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Background
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• As any Council Member or Manager who has ever conducted or received a 
performance evaluation knows, the process can sometimes be uncomfortable, 
frustrating, and/or disappointing.

• When it comes to evaluating a Manager’s performance, there are no standard 
models to follow:

• Often times, the process is a result of a Manager’s previous practice or 
recommendation.

• Others reflect a permutation of approaches that may have a long-standing 
history in the organization over time, but are seldom reviewed for their 
effectiveness.

• Best Management Practices are a product of a thoughtful and deliberative 
process that reflects the importance the Council places on both 
communication, and the Council-Manager relationship.



Common Perceptions to Performance Reviews!
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Background

Regardless what performance evaluation process a Council and Manager 
chooses to utilize, it is important to realize that there are many benefits that 
can be derived from a quality performance review process: 
• Increasingly, the demands for greater public accountability and closer 

media scrutiny dictate that Councils be prepared to defend the 
compensation packages afforded Managers with a better response than 
“he/she is doing a great job.” 

• Citizens & stakeholders are typically more interested in the results that 
have been attained, and having a sense that their Council and Manager 
are “on the same page.”
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Background

In a relationship of trust and support, Council Members and the 
City Manager can have an honest dialogue about what is being 
accomplished, where the gaps may be, and how to maintain 
progress. Good relationships promote candor and constructive 
planning. 
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Common Challenges
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The most common challenges Managers and Councils face with the evaluation 
process revolve around four general areas:

1) Failure to undertake evaluations
2) Lack of a credible appraisal process
3) Lack of understanding of the Council-Manager form of government
4) Lack of communication 
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1) The process of planning, reviewing, and providing feedback on the 
performance of the City Manager.

2) A means of demonstrating organizational accountability to citizens, 
employees, and local stakeholders.

3) A means of maintaining alignment between established City Council 
goals and achievements attained.

4) A means of determining the need for further professional development, 
education, or training of the Manager.

5) An element of decision regarding future compensation.

What is a Manager Evaluation?



Required Components
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There are two fundamental aspects of performance that must be accounted for in any 
legitimate Manager performance evaluation process:

1) What/Technical - Results that should be accomplished, and the extent, 
efficiency and effectiveness with which specific established goals and 
expectations can be tracked to determine success. (i.e. Fulfillment or 
achievement of the Mission, Goals & Objectives of the City’s Strategic Vision 
Plan, operational effectiveness, fiscal and staff management, public relations, 
advocacy, etc.) 

2) How/Behavioral - Leadership skills that should be demonstrated, reflecting a 
wide range of interpersonal and other subjective factors that are often not 
always easy to define, and even harder to measure. (i.e. Personal qualities 
such as integrity, commitment, interpersonal skills, communication and 
influence, financial & budgeting acumen, staff development, innovation, 
process efficiency, etc.)



ICMA’s 18 Core Principles for Effective Local 
Government Leadership & Management

1. Staff Effectiveness 10. Budgeting
2. Policy Facilitation 11. Financial Analysis
3. Functional & Operational Expertise & Planning 12. Human Resources Management
4. Citizen Service 13. Strategic Planning
5. Performance Measurement/Management & 
Quality Assurance 14. Advocacy & Interpersonal Communication

6. Initiative, Risk Taking, Vision, Creativity, 
Innovation & Continuous Improvement 15. Presentation Skills

7. Technological Literacy 16. Media Relations
8. Democratic Advocacy & Public Engagement 17. Integrity
9. Inclusion 18. Personal Development
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What is the Role of the Council? 

1) Be familiar with all Charter provisions and Council policies that define how authority is 
delegated to the Manager and its proper use monitored; the Manager’s role and his/her 
authority and accountability; constraints on the Manager’s authority which establish the 
practical, ethical and legal boundaries within which all staff activity and decision-making 
will take place and be monitored; and what the Council intends for the City to achieve.

2) Review & discuss the performance instrument to be used with the Manager to ensure it 
meets the needs of both parties. Schedule the agreed upon frequency for the 
performance review(s), providing at least an annual review of the Manager’s performance 
and achievements.

3) Maintain a balance of support and trust with a relationship of accountability with the 
Manager.

4) Based on the results of the comprehensive annual review, Council determines any need 
for further professional development, education, or training for the Manager, and 
ultimately adjusts compensation accordingly.



What is the Role of the Manager?

1) Review & discuss the performance instrument to be used with the Council to 
ensure it meets the needs of both parties. 

2) Ensure that the Council has adopted an organizational Vision, Mission, Goals and 
Objectives that can be objectively tracked to determine progress/success as part 
of the performance review process.

3) Completion of  a self-evaluation, providing elected officials the process by which 
he/she pursued organizational and individual goals, and the perceptions of both 
the Manager and stakeholders of his/her success or failure in meeting those goals 
during the review period.

