerilyn Taylor   1:00:19
The reality is if you have an employee that is getting rated or tour one, you should be having conversations with Kaylee about that person's performance, their rating of A2 or A1 should not be a surprise, actually.
That no ratings should really be a surprise because you are having conversations with your employees about their performance throughout the year, right?
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Kaley Espindola   1:00:34
Right.
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Jerilyn Taylor   1:00:40
But if they are A2 or A1, you should be having a conversation with Kaylee about what that looks like on a broader spectrum rather than just the performance evaluation.
If you are rating somebody A2 or A1 or A5 or A4, you are required to have comments in there to justify those ratings.
So make sure as you're turning it into your supervisor and you're turning it into HR, you have comments that justify why is this person A5.
There are five because they did ABC.
There are four because they ABC.
So far so good.
All right, moving on.
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Kaley Espindola   1:01:31
So couple of the rating pitfalls that we see people run into and this is I think we'll talk about some other best practices around annual performance evals.
But some of the the reigning pitfalls that we see supervisors run into Halo Horn effect, right, so the Halo effect, it's like Angel devil, the individuals performance is is really just perceived positivity, right?
Like they come in and they're cheering and they're great and it's just a positive experience, but they're really not doing a lot of work.
But you're your rating them a little bit higher because it's nice to be around, right?
The horn effect is really kind of based on negative quality or feature.
So if I am just Bah humbug all the time and.
You know, maybe quieter meetings just, you know, something?
That's rub it.
As a supervisor is not up to where you kind of wanna see that you know you're being judged just on that, not the work on producing.
I might be doing a great job at my job, but there may be some negative qualities that you're kind of being judged on.
I think one of the big ones will leniency.
So you know the honest ratings.
It's hard to have tough conversations sometimes and be prepared for those.
Recency is what I I personally have a hard time with and I love Gerald and I took that back.
I give it to my team, this me book.
You know, it's hard to remember what I did a year ago.
And you know what?
What are all the steps that have been taken since then and you know accomplishments you've had?
So even as a supervisor, you have maybe had a really positive interaction or a bad interaction in the most two, you know, two to three months and you're using that as your reference to to to do the overall annual rating.
You know, similarity is kind of those biases.
They're like me.
I get it.
I've had maybe a different type of relationship.
I know this person outside of work and I'm kind of being a little bit too personal in the rating as opposed to really tying it back to those goals, competencies, strategic plan and all of that.
So the rating calibration, so these are really important conversations.
Like Carolyn said, we have a game coming up, so we'll get to practice this a little bit.
Umm, I think this is a university.
I don't know.
It's like it's just a university wide thing that, like Jerilyn, said, the A/B CD1234 just kind of all falls into those patterns.
So how do we reset that?
And Jerilyn gave a good example earlier of like setting with your team at the very beginning, saying here's what A3 is.
Here's what a four is.
Here's what I5 is again, twos and ones.
Probably different conversation, but you know you want to sit down with your, your team and really kind of set this calibration.
We want to say here's what it is you want to remove your biases, seasons season versus new employees that you supervise.
Tougher, easier assignments.
You're a tougher, lighter grader.
We're getting everybody on the same page, you know, like Jerilyn said, too, forgetting your group of managers in the same.
You know, if you're a Dean and you're getting all your chairs together, your chairs and directors and saying, let's reset this calibration, I wanna understand where your three is.
Your three is your three is and now as a unit.
Here's where our three is gonna lie.
So it's really important to do this work.
We understand that it is tough to have these conversations here.
We're also having them from upper levels and down.
We're trying to have them from employee standpoint up like you're also an employee needing to understand this.
And you're gonna have a performance eval that you're turning with your supervisor too, so trying to really bridge this gap and making sure that people understand what I3 is, a four is A5 is, and that it's more consistent across graders.
So the goals would kind of went over this too.
But you know, ensuring the supervisors are well versed the definitions, understanding some of the the areas of opportunity that we just talked about on the previous slide, you know, discuss the complex issues, I think we had some really good discussion around like this is very unique in our area and this is you know maybe even the criteria is different in this area versus this area.
And so how do we how do we ensure that A3 will work?
Or what are things that I can take into consideration when I'm doing my three?
What you know behaviors exemplify a top performer, and then all of your managers are kind of on the same playing field.
I know it gets really tricky.
Those five threes, fours and fives are probably the hardest area, but we want to reward top performers.
We want to reward the five is when they get fives.
