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Appraising Appraisals

From “News from Academic Personnel,” Volume 1, issue 1, Spring 2007
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During an Assistant Professor’s
fourth year of service, the depart-
ment is required to conduct a for-
mal appraisal. The purpose of the
appraisal is to provide an early as-
sessment of the likelihood that the
individual will eventually qualify
for promotion to Associate Profes-
sor. This is an extremely useful
evaluation for Assistant Professors
because it is the first opportunity
for them to receive official feed-
back from other groups of faculty
besides those in their department
and their Dean. The Appraisal also
can identify weaknesses or imbal-
ances in their record to allow suffi-
cient time for correction before
coming up for promotion. It is im-
portant for Assistant Professors to
understand that the appraisal is
not intended to compromise or
guarantee their eventual candidacy
for Associate Professor and tenure.
It is meant only to be a method to
provide them with appropriate and
official feedback.

There are three possible outcomes
of the Appraisal: Favorable indi-
cating that it appears likely that
the individual will eventually
qualify for promotion, With Reser-
vation indicating that there is
identified weakness or imbalance
that appears to require correction

for the individual to qualify for pro-
motion, and Unfavorable indicating
that, based on the present evidence, it
appears unlikely that the individual
will qualify for promotion.

The criteria include teaching, research
and creative work, professional activity,
and University and public service. The
standard of performance is “superior in-
tellectual attainment, as evidenced both in
teaching and research or other creative
achievement.” A common reason for
“With Reservation” and “Unfavorable”
Appraisals is weakness in research pro-

ductivity and/or quality. This can take a

number of forms, such as too few publi-
cations, or research or creative activities
that were not clearly identified as inde-
pendent contributions. Another reason

is that teaching did not meet a high stan-

dard. An imbalanced record means that
too much time is devoted to one of the

criteria for advancement, such as service

and/or professional activity, compared
to teaching and research and creative
work. Typically, an “Unfavorable” Ap-
praisal will result when these deficien-
cies are of such a nature that it seems

unlikely that they can be remedied in the

time remaining before promotion to As-
sociate Professor.

A typical Appraisal process begins in
the Assistant Professor’s primary de-
partment with a review and a faculty
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vote. The Assistant Professor receives
feedback from the Chair after the de-
partmental vote and has the opportu-
nity to respond. The Chair communi-
cates the results of the Appraisal to
the Dean, who then sends it to the
Council on Academic Personnel
(CAP). CAP reviews the Appraisal
and then makes a separate evaluation
(which may or may not agree with
the department’s outcome). This is
forwarded to the Dean. The Dean
typically makes the final decision.
The final result is communicated
back to the Chair, who then provides
feedback to the Assistant Professor.

Following the Appraisal, the Assistant
Professor will typically have three
years to address any concerns, weak-
nesses and/ or imbalances uncovered
by the Appraisal. One little known
fact is that the Appraisal for Assistant
Professors, while mandatory by the
4t year, may occur any time before
the 4th year if requested by the indi-
vidual or his/her department or
Dean. This may be an option if the
faculty member was an Assistant Pro-
fessor at another university before
coming to UCLA. In such a situation,
although not required, an appraisal is
recommended before being consid-
ered for promotion to Associate Pro-
fessor, even if the latter occurs during
the first four years at UCLA.
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Self Statements

From “News from Academic Personnel,” Volume 1, issue 1, Spring 2007

http;//www.apo.ucla.edu/docs/Newsletter_Spring07.pdf

Candidates for advancement at every level are encouraged to provide a statement explaining their goals and

describing them within the context of their field of interest and the priorities of their Department. Such a statement

can help the Chair, the Dean, a campus Review Committee, the Council on Academic Personnel, and the Vice

Chancellor for Academic Personnel to better understand candidate’s career plans and goals for attaining them.

Writing such a statement can be a challenge —most of us don't like to boast, and false modesty can be even more

difficult. Here are some suggestions:

Remember that the document will be
read by multiple audiences, some of
whom will not be familiar with your
field of expertise. So make an effort to
explain your accomplishments in
words and concepts that can be
understood by all. Try to emphasize
the importance of the research, the
major questions it addresses, and how
it fits into a broader context.

