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PREFACE

These guidelines attempt a synthesis of many of the best current
practices in police performance appraisal, promotion and placement
procedures throughout the country. We wish to acknowledge the full
support and cooperation of police departments from the following
state and local governments in the gathering of data on personnel
practices:

States of: California, I1linois, and Ohio.

Counties of: Arlington (Va.); Fairfax (Va.); Los Angeles (Calif.);
Montgomery (Md.); and Nassau (N.Y.). .

Cities of: Berkeley (Calif.); Cincinnati (Ohio); Covington
(Kentucky); Dallas (Texas); Denver (Colo.); Detroit Mich.); Kansas
City (Kansas); Kansas City (Mo.); Los Angeles (Calif.); Newark (N.J.);
Oakland (Calif.); and Washington (D.C.). :

In addition, the International Association of Chiefs of Police
(IACP), the California Commission on Peace Officers Standards and
Training )POST), the New York-New Jersey Port Authority and the
Educational Testing Service, were most cooperative in suggesting
departments to visit and providing special sources- of data.

For comments on the early version of’fﬁese guiaelines, and for
other helpful suggestions, we wish to thank many of the foregoing

-departments again. Dr. Paul Johnson, Personnel Decisions, Inc., and

Dr. Frank Landy, Pennsylvania State University, also made many useful
suggestions on the draft version of this report.

Several individuals within the Law Enforcement Assistance Admini-
stration were particularly helpful in making constructive criticisms
and comments of this report. These included: James Ellis; Newton Fisher;
John A. Gardiner; Alan Gibson; J.R. Grimes; Carl Hamm; Louis Mayo;
David Powell; Ray Rice; and Edwin Schriver,

SpeciaT‘thanks ge to Wanda Johnson, Research Operations Division,
who contributed substantially in many and various tasks during the data
collection phase as well as during the writing of the guidelines .report.

Unfortunately, the authors were not always able to ‘incorporate all
of the suggestions made, regardless of their merit. Thus, this final
product, including any errors or misinterpretations, is the sole
responsibility of the authors. ‘

Sidney Epstein
Richard S. Laymon

iii

Research Operations Division [



ey

II.

ITI.

Iv.

VI.

TABLE OF CONTENTS

EXECUTIVE SUMMARY . . . . . . . e e e e e e

Objectives and Background . . . . . . . . .. ... ...
How to Use This Document . . . . . . . . ... ... ..
Performance Appraisal . . . . .. . . .. . ... e
A. Subjective Measurement - Practices Presented and
Discussed , . . . ... ... ... s e e e e
B. Objective Measurement . . . . . ... e e e e e
C. Recommendations for Post-Probation Performance
Evaluation . . . . . ... .. ... e e e e e e
D. Recommendations for Performance Evaluation during
Probation . . . . . e e e e e e e e e e e e e e e :
Prediction of Performance . . . . . . . .. ... . ...
A. Promotion - Practices . . .. ... ... ......
B. Promotion - Discussion . . . .. . ... ... ...
C Promofion - Recommendations . . . . . . .. e e e
: D. .Placement - Practices . . . . . ; e e e e e e e e
E. Placement - Discussion . . . . . . ... ... ..
F. Placement - Recommendations . . . . . .. ... ...
Summary . . pne e e s e ke e s e e e e e e e .
References . ,ly ......... R IR R




Figure
Fugure
Figure
Figure
Figure

“Figure

Figure

LIST OF ILLUSTRATIONS

Three Examples of a Scale to Rate
Reliability

Scale Based on Ana]ys1s of Department
function

Ohio State Highway Patrol Forced Choice

and Forced Ranking Items

Example of Behaviorally Anchored
Performance Scale

Example of Lakewood, Colorado DPS
Rating Scale

Standards for Rating Scale

Performance Scale with Distribution

vi

Page

11

12
20
23

GUIDELINES FOR POLICE PERFORMANCE APPRAISAL, PROMOTION,
AND PLACEMENT PROCEDURES
A SUMMARY FOR EXECUTIVE USE

This is a summary of a document designed to provide instruction and
guidance to police managers and supervisors who are concerned with
carrying out personnel appraisal responsibilities.