We want to make sure that people that get threes feel truly valued.
This is you're doing your job.
You're doing it well and so kind of resetting all of those.
Just a quick question, if everybody been a part of the calibration meeting?
Either here or in other institutions or organizations.
This is a brand new term for everybody.
No, no responses.
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Kara Carragher   1:06:26
Kaley, I assist the Dean with our overall collaboration meeting for the entire college.
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Kaley Espindola   1:06:32
Yep, that's great.
That's a that's a great practice.
It's a new term.
Perfect.
So hopefully we can kind of take this and you know, one of the things that jerilyn and I you know, we have a lot of change in our leadership over here in HR and we want to continue to develop.
We want to create resources.
We want to have these consistent conversations with you guys and starting here in calibrating the rating levels within your own units and departments is just a really great way to start.
We're here to help assist with that as needed.
Umm.
And now we're gonna play a quick little game and we're not.
We didn't do a poll.
We have a calibration challenge, so I do need people on screen, so if everybody can pop on just really fast, we're gonna do a show of fingers because we didn't do a pull for it.
So I'm going to read a job duty and a behavior associated and knowing that we've gone through the 12345 sound like we were on pretty similar pages there, you're going to raise a finger.
We'll see how many fingers we can see on the screen at one time and see what you guys would write this person based on this job duty and the behavior.
So the job duty contribute to the student success center team by abiding by team norms, taking responsibility for keeping current technical knowledge sharing with others, accomplishing tasks affecting other team members in a timely manner, and representing the student Success Center and professional way at all times.
The behavior is seen as an expert in the department.
Employs consistently.
Go to this person for Procedure interpretation.
In addition, created new employee training, mentored several new staff and their first 90 days new staff members report feeling welcomed and well trained.
Would you guys rate that person?
Seeing some fours and fives like Marcus, did you give a 2?
Is that a fine?
[image: ]
Marcus Davis   1:08:24
That there was a 2.5.
[image: ]
Kaley Espindola   1:08:26
2.5 OK, which actually?
Well, I don't think you have classified any.
Never mind.
Never.
So this one was really seen as a 5.
So they're kind of going above and beyond their job.
They're very clear what their job duty is.
They're helping welcome new employees.
They're having an impact on their department overall.
It's a great job.
Read it another one.
So the job duty is to collaborate with, yeah.
[image: ]
Ida Dilwood   1:08:47
I'm sorry, Kaley.
Real quick, I missed you talked really fast there.
You said.
[image: ]
Kaley Espindola   1:08:52
Like A5.
[image: ]
Ida Dilwood   1:08:52
What would that rating be?
OK, that is not.
You have to really like walk on water to get fives in our division.
I'm just saying nobody gets fives.
Nobody can give a 5, so this is really interesting, but thank you.
[image: ]
Kaley Espindola   1:09:13
So I don't. Yeah.
So the yeah.
Yeah.
And again, this is a the the calibration conversation is happening here and at other meetings, and also at the cabinet level, because this is actually the second time now we've heard that some supervisors come in and said we don't give fives.
That's not true.
We absolutely should give fives when people are deserving of the five and then people understand the threes and then there's aspirations and motivation to get to the five, all the things.
So we are slowly building there.
I really appreciate that idea, though.
It's definitely a note that I have made as well, Kimberly.
[image: ]
Kimberly Guyer   1:09:50
I I think maybe I missed this, but one difference for me would be the question of is it expected that this person is mentoring staff and on boarding?
Like, are they their team?
You know, do they report to them or is this someone who's kind of, you know, going beyond that and trying to help beyond their department and beyond job expectations?
So that would be a difference for me.
[image: ]
Kaley Espindola   1:10:13
Yeah.
Then this it's hard with the like.
Yep, no, I think that's a great question.
And it's funny, I think in the other training we were kind of going through these.
I'm like, don't think too much about them, but when you're doing the evals, please think about them.
The whole picture of it, so we're just giving you one little snapshot.
What's your gut telling you?
Kind of for that evil.
Great questions, though, and yes, you would take the whole picture into consideration if that's an expectation, a norm, or if it's above and beyond.
Umm, OK.
So the job duty is collaborate with academic and other departments to provide outstanding customer service.
The behavior is received numerous concerns regarding inappropriate behavior when representing the department on cross departmental meetings.
What identify challenges to propose changes but not provide solutions?
How do we thinking?
Right.
It's seeing some ones and twos.
Perfect.
Yep.
So this one again, there's probably bigger conversation, but there are rated at 2.
So take that back and not meeting expectations.
You know the one, the one and two, they are really close on the way.
I was kind of explaining it from an employee relations standpoint is we're kind of maybe at that first conversation not meeting expectations.
Some concerns are coming up.
We're not there.
Repeatedly having more conversations than a one is we're probably having a tougher conversation.