Be honest. None of us is perfect, and
there are likely to be certain areas in
which your accomplishments are
stronger than others. A self statement
that exaggerates accomplishments and
brushes away weaknesses will be
dismissed by reviewers. If you had a
really dreadful semester of teaching,
acknowledge that, explain why you
think it was, and tell people what you
think you learned from it. By the same
token, if you think an apparently
minor publication or award was
important, explain why.

Be brief. Although there is no limit, try
to not exceed 3 pages.

From among the publications that
have appeared since your last CAP
action (or a longer interval, if the
action requires a career review), it is
often helpful to choose up to 5, and
explain their significance. Assistant
Professors seeking promotion should
consider the entire period at that
rank, not just the time that has
elapsed since the 4th year review.

If you publish with co-authors, clarify
your role in the work. This is especially
important for individuals at the
Assistant Professor level, since evidence
of independence in research and
creativity are important factors in
decisions about promotion. Especially
when the majority of publications also
have your mentor as a co-author, there
may be questions about independence.

Address all the areas that are important
for advancement: teaching, research and
creativity, University and public service,
and professional activity.

Self-statements should be tailored to
the specific academic action and deal
with the issues that are specific to that
action. For example, CAP’s decision to
give a “Favorable” 4th year appraisal
often rests on evidence that the
candidate is achieving research
independence and will receive peer
reviewed funding (in disciplines
where that is expected) in the next few
years, prior to coming up for tenure.
So address those issues. When a
candidate is being considered for
advancement to Professor VI (or
Above Scale), the review not only
considers the accomplishments of the
entire career, but also ongoing and
current activities over the years that
have elapsed since advancement to
Professor V (or IX). The candidate
should provide convincing evidence
for significant accomplishments over
both time periods.



Merit Equity Reviews (MERS)

From “News from Academic Personnel,” Volume 2, issue 1, Fall 2007
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The UC personnel system provides for the advancement of its ladder faculty through regularized academic
reviews. Recently, a new review alternative — the Merit Equity Review (MER)—was added to provide a mecha-

nism for ensuring that faculty members are at the appropriate rank and step consistent with their achievement.

This relatively new review option was introduced in July 2003, and the revised version, adopted in 2005, is
detailed in Appendix 35 of The UCLA CALL (http://www.apo.ucla.edu/call/append35.htm). Here is a sum-

mary of the MER process.

1. Purpose of the Merit Equity Review. A MER
is intended to correct a documented and sig-
nificant discrepancy between a faculty mem-
ber’s current rank or step and a more appro-
priate rank or step consistent with the pre-
vailing UC and UCLA standards as reflected
in the status of his/her peers in the disci-
pline. The purported discrepancy may be the
result of a variety of factors, including initial
appointment at an inappropriately low rank,
uneven advancement practices in the depart-
ment, or inappropriate evaluation standards.
Alternatively, there may be no identifiable
errors in past processes, but the faculty mem-
ber may, nevertheless, be at a lower rank
than appropriate. The MER a lows a faculty
member to seek redress through a systematic
review procedure that focuses on the faculty
member’s career performance and on the
claim that there is serious inconsistency in
rank in view of the candidate’s achievement.

2. Who Can Request a MER? Those at Associate
Professor and above (including Lecturers
with Security of Employment and Senior Lec-
turers with Security of Employment) may
initiate a MER; and a MER may be proposed
as well by the relevant Chair or Dean in the
interest of the faculty member.

3. What are the Limitations for a MER? There
are a number of provisos that apply: (a) a
MER cannot be used as a recourse for over-
turning a negative personnel decision that
was made in the current or prior academic
year; (b) the MER is not a mechanism for sal-

ary adjustment; its focus is on the academic
status of the candidate (i.e., rank or step);

(c) the MER process is limited in its frequency:
it can be used only once at the Associate Pro-
fessor level, and twice at the full Professor
level (once prior to advancement to Step VI,
and once after Step VI); (d) a MER cannot be
scheduled soon after a prior personnel review
that involved a review by the Council on Aca-
demic Personnel and a decision by the Vice
Chancellor for Academic Personnel (“soon”
means before two years for Associate Profes-
sors and three years for full Professors).