I. BACKGROUND AND OBJECTIVES | :

Valid personnel decisions are vitally related to the law enforcement
erfectiveness of police departments. Lack of interest, or lack of
knowledge or understanding can have seriously degrading consequences
for the quality of law enforcement and the developing professionalization.

of police.

Police and civil service or personnel departments are continually
concerned with assessing the actual or expected performance of police
officers. Measurements of actual performance are needed for decisions as
to retention or dismissal, eligibility for promotion, merit pay raises,
design of académy and on-thé-job training programs, and perhaps most
importantly, pfoviding each officer with information as to the adequacy
or inadequacy of his performance. This feedback provides a basis for
determining remedial traihing requirements or providing rewards, as
appropriate. Measurements or measurement estimates of predicted
performance are needed for decisions as to promotions and transfek (place-

ment).

vii
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Currently there exists a wide diversity of performance appraisal
and performance prediction (promotion and placement) procedures within
police departments. They vary in complexity, comprehensiveness, and
accuracy. Performance appraisal is typically controlled and conducted
within police departments. Performance prediction for promctional
purposes is controlled and frequently conducted by civii service or

personnel agencies; however transfer procedures are typically handled

"within police departments. The involvement of civil service or city/county

personnel departments has led to the establishment of fairly formal
procedures for promotion. More variation is encountered in the case of
performance appraisal and placement procedures where police management is
freer to exercise its own perogatives with respect to either innovation
or complacency. While many departments are looking at ways to upgrade their
performance appraisal procedures, relatively little fs being done to
pro&ide improved, fbrmel procedures for essigning personnel according to their
interests, capabilities and future career growth potential.
The practices recommended in this paper are highly deliberate, and,
in some cases, time-consuming. The recohmendations assume that performance
appraisal, promotion, and placement are very far from being trivial Matters
and that they merit serious attention, intention, and commitment of fesources.
One ofgthe chief messages of this paper is to urge the police admini -
strator to look at his personnel practices critica]]y. What use is'he |
making of such factors as seniority, veteran status,'and co]]ege credits?
Why is he doing this? 1; it contributing to the quality of his personné]?
Is his use of tests contributing maximally to his personnel deEis%ons or

is it merely an easy way of doing a difficult job? Should he be eliminating

N
S
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these tests or improving them? Ave his superv{sors doing a conscientious
job of performance appraisals? Are the tools at their command, and their
ability to use these tools, satisfactory?
IT. METHOD

The 1{terature covering performance appraisal, promotion and
placement functions has been reviewed -and analyzed for material relevant
to the police situation. A survey made by Professor Frank Landy of
Pennsylvania State University of personnel procedures of over 200 police
departments throughout the country has been especially useful. In
addition, the Institute has made its own survey of more than twenty police
agencies who are among the best with respect to personnel practices
according to a number of expert law enforcement consultants. These depaft—
ments ranged widely in geographic location, size, and type of function (muni-
cipal police, state police, port authority police).

The results of this extensive data collection and analysis activity
pave been used to distill some of the best practices in the performance

appraisal, promotion, and p1acemeﬁt areas, and, in this document, to organize

~ and present them in a meaningful and useful manner.

ITI. HOW TO USE THE GUIDELINES

The emphasis in the guidelines is upon the patrolman position. For
promotion, this. usually means a move upward to corporal or sergeant. For
transfer, this means a move laterally to’investigations, technical support f
or the like. Although the emphasis is@directed}at the patrolman, it is
believed that these guidelines are applicable to other rank/positions as
well. In some cases, remarks will be specifically addressed to other
positione. :

ix
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The definition of guideline might be clarified at this point. This
is not a cookbook on how to design and operate a performance appraisal,
promotion and placement program. The administrative and technical detail
involved would be beyond the scope of any brief document. It
is assumed that police agencies and personnel or civil service agencies have

similar personnel procedures. This document is intended to assist police

and related personnel or civil service agencies to improve existing practices.

This is accomplished by providing background information about performance
appraisal, promotion and placement technology and making specific recémm—
endations for improvement of systems which typically exist. "How-to-do-

it information" is included where a brief explanation is sufficient. Police
and civil service managers concerned with police personng] métters should

be able to apply these guidelines to performance appraiSEi, promotion,Lénd
placement problems.