If you're still here for review, time is kind of that threshold.
So where have you been involved in the employee relations process?
Umm, so that's just something to consider, but that's a good one.
Alright, we'll do one more and then we'll move on because we're getting close around time.
So the job duty is collaborates within and across disciplines and departments and serves on campus committees related to Wellness initiatives and evidence based programs.
The behavior participates in assigned committees.
Volunteers, ideas and completes assigned tasks on time, efficiently and professionally.
All right, seeing some threes and a couple 4.
So this one was determined to be a 3, so that's great job.
You know it, depending on where we kind of again more bigger picture scope of things could be a four could be above and beyond.
But ultimately, they're doing their job efficiently, professionally, completing assigned tasks on time.
So good job and I will go ahead and move on.
Was that a good?
Is that helpful?
It's kind of nice.
We did a little bit of more of a breakout session in the other one too.
We can kind of use examples from your own department of here's where I think we have five employees.
Here's an example of a one in our department and you guys can kind of collaborate and calibrate within your small teams.
But is it helpful to see that as graders on here getting this bit of information that we're pretty in line, there's been a couple that were maybe more circumstances would help us identify maybe that 3-4 better, pretty consistent on the ones and twos that helpful, yeah. OK.
[image: ]
Jerilyn Taylor   1:13:17
And and I want to emphasize it in my opinion, I think it should be difficult to get a 55 should be not everybody, not everybody's A5, we would have the highest functioning organization I have ever worked at.
If every employee in this organization is A5, they are far and few between.
They're hard to come by there.
They shouldn't be impossible at, you know, Daniel said in the chat.
There should be no rules to limit a certain rating, like a five.
That would be discouraging if I were that unit.
Yep, we heard that.
[image: ]
Kaley Espindola   1:13:49
Mm-hmm.
[image: ]
Jerilyn Taylor   1:13:49
Yep.
Umm and I give examples to my employees about in their job.
This is what it will look like for you to be a 5 so that they have a clear understanding of how they can achieve A5.
And somebody said in the last meeting, which I thought was a great idea and it's required to have comments on why the person is A5.
But she said.
I practically wrote a novel to make sure that people knew that this was an outstanding employee, that this is somebody we should not be losing as a university.
Uh, that we need to hang on to and that they really are going above and beyond.
And this supervisor took a lot of time to express that and make sure that those comments were seen by others and that it was justified that that was a 5.
So we're gonna move on to a slightly different topic here.
Ohh yes Marcus, go for it.
[image: ]
Marcus Davis   1:14:45
So I have a quick question.
So like with our classified staff, my, my group's classified staff, we've had the 123 and in the past.
[image: ]
Kaley Espindola   1:14:52
Mm-hmm.
[image: ]
Marcus Davis   1:14:52
So I do a lot of times where say I have a high made medium range.
I'd use a 2.5.
I'm sorry.
I was using the 123 method.
The first question, sorry.
[image: ]
Kaley Espindola   1:15:01
You.
[image: ]
Marcus Davis   1:15:02
So I would put me in a 4.5, but will you have four point fives?
Will you have four point eights in you're in this new tier system of one through 5 or will it just strictly be 12345?
[image: ]
Jerilyn Taylor   1:15:13
So the university rating scale only has the 12345 classified is a separate form completely, and we're gonna have to have some additional communications about the expectations for the classified staff.
[image: ]
Marcus Davis   1:15:24
Sure.
[image: ]
Jerilyn Taylor   1:15:25
So look for that in the coming weeks cuz we are switching from A1 to three to a one to five.
[image: ]
Marcus Davis   1:15:32
That's what I understand.
You OK?
[image: ]
Jerilyn Taylor   1:15:34
Yep.
And so we need to do some some different communication and some different training on that.
[image: ]
Kaley Espindola   1:15:34
It.
[image: ]
Marcus Davis   1:15:34
Thank you.
[image: ]
Jerilyn Taylor   1:15:39
But thank you for that question.
[image: ]
Marcus Davis   1:15:39
Thank you.
Yes, ma'am.
[image: ]
Jerilyn Taylor   1:15:41
Stay tuned.
Alright, so we're going to switch to a little bit of information about how the ratings affect merit increases.
This is one of the questions that we get quite frequently when we start communicating out the merit increases, so schools and divisions are given a flat dollar amount based on the percentage awarded by the regions.
So you'll see the region say we've awarded a 3% merit pool.
Well, that merit pool is based on our budget and when it gets to the division in the department, it is given in a flat dollar amount for the divisions to disperse based on ratings.
So it's not if you have a 3, you get a 3% merit increase.
That's not the way it works, and I think when employees start seeing ratings and then start seeing their merit increases, that gets a little bit like, wait, what?
What I saw that there was a 3% merit pool.
I figured if I was meeting expectations, I would get that 3% merit increase, but that's not the way it works.
So the ones and twos for performance evaluations are ineligible for merit.
They will get no merit increase at all.
Umm.
And does anybody know why?
I have a picture of peanut butter on a piece of bread here.
You make you think I get really abstract.
We're talking about IKEA.
We're talking about peanut butter.
[image: ]
Marcus Davis   1:17:10
No, Joey.