What are the Requirements in a MER? The
dossier needs to make the case in a docu-
mented and persuasive way that the candi-
date’s achievements —in all the requisite areas
(research, teaching, service, and professional
activity) are seriously undervalued in com-
parison with the comparable peers in his/her
department and the standards in the disci-
pline. If the recommended action requires
extramural letters, such letters need to be in-
cluded in the dossier. The dossier should in-
clude requisite information regarding the can-
didate’s employment at UCLA, including
rank, step and salary at appointment; the his-
tory of personnel actions; and a discussion of
the grounds for the perceived discrepancy in
rank. All of the safeguards regarding person-
nel reviews are to be observed —those, for
example, regarding confidentiality and trans-
parency (e.g., the candidate is provided the
opportunity for rebuttal or commentary). The




review is conducted in accordance with the
deadlines that are established for MER actions
(available at the Academic Personnel Office

practices in a variety of disciplines. It has the abil-
ity to collect and compare files drawn from across
the campus; hence, its evaluation is a central as-
website) at: http:/ /www.apo.ucla.edu/
deadlines.asp In all cases, the department will
discuss and vote on the requested action ac-
cording to its bylaws and practices governing
decision-making for the relevant rank and step.

pect of the MER process, and it may employ a
campus ad hoc committee as well. As usual, the
Vice Chancellor for Academic Personnel makes
the final decision in consultation with the Council.

As noted, further information on Merit Equity Re-
views is found in Appendix 35 of The CALL, and
faculty who may have further questions can seek
advice from the staff of the Academic Personnel
Office in 3109 Murphy Hall.

5. The Role of the Council on Academic Personnel.
As an important player in the personnel process,
the Council has the advantage of being an inter-
disciplinary body with a campus-wide perspec-
tive and broad knowledge of the standards and

Letters of Evaluation

From “News from Academic Personnel,” Volume 2, issue 2, Spring 2008

http://www.apo.ucla.edu/docs/Newsletter_Spring08.pdf

All parts of a candidate’s dossier
are important and are used to
document the candidate’s accom-
plishments in the areas of schol-
arship/creative activity, teaching,
and service. Contributions to
teaching are verified by student
and peer evaluations. Service is
indicated by membership on
committees, administrative posi-
tions within the University, ac-
tive participation in professional
organizations, and community
service. Judgment about a candi-
date’s scholarship/creative activ-
ity also requires documentation
from multiple sources. At a re-
search university, the quality of
the scholarship/creative activity
is paramount. Although there are
several metrics, such as number
of papers, books, or other crea-
tive activity, quantity is not a
substitute for quality.

In this regard, the external letters
of evaluation are crucial. For re-
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view purposes, external refers to
any evaluator outside UCLA. Thus,
reviewers at any other University,
including other campuses of the
University of California, are consid-
ered external. Internal letters, which
may be solicited from faculty at
UCLA, provide important informa-
tion about the candidate’s teaching,
mentorship, and citizenship, as well
as further input on the scholarship/
creative activity. For the clinical
compensated series, for whom pri-
mary emphasis is clinical teaching
and professional competence, the
internal letters are most important.
The following comments about the
external letters refer to the Regular
and In-Residence series.

It is through external letters that
members of each discipline have the
opportunity to provide expert judg-
ment on the candidate’s creative
contributions, originality, and stand-
ing in the field. External letters then
are important at every level of the

academic personnel process. The
procedure for soliciting letters is
specified in the CALL (Summary
of Procedures # 2: Guide to
Preparation of a Dossier, Section
III. Letters of Evaluation). Exter-
nal letters are solicited by the pro-
posing department from experts
in the candidate’s area of re-
search/creative activity. Both the
department and the candidate
suggest individuals from whom
letters will be solicited. The most
useful letters are analytical and
provide a detailed evaluation of
the candidate’s contributions. The
academic review process pro-
vides the candidate with a
mechanism to alert the reviewing
bodies of potential issues that
may bias the letters of evaluation.
As stated in The CALL
(Appendix 1, section VI), “The
candidate may provide in writing
names of persons who, in the
view of the candidate, for reasons
set forth might not objectively



evaluate the candidate’s qualifi-
cations or performance. Persons
so named are not, however, nec-
essarily disqualified from being
asked to provide an evaluation.”
The candidate has the opportu-
nity to review redacted copies of
the letters and comment on them.