In using this document, each of the three major sections can be
considered independently. Thus if the reader is concerned about promotion
policies, he can turn to that section. Similarly he can turn to the section
on performance evaluation or placement.

Each section contains two kinds of information. First the area in
question is di;cussed based upon an analysis of thé existing technology
and upon the ;ésults of the survey of police agencies
conducted by tha authors. Here, examples of both standard and unusual
approaches are presented and examined. In many cases, considenations pro

and con for each issue are raised. Second, specific recommendations are

listed at the end of each section and commented upon briefly. These
recommendations assume that the police department already has or is prepared
to utilize performance measures, promotion systems, and placemeﬁt approaches
similar to those which exist among the better police departments. The
recommendations presented are conclusions based upon a study of the current

technology and existing practices as feasible guidelines for use today.

1

IV. THE SUBSTANTIVE AREAS.

Performance Appraisal

Performance appraisal refers to the description and evaluation of
the field perfbrmaﬁte or on-the-job performance of the law enforcement
officer. Performance appraisa] is typically performed by an officer3s
supervisor who fills out a rating scale. This process may also be called
making an efficiency report or merit rating. Performance appraisal can be
categorized as being subjective (performed by a person making a judgement)
or objective (performed by countiqg events such as arrests or citations).
The!reasons for making performance evaluations are numerous. For many
departments, the primary purpose is to determine strengths and weaknesses Qf
individual officers. For thbse performing at above average 1eve]s,vit
provides an opportunity for supervisors persona]ly to convey their support
for this superior performance. Verbal! rewards aét to reinforce and
sustain these performance levels. For those performing at below average
or unsatisfactory levels, it provides an opportunity for the supervisor to
counsel the officer and to{ﬁork with him in developing a program to overcome
his weaknesses. Also it lays the explicit groundWork in case it becomes

necessary to take actions for dismissal.

Xi



e | ) appraisal and probationary periods should not bé matters of form but
k Prediction of Performance

should be occasions for counse11ng, disciplinary action, training, pra1se,

Performance ratings on current and recent job behaviors may not be
reward demotion, dismissal, or what is called for by the situation.

I

maximé]]y or directly relevant or useful for predicting performance on
C For promotion in Targe departments, the successive elimination

i different or higher level assignments than those for which these ratings - . . : '
. . procedure, beginning with promotion potential ratings and testing, should

are made. What is required is modified use of the performance rating be used ' Tests should not be the sole determinant of : o ]
rminant of promotion an

T Ay Tk R

in addition to use of a great deal of predictive data. The performance
p]ac%ment and the practice of ass1gn1ng readings for "cramming" study

rating is not to be ignored but only to take its place among a number of
) , _ 4 shouﬂd be avoided.. . Practical situation tests, trials on the job, and

predictors.. . -
special training courses should be standardized, but not rigidly so, and

The problem of choosing personnel for specialized, supervisory, or B )
/ » . should make us¢ of all of the/préctive data that can be obtained.

management assignments varies among departments as a function of many Small departments can elimirate th . i £rum
! R rate the more impersonal instruments,

factors but main1y as a function of .department size and complexity. Larger .
such as pencil and paper tests, without much loss. They need to make

departments are Jike]y to be more complex in terms of number.of specialized ) . 4
particularly rigorous use of prqmotidna1 potential ratings, work history,

jobs and ranks; 5uch departments will have the most personnel decisions ) .
and interview procedures.

of this kind to make and candidates will be known to a Timited number of ' ,
The references at the end of the guidelines are of two kinds. One

persons. The influence of unions and civil service agenc1es and the legal . . ]
. K1nd provides expository and explanatory documentation of some of the

relationship between a department and municipal, county, and state govern- ) I .
, better methogo1og1es in modern use. The other kind refers to books and

ments, impose practica1 restrictions on the personnel decision policies ) . . X
’ . ‘articles which may give more general guidance to administrators.
and methods of police departments but these factors can be.  changed when a
| need is demonstrated.
At the Ekésent time, police departménts have a number of formalized
procedures related to promytion but very few related to placement in
specialized assignments.

V. RECOMMENDAT IONS _ ; i

In performance appraisal, behaviorally defined scales are particularly ! e

o

xiii

recommended. Objectivity and standardization of methodology should be

striven for, although they cannot be perfectly attained. Performance
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GUIDELINES FOR