[image: ]
Jerilyn Taylor   1:17:10
So if we.
[image: ]
Kaley Espindola   1:17:11
Logically.
[image: ]
Jerilyn Taylor   1:17:15
Because it's lunchtime and we're hungry and ready to get out of this meeting.
So if a division rates their entire division or their entire school with high ratings, it will spread out that merit pool dollar evenly and very thin.
So that's the visual I want you guys to think of.
Is it spreading peanut butter around?
So if everybody in the department is rated A5, that merit flat merit pool dollar is going to get spread very thin.
Can you go show the next like Kaley?
[image: ]
Kaley Espindola   1:17:50
Yep, Yep.
[image: ]
Jerilyn Taylor   1:17:51
So if you were to have a merit pool of 3%, that equates to a dollar amount for this completely fictitious department as $600.
If you rate two employees of three, an employee of four and an employee of five, that's $600.00 gets spread out in a flat dollar amount.
In this way, which equates to these percentages.
So an employee who got a three got a 2% raise.
An employee who got a four gets a 3% raise.
An employee who got a 5 gets a 5% raise because that's the percentage that equates to that flat dollar amount to equal this flat dollar amount for the merit pool.
So does that seem consistent?
So you're rewarding the higher performer with an increased dollar amount because they are a high performer.
So now let's take the same example.
And see what happens.
If we rate everybody fives, if we read everybody of five, each person gets $150.00 and it's a 3% merit increase.
So now if you have high performing employees and they're getting a 3% increase, which was what was said as the merit pool of 3%, how do you think that employee is going to perceive it?
So I'm an outstanding employee and I got basically the 3% email, maybe a little discouraging.
So if you have everybody rating A5 in your unit, then you're spreading out the merit pool dollars dinner.
So it's one of the ways I want to encourage people to have honest ratings and that not everybody is A5 and some people are naturally going to be threes.
Some people are naturally going to be 4, as in a few people may be fives.
Questions on that.
[image: ]
Kaley Espindola   1:20:07
James asked how does this work for auxiliary departments?
[image: ]
Jerilyn Taylor   1:20:11
Oh, that's a whole good budget question and we can talk and talk to Suzanne if you want some additional information because I don't wanna get into all the budget and misquote how the budget actually works.
Because auxiliaries have funding sources and all this other kind of stuff, that was just meant to be a very general super generic, the answer is that, OK, James?
It's.
OK, not hearing him telling me.
No, stop.
We need to stop everything.
So we're gonna move on and then we can talk offline if we need to.
To the top five challenges.
Umm.
With performance appraisals that we see and this is not unique to UCCS, this is kind of human nature supervisory 101 for every organization that Kaylee and I have ever worked for, one of the biggest challenges is dishonest feedback.
It can be hard to have those hard conversations with employees where your rating them a 3 because they're doing their job, but they think they are A5.
It's hard to have a conversation with an employee saying, hey, you need to improve.
I've got some real big concerns here.
We're not meeting our goals as the department.
You're not meeting deadlines.
You've got complaints from people in the department or from students and parents, but then you rate them before or A5 because you don't want to have that tough conversation.
And that really creates a problem and risk for the university.
If something were to happen further down the road, we can get challenges for well, I got fives for the last five years, but now all of a sudden you're telling me I've been a bad performer for the last four years.
That's inconsistent evaluation and it's not fair to the employee.
[image: ]
Nicole Weis left the meeting
[image: ]
Jerilyn Taylor   1:22:05
The employee deserves honest feedback about how their performing so that they can get better.
If you're telling them they're doing great, they're going to keep doing the same thing because they don't know that you're supposed to be doing anything different.
I'm having inconsistent evaluations or dishonest feedback and create sudden dissatisfaction for the employee.
[image: ]
Laura Austin-Eurich joined the meeting
[image: ]
Jerilyn Taylor   1:22:27
Uh, when you have a poor performer on your team that's not getting addressed, it could create issues among the team, with the team being dissatisfied and having morale issues.
We didn't spend any time talking about subjective versus objective evaluation measures and hopefully you've seen these terms before and we don't want to write subjective performance evaluations where we're using our own preferences, for example, that how to evaluate an employee you're using objective measures, things that are measurable, things that are quantifiable, things that you have evidence behind it, not your.
Preference your bias things that can't be easily measured or documented, and we certainly don't want to see it.
A deviation from the normal evaluation practices and procedures.
So there Kaley showed that slide of the steps in the process.
That's the steps in the process that we need to follow.
They're pretty easy.
We try to keep the form pretty simple.
It's not a very long, cumbersome form, but you should be having conversations with the employees.
It's not an email.
It's not a phone call, it's a conversation.
Do you have anything to add to that, Kaley?
[image: ]
Kaley Espindola   1:23:50
No, I think you kinda he hit all the ones that I was kind of thinking through, yeah.
[image: ]
Jerilyn Taylor   1:23:57
What?
Alright, so a couple of recommendations and requirements.