“Under normal circumstances,
five to eight such letters are suffi-

cient” (The CALL, Appendix 1, sec-
tion VI). If, after examination of let-
ters in a dossier, the Council on Aca-
demic Personnel (CAP) decides that
the number of letters is insufficient,
or that the letters are not sufficiently
analytical, additional external letters
will be requested. Because external
letters are solicited by departments,
CAP’s request requires the propos-

ing Department to solicit addi-
tional external letters. After the
appropriate number of letters has
been received, all letters are care-
fully considered by the Council.
In practice, letters from the
Chair’s list tend to be more inde-
pendent evaluations, and CAP
traditionally gives more weight
to these letters.

Use of Review Committees

From “News from Academic Personnel,” Volume 2, issue 2, Spring 2008

http://www.apo.ucla.edu/docs/Newsletter_Spring08.pdf

At one time, many academic per-
sonnel cases, such as promotions
to Associate Professor, other pro-
motions, and new hires, rou-
tinely were sent by CAP to Re-
view Committees (RCs) for
analysis. In academic year 1996-
97 160 such committees were cre-
ated. The creation and use of
these committees, however, de-
lays decision-making, and such
delays can be particularly costly
to the university when they in-
volve competitive hiring or re-
tention situations. As a result,
the usage of RCs began to de-
cline in 2001-02. Although the
number of RCs appointed each
year varies, last year a total of 49
were appointed, which is a rea-
sonable indication of the likely
usage of such committees in the
future. Of these, 6 were for new
faculty appointments, 26 for pro-
motion to Associate Professor, 6
for promotion to Professor, 9 for
advancement to Professor Step
VI, and 2 for advancement to
Professor Above Scale.

CAP now mainly appoints RCs in
cases of promotion to Associate Pro-
fessor where the record suggests
some likelihood that Associate Pro-
fessor might be denied and in cases
where CAP feels it lacks sufficient
expertise to make a judgment. The
reduction in use of RCs has had
several effects. First, it obviously
places a greater burden on CAP to
make recommendations on cases.
Second, there is a reduced burden
on Senate faculty who otherwise
would serve on RCs. Third, because
fewer RCs are appointed, those Sen-
ate members who are asked to serve
may be less familiar with what is
expected than in the past when such
service was common.

Because of the decline in general
familiarity, this article explains the
purpose of RCs, how they are
formed, how they function, and
what they are expected to do.

Purpose

RC members are chosen because
their academic backgrounds and
interests are anticipated to give in-

sight into the merits of the case.
The RC report provides addi-
tional information to CAP and to
the Vice Chancellor for Aca-
demic Personnel when the case is
reviewed. RCs receive the cur-
rent dossier for review. It should
be noted that the 4 year ap-
praisal document and any past
academic action(s) are not in-
cluded in the dossier seen by the
RC. Rather, they remain in the
“backfile” that is accessible to
CAP and the Vice Chancellor.

As an end product, the RC pro-
duces a report that becomes part
of the permanent record. The
report indicates the committee’s
views of the case and whether it
endorses or opposes the pro-
posed action. Where there are
splits within the RC, majority
and minority opinions should be
explained in the report. (A sepa-
rate minority statement can be
included but often it is possible
to explain the majority and mi-
nority positions in a single docu-
ment.) The RC report is then con-




sidered by CAP and the Vice
Chancellor in making a judg-
ment on the case. Note that since

CAP already has reports from
the department, it is looking for
an independent judgment by the
RC as opposed to a summary of
previous documents. Since the
RC process inherently delays the
progress of the case, it is impor-
tant that the RC report be pro-
duced on a timely basis. Reports
need not be lengthy but they
should be thorough enough so
that CAP can understand the na-
ture of the deliberations and the
RC’s view of controversial ele-
ments of the case.

Membership on RCs

When CAP determines an RC is
needed, it recommends specific
individuals whom it believes
could provide insight on the case.
Typically, deans and department
chairs are required to submit
nominations of possible RC can-
didates. CAP is not obligated to
select from the recommended
names but does consider them. It
also uses a computerized data-
base of faculty expertise in nomi-
nating possible members. CAP
members may also have personal
knowledge of individuals who
have relevant expertise.

In general, individuals who have
administrative responsibilities
such as department chairs and
deans are not chosen for RC
membership. Usually, there will
not be more than one person
from any academic department
appointed (including individuals
with zero-time appointments in a
department). One member is
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chosen to act as a departmental rep-
resentative from the candidate’s
department. The departmental rep-
resentative is expected to provide
insight into the views of the depart-
ment to the other RC members.