4) Written compilation of individual & organizational accomplishments and challenges 
faced during the entire evaluation period to minimize the risk of Council focusing 
on whatever the most recent controversy, agenda item, or news story immediately 
preceded the Manager’s performance review. 

5) A listing of recommended goals, objectives and strategies that can serve as the 
foundation for discussion with the Council to establish agreed-upon desired 
outcomes for the subsequent review period.
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Recommended Approaches

• First, talk to with your Council about the level of satisfaction with your 
existing process, playing close attention to your Council’s wants and 
needs, and how you can reinforce your role and responsibilities as their 
Manager.

• Second, examine an array of approaches that other communities utilize, 
and speak with local government consultants and peers for ideas, what 
has worked for them, what hasn’t and most importantly, why.

• Finally, determine what are some of the specifics you could recommend 
and implement to improve the quality of the performance review process 
and enhance the degree of public accountability.
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Manager Accomplishments Examples
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Manager Accomplishments Examples
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Manager Accomplishments Examples
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Manager Accomplishments Examples
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Rating Example
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Rating Example
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Rating Example
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Rating Example
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Example
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Rating Example 
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Post Review Work Plan Example

WWW.GOVERNMENTRESOURCE.COM 23



WWW.GOVERNMENTRESOURCE.COM 24

Pitfalls to Avoid

1) Council Members represent a diverse group of voices that may not be 
unified in their expectations of the Manager.

2) Relationships are too close, supportive, and friendly, there can be a 
reluctance to bring up areas of performance that need improvement and a 
tendency to avoid conflict. 

3) If elections have taken place and the Council conducting the evaluation is 
not the same Council that completed the previous Manager performance 
review, it is important that the newly elected officials immediately be 
introduced to the established performance goals, measures, and 
evaluation process, ideally during their orientation period. 

4) Compensation adjustments do not reflect the results of the annual review.
5) City Council Members often have little to no experience in performance 

reviews.



Pitfalls to Avoid

• A good evaluation process is designed to increase communication between 
Council Members and the Manager regarding his/her performance in 
accomplishing assigned duties and responsibilities, and the establishment 
of specific work-related goals and objectives. Therefore it is recommended 
that all members of the Council participate in the process, both by 
individually completing the rating instrument and by discussing their ratings 
collectively to develop a consensus regarding performance expectations. 

• It may be useful, particularly if the Council Members are inexperienced in 
performance evaluation processes, to use a consultant to help the Council 
prepare for and conduct the Manager’s evaluation.

• Once the consultant has collected the information, the consultant typically 
meets with the Manager to provide an overview of the results, and then 
facilitates a session with the Council and Manager to review the 
conclusions, build consensus on the ratings, and assist in developing goals 
for the next review period.
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Pitfalls to Avoid

• When an evaluation is completed by a group of people, it is important that it 
reflect the consensus opinion of all members. This consensus can be 
accomplished by having each member individually rate the Manager, 
followed by a group discussion to arrive at a final consensus rating for each 
measure.

• During the review session, the consultant (or one Member) can facilitate a 
group discussion on the divergent comments to help provide clarity and 
agreed upon direction for the Manager to pursue in the next review period.  It 
is important that each Member’s ratings, whether positive or negative, be 
backed up with specific comments and examples, so that the whole group 
understands the reasoning behind them as part of this discussion.

• If individual comments (those that do not necessarily represent the 
sentiments of the Council as a whole) are to be included in the final 
document that will be discussed with the Manager, the Council should decide 
in advance whether those comments will be anonymous or attributed to the 
individuals making them.
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Compensation Issues
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Often, factors other than the performance evaluation form the basis of 
compensation decisions. These nonperformance considerations include:

1) The economic climate of the community and region
2) The general status of compensation decisions in the private sector of the 

community
3) The compensation decisions for other employees of the local government
4) A general review of the competitive position of the local government in the 

local government’s market area
5) A comparative salary review. In summary, the performance evaluation of a 

Manager can provide input into compensation decisions by the Council. 
Ideally, but not typically, the communication value of an evaluation is best 
served by a periodic evaluation(i.e. quarterly or semi-annual) not directly 
tied to compensation.



Summary-Keys to a Successful Review
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Review & 
Discuss 

Evaluation
ProcessStep.1

Summary of 
Accomplishments
& Goals for Next

Review

Manager to prepare list of accomplishments for entire review period, 
Self-Review & suggested Goals for subsequent review

Step.2

Honest
Completion
of Review 
Instrument

Council to familiarize with Charter provisions and Policies re: 
Manager authority, review Manager’s Summary, and be honest with 
grades and remarks, providing details about positives as well as 
areas requiring attention Step.3

Group Review of 
Results & Setting of 

Goals

Facilitated review session to discuss the results of the Review to 
ensure consensus and clear direction on desired actions and 
performance goals going forward

Step.4
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Review & discuss the performance instrument to be used, 
utilizing instruments that have proven to be successful elsewhere 
that include both Technical & Behavioral aspects



Good Luck!
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