If there was a supervisory change during the evaluation year, all supervisors are requested to contribute to the evaluation.
I know sometimes a supervisors have left.
Obviously, we're not gonna have that feedback for them for that employee, and there's going to be some extenuating circumstances where you need to think through.
OK.
Does this really make sense?
I've been this supervisor for 10 months.
Out of the 12 months period and things like that.
So for specific questions like that, or have we had some interesting scenarios in the last session?
Give Kaylee a call and you guys can walk through exactly what makes sense for the employee and that specific case.
Uh, we talked about supervisors being expected to provide comments that provide context to their ratings so that we can see and make sure that we have evidence of why this employee is A5 versus another employee being A3.
All employees receiving a rating who were employed during the evaluation cycle, so we will track any HR who umm has turned in evaluations.
Who hasn't?
Please make it easy for us and turn them in so we don't have to track you down.
Track your supervisor down to track you down.
But we do need to have those on file for all employees and the supervisor and the next level supervisor will sign the evaluation before it gets into the employees file.
All right.
Final questions, final thoughts.
Questions for a screen so you can't throw tomatoes at us. Sorry.
So this is the second time we've done this training.
Uh Kara has a question question on the self evaluation form.
There is an item on the second page.
[image: ]
Larry Lee left the meeting
[image: ]
Jerilyn Taylor   1:25:56
You can't see that.
Is this for the employee to add comments, feedback or does supervisor fill out this section?
Yes, that is for the employee to say what are their comments, maybe they want to include feedback for their supervisor.
What challenges have they had in this year?
What are the successes they want to sing about themselves?
This is the chance for the employee to say hey, here's why I think I'm A5.
Here's why I rated myself A5 on the self evaluation.
Uh.
[image: ]
Kaley Espindola   1:26:28
Question ohh no, I just think good question.
[image: ]
Jerilyn Taylor   1:26:28
Like I go ahead, Kaley.
OK, so like I said, this is the second time we've done this.
The first time that we've done it online, so thanks for playing with us with the breakout rooms and trying to do our little calibration game with fingers and in person, we have little signs and it was fun, but I know not everybody can be at the same place at the same time.
So if you have my saying is if you didn't like it, tell us if you liked it, tell a friend so we thought this was good information.
[image: ]
Kaley Espindola   1:26:56
Each.
[image: ]
Jerilyn Taylor   1:26:58
Please tell there was in your department.
We are wanting to get as much feedback as we can about this training.
We may or may not be able to change processes.
I know there's lots of comments and concerns and questions about the process and the rating and things like that.
We as a department are working on some of that, that takes several years to change.
Some of the stuff isn't going to change overnight, but for comments, questions, concerns things that you'd like to see changed on the training, please scan this little QR code before you leave the training.
You have two minutes to scan this QR code.
It will come up right on your mobile phone.
You can take the training evaluation survey and let us know how we did, how you think we can do better.
We will keep changing this training to make it as awesome as possible because we want people to be able to attend training that they find meaningful and a good use of your time, so please be honest, we won't be hurt, upset.
Use it as your first attempt at sending critical feedback.
I'd have those hard conversations and then once you are scanned with that QR code and you fill out that Qualtrics survey, you are free to pop off and we will stop the recording.
Thank you guys so much for attending.
[image: ]
Kaley Espindola   1:28:16
I have one thing and one thing.
[image: ]
Jeanette Dias left the meeting
[image: ]
Vanessa Ea left the meeting
[image: ]
Kaley Espindola   1:28:19
There are two handouts.
So we're gonna throw in the chat after this.
Dude, I don't know if I missed that.
[image: ]
Jerilyn Taylor   1:28:23
Oh, I totally forgot.
[image: ]
Kaley Espindola   1:28:23
If you already did that, yeah.
[image: ]
Jerilyn Taylor   1:28:24
I'm sorry.
[image: ]
Kaley Espindola   1:28:25
So we have our rating sheet and then the calibration definitions and examples for those two.
If you do find them helpful, but those are also be online.
[image: ]
Kendall Wehrer left the meeting
[image: ]
Kaley Espindola   1:28:31
This posting this video will be posted online and available to anybody that wasn't able to attend today and like Jerilyn said, tell a friend we have another training coming up on Monday that they can still enroll in.
So thank you everyone for your time today.
Thanks for your participation.
Was so great seeing people pop on and off and we hope you have a wonderful rest of your day.
[image: ]
Crista Hill left the meeting
[image: ]
Robert Sackett left the meeting
[image: ]
Daniel Segal left the meeting
[image: ]
Sarah Meier left the meeting
[image: ]
Michelle Dorne left the meeting
[image: ]
Kimberly Guyer left the meeting
[image: ]
Megan Mueller left the meeting
[image: ]
Shanelle Cruz left the meeting
[image: ]
Maja Krakowiak left the meeting
[image: ]
Kara Carragher left the meeting
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Laura Austin-Eurich left the meeting
[image: ]
Elizabeth Wyatt left the meeting
[image: ]
Kaley Espindola stopped transcription
drdv0k_5dmui84gyohxmi.png
78\
<D