One member of the RC - not the
departmental representative - is
selected to be the chair of the RC.
The chair is responsible for produc-
ing a draft of the RC report for
member consideration and then the
final report. Staff of the Academic
Personnel Office will assist the chair
in scheduling meetings and other
matters including gathering signa-
tures on the final report.

Although it is not required, CAP
will sometimes suggest the name of
a non-voting assistant professor to
serve as an observer on an RC. The
purpose of such a nomination is to
give junior faculty a chance to learn
about an important aspect of the
academic personnel process.

Candidates for personnel actions
have the right to suggest names that
should be excluded from the review
process - including potential mem-
bers of RCs. It is expected, however,
that some reason be given for such
exclusions. CAP will consider such
requests but is not bound by them.

Confidentiality

Members of RCs operate in strict
confidence. The names of the mem-
bers are known to CAP and to the
Vice Chancellor. But unlike the
names of CAP members or names of
elected personnel committees within
departments and schools, the names
of those serving on RCs are not
available to the candidate. In par-
ticular, CAP members will not dis-

close membership on RCs to any-
one. Of course, the members of
RCs are expected to observe strict
confidentiality with regard to all
aspects of their deliberations and
the dossier documentation re-
ceived. RC members - including
the departmental representative -
should not discuss the fact that
they have been appointed with
anyone, including their dean
and/or department chair.

Conclusion:
Maintaining Peer Review

A critical part of academic gov-
ernance is the role of the faculty
in peer reviews of academic per-
formance. Such peer review activ-
ity is expressed in service on in-
ternal personnel committees in
departments, in voting on depart-
mental recommendations in per-
sonnel cases, in service on CAP,
and in membership in RCs. Thus,
service on RCs is a normal and
expected activity of Senate fac-
ulty. CAP encourages all faculty
to respond positively to requests
for service on RCs.
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UCLA Faculty Handbook and Resource Guide

The UCLA Faculty Handbook and Resource Guide is designed as a reference guide to the services and
facilities available to academic employees of UCLA and where to find them. You will also get a sense of
the organization of the University (Section II) and read about key policies governing faculty duties and
responsibilities (Section III). New faculty will find the information especially useful to ease their transition
to campus and even seasoned faculty members may discover some helpful resources they were not aware
of. The Faculty Handbook & Resource Guide is also available on the Academic Personnel web page

at http://www.apo.ucla.edu or by direct access at http://www.apo.ucla.edu/facultyhandbook.
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APM - 015 The Faculty Code of Conduct

The complete Code of Conduct is available at:
http://www.ucop.edu/acadadv/acadpers/apm/apm-015.pdf

This policy is the Faculty Code of Conduct as approved by the Assembly of the Academic Senate
on June 15, 1971, and amended by the Assembly on May 30, 1974, and with amendments approved
by the Assembly on March 9, 1983, May 6, 1986, May 7, 1992, October 31, 2001, and May 28, 2003,
and by The Regents on July 18, 1986, May 15, 1987, June 19, 1992, November 15, 2001, and July 17,
2003. In addition, technical changes were made September 1, 1988.

Additional policies regarding the scope and application of the Faculty Code of Conduct and the
University’s policies on faculty conduct and the administration of discipline are set forth in APM -
016, the University Policy on Faculty Conduct and the Administration of Discipline.

The Faculty Code of Conduct as Approved by the Assembly of the Academic Senate

(Code of Professional Rights, Responsibilities, and Conduct of
University Faculty, and University Disciplinary Procedures)

The University seeks to provide and sustain an environment conducive to sharing, extending, and
critically examining knowledge and values, and to furthering the search for wisdom. Effective per-
formance of these central functions requires that faculty members be free within their respective fields
of competence to pursue and teach the truth in accord with appropriate standards of scholarly inquiry.

The faculty’s privileges and protections, including that of tenure, rest on the mutually supportive rela-
tionships between the faculty’s special professional competence, its academic freedom, and the central
functions of the University. These relationships are also the source of the professional responsibilities
of faculty members.

It is the intent of the Faculty Code of Conduct to protect academic freedom, to help preserve the highest
standards of teaching and scholarship, and to advance the mission of the University as an institution of
higher learning.
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