ynxmleylmg5kaidwsfkbg.png




8ludokvfp67ult504vh3d.png




7qbr7zz5mwjc4cdm5c356.png




-raudcyelvuwie2lrls4j.png




ecjasdmyk9yvedy72nh2k.png




a04jqysq4afda4upnidya.png




jd1a9akco9guosu2qspq3.png




mrmj1e0m7l094z00ev8vu.png




ikzad1nczbcndsqllizda.png




kbodiyj1pbaanp8rc1qdn.png




ccnyqpssqvvkzldr72uwb.png




xp2cye-eeh7ufnvyxptvs.png




wjhhsicityn49kpwdzmaw.png




tymz0biwytyrqi78vdm2r.png




wfgsqh6ehmnwbwjzv2fzx.png




mh2tzpj9k0salwzeu4ndu.png




txkz5oaofzqu_e5dkyayu.png




00yfiofiwg3o_ocd1c7ja.png




cg3jscnkznuoh2yx7z7ox.png




h01f768ubkgqw-35qrxgw.png




pm20grrqwgocroyh8akwk.png




pplqyob0xludjvi1kzgnn.png




ejvi39vdpwz5o2omo6r17.png




4wp_mdoewby9lpkot9-xe.png




eguoaaidxek-psdqncnfp.png




bt0bvopm_mgx88ui2meh3.png




7pdi8_1z205xetbu5cngk.png




ttvdtcglwlthqoszdh9sa.png




gvsui6cqvrjirymjdklgi.png




zdxkvmm70ywx-hvxijhmy.png




nllm3pvrvpoxbcmpn-8w6.png




ne0_1xu-7lalvtu_1yy2v.png




5so93qnfy1wxmdg2b27rp.png




wkob8irxcqj8hd-cd0cuq.png




rexnzlv1pe0smym8yafxg.png




q0afx5b3ctkbeoi0o61m1.png




abudbtq-dcia79q26kdmg.png




ejgh0eu-fq0fdy08ddizv.png




go51ybpqing0n2j9ok7ng.png




-aiqqddjokvojbprsqf8w.png




5qixqmbiqansu2cm0dj5x.png




pwif6cjz6z4cqtkxlx6cs.png




j-dxwkfelq_xopgcyqzci.png




ddt8ov9c1codlzofx3wy6.png




spbqmlhj_sqlswrdo0sau.png




ith-783a0rx_prcyqr1pi.png




goqrbsos2oimakdp2ynjh.png




z4pa06w2ch89y8fblbsj3.png




yu0aqlgeply69oogmu40y.png




b3bhz8uhylldtjqub0uoc.png




iookcfjpvae2fqjwsyng3.png




vdkhl4qodltok7rcpxtjn.png




lpg-lkfonpvkmyzixkmnq.png




240auwnbj2vehuwul3bm4.png




u8poigj2phjecx8fmwyfi.png




uz63l6thkds3coags8jog.png




u7hkw2clzowjrwgq7iz3j.png




xc3zwchbnhzay1zitvajn.png




dcrlxmwlsaipavgalgzxx.png




ot5-jap9lnnvdn5dszeb3.png




1tka8bnbtj-uv-e4q-up8.png




r8bksrmjoljyl4hgmwxvg.png
78\
<D




knoqrfdjy_gw4xcqtyzst.png




j-1h7la1uhhhqcvhpbipn.png
78\
<D




jiyu2zznei89nnxitf39u.png




6-jgh847ezoox-zwun5t9.png
78\
<D




y4ocvrmrhl5r9q4lmtuyn.png
78\
<D




aijyhwqf0ny7gzkzvofij.png




okbvvtfwx4qjd0503u2um.png




tb3whblncii4as9qn7pgs.png




03qtrklcechvdhha_cisb.png




8imrbm5nvblajcfibq1lh.png




niozqg-ag305wuiph-sze.png




nx4zpythjme6v_vseasew.png




zqct4hgm7oxciifziqizv.png




hp4tuf1lnowcnt--cuzdg.png




vtvcfa1jzhdwk_xunac9d.png




ugw4o1lwcyfyynejbotrm.png




zospkgfpti1ukrytbgdic.png




niavyw6_ox91ucm5mmz1x.png




xx74jcirh2udu-zi2nfxd.png
78\
<D




hblyvz5r6v2al_x95zdkm.png




fpjvdw8lbsth4f7gw4lys.png
78\
<D




tgxsugoed_kosc4hmbce7.png




jmtv8fgmbrhsnpuz4ugy-.png
78\
<D




ydbh6jsevlcxis9f-ydl-.png




ltvuuznufcsapcggcuvpo.png




aq7uos_llbl-t4_p3fmhb.png
78\
<D




cjaibndgc2aqi4vkrt9h1.png




xnqi1azjnzycdnezhftwq.png
78\
<D




9nygbet3wjmvgi_4ayyok.png




ve62gjqndxmbsubnzjyfi.png
78\
<D




v4ubxnakuxnrg9novzeku.png




rvz80sp9d4npv2kfxinut.png
78\
<D




ngtrgor-ikfwvuctevebj.png
A=




hmxljbzhfajhgiiedm3fo.png
78\
<D




7a0ag-mravrsnyyftbnh1.png




wllh1ddyvdicy4g3vnecy.png
78\
<D




sj2a73pdk2jmlnpdtgig2.png




3f85crhqvlg_utszrnjhn.png




zemwq0ve_103dbtlig2hd.png
78\
<D




laurlynlm_taxtw9mjj-c.png




ijipkcskhe3ll8vo4axyc.png
78\
<D




_8juk8yfohqnupxhjnhrk.png




djk3ctfbjgzlf5ggxkzjt.png
78\
<D




zpy8bc2hcyed5ncy6pvzw.png




0xwjhcm5hhouuf8uf4p0d.png
A=




rrnnijfsqkva4kumt6pvz.png
78\
<D




z-4nsxdsexuuwzlopjxcf.png
A=




r96hi1jebs7mfvdp3itvf.png
A=




175oz7zbryxnl1v3f59ep.png
78\
<D




8r6j016kdlvxjsoc6xnao.png
A=




tjsjrqhk8uv8hkyknpdky.png




nc20l1erfruql-kd949r6.png
A=




hgtrgmkw7qjgb_ots-hya.png




_ckmlzxaynqc-10qjwkg7.png
A=




vob8dl_80b00agvomosnd.png




wghvszmumkj9hxehtlthk.png
78\
<D




siohca_pzh_vrdgaoaovg.png
A=




zeftz6rio44hlk96zmebp.png




l_z5bbv2xx9wgjzz0q2qg.png
78\
<D




cu2gh3_w2sgs8nf9qyd2m.png
A=




3yfvv6jserzvi1zz_l-ed.png




xynxrlbgvb-qypljkroii.png
A=




2jkzig5xt3pjlinul2mpf.png




gaxolnmf8w6t7b_vuflot.png
78\
<D




r7mbqvgaoio5yhdgohusd.png




zvyzqnrbxby7udf5ok1ts.png
78\
<D




dxn2srowfxocmdpowa59l.png




t6wvjbyaiw7ds9wuyg1ac.png
78\
<D




e_gfslfm0eyx7wdy5e1iz.png




lvk96vjac4tkq0n3vw_nq.png




tp52sga12qwn2r2efjjea.png




lproedystqvrxi2u-khw7.png




osd6uclnuteuhq9tofqaz.png




8qoggcdpvefsdnuq_bxli.png




48orhlv29cyu065stt9il.png
78\
<D




vcfxammdnnyejqiu-9def.png




hs3gdak6zsgdjkjxflf43.png




daee-yhgiyjkvdie2zhau.png




h-4afpn-o5vtb1x4bemtl.png
78\
<D




p3cc0o6kgyx-5dd-njlfz.png




n9ly1ulibwqhs4jw_7w6n.png
78\
<D




jqei1a0kqimidegzbmrhn.png
78\
<D




nx2d1xzgafifhyb8d42pk.png




rpljgrbzabqluoghe7ysz.png
78\
<D




z5gatdfxbgkfgvn6cdqg6.png




yn7ukw3mxao-u_czkcrpp.png




_9mwlpt2u2vydvctomata.png
78\
<D




2yvkna7ckjobb30umhle8.png




hpum7vrt0lgqjxhl7zmbl.png
78\
<D




thimlkzxasd3-wrkzobzd.png




vezs4eybtuf0lusda2kxx.png
78\
<D




krngt3uwf7pxer3um-c4m.png




cea3spkhrtgkimqjvaa9t.png




jlaeatd-vvln7qae5cmjk.png
78\
<D




b7ox57vp0ezungjjs5hwk.png




t8hbmdqsxzfygxuaxlm--.png




5ioyipuxfpc90-kri-lt-.png




eplpopn-0yzob9fx46pgw.png




ihibqmkwx9jxudz1vbgsa.png




sqt5zx5akkiw-tptofziz.png




fok1v6hzjesd1q1uo3cr0.png




1e--sdc1ch3jeqyduvzmo.png




fe7xwatpfswc4yvufsfsn.png




ik6bhdv91zsp__ldyw12q.png




z9zwglefz9w3momrir_3p.png




p1j2jcrne4wk3rfeezehh.png




im19o_bf3eunvx_ybvdr0.png




mseimy66mj04m2-jmtuj8.png




i4gwv5vn374evf8kwowc4.png
78\
<D




fqn2xzphjmlufextgjpso.png




nzbtghfaiqpj6mlisbweo.png




czzys1hd0vfkwyk-lhjag.png
78\
<D




jcp9ymw5esevt6jfxnsq2.png




qokujuirxmjggfegcfcal.png




ug96p8q_co6mzbhzss1yc.png
78\
<D




moldljs-lpxe9cqy13qgx.png




nma2fuff_hdwlpk6q2x5l.png
78\
<D




u7jso3gcqywidqg3zgxxy.png




nmakqkn2m7xiywt-puay1.png
78\
<D




8eitem_rv1gzls8sowrx0.png




xnnhceq3uu96zhcvprm4m.png
78\
<D




jptwoj96rukkzri4i3g5c.png




55ui3bfm4xf2cftc5_zed.png
78\
<D




g3oece5dklkow4_5wpx9g.png




odfkrh1zoqlcn17qfn0qj.png




fyrywxqtnx0kamsxbooa5.png
78\
<D




obm8j8ma6cwln4vt1ghjx.png




pknpk-wwjeh-vbcfldepq.png
78\
<D




yx7gkl-natlqgziyyuguj.png




nn_khhe3yfosmpy6-7ht1.png




su4ahrklot7qsvs5pwflt.png




lhvzu8guenn-gp_j4106y.png
78\
<D




zjceccabnp7cwt3d6gq1d.png




pstkjmxflps14xvxix3xx.png
78\
<D




maxnop7bvomlhxmrcbx6v.png




9h8ebjjirrjhvsvhw_xpy.png




-38mb0i_d88mg4grdjgvv.png
78\
<D




iyc_bd92gylnvwi0buiis.png




6zbehuosf3xgt-urdoscu.png
78\
<D




qx4clu3jv_i51sht1bsx-.png




pwodxaaauqekgyrrrmhwu.png
78\
<D




hrdlieqnij6bc6fqa-1cb.png




wvu5_j7bzpqzghmwtjye4.png




shu2bq4m7aps7ybdsgph1.png
78\
<D




3oshlxpu8xr6xcahq9jby.png




7yxo0htphb9vmndzziw0z.png




c25vdrcvnh3l2e6vpdzb9.png




klfutr4rxkwlfejvk9sby.png
78\
<D




n0zm0g2ash1b_rdvqjtjo.png




i9ha8ps6o83ppk4tguiyp.png
78\
<D




pu0ud3m_gcxjq1vgpp8td.png




cx9swyyglkylc3tp9x11v.png
78\
<D




3ayibozy6uhwgtamatd-j.png




ez8u7i0mp1dyimttakazm.png
78\
<D




ex2wse2aw1zgqaqrtuvm6.png
78\
<D




gibl1oga3ha_h11bijf2y.png




-uavffbdfpfdzvf72hc0i.png
78\
<D




whkzkcmwcau0xknapkved.png




ulkpsn6gchdfut_mc8vvf.png
78\
<D




dq1ohpo3zjkkzrsi2kwy4.png




f-oc7sjgji3y0xvynyj1x.png
78\
<D




nbfx6e6trtf9cbutidrkh.png




bb2r7wxfbmmsc3_s0u0ez.png
78\
<D




yzdavdyjwbx_frloqro6u.png




i9jv8q9cdszczh2l0fndd.png




ywldv6w0drnusfpl14z1j.png
78\
<D




farh6gsigs472mmvmy94h.png




illon9jkyzl-w4r_hjs8y.png




ykq1p50qs2mfpg6-pqd6n.png




d0cq9j7dcp4o9vbhxvhep.png
78\
<D




_epvdbvjcwp9vhri-agck.png




jbiepbfx6hskhs7azkv8b.png




wrbgtot0gdbn7m7mg3dty.png




zmgpqypexvkop47-nbale.png
78\
<D




pvuo6wmlzuypvfq-uuknr.png




57i3l65jcetj8bbuirkpx.png




2awozdcmgpm20eri8nubw.png
78\
<D




easnr9cpcktg9fciodwpe.png




sjfr6dq20atgznnd5nt5z.png
78\
<D




lmjrrfcpr2wtoc6ndfrzf.png




i0f3feizlxyrolkihijwg.png




mxcmnildhxc5kv0fnf7uh.png




2i8lnqr-eyk0jtl3wjgci.png
78\
<D




68wxfghgenw_xi3e_atcw.png




zvnicl9dfrytivihg7lxa.png
78\
<D




cqabggbii0j9muzubmet1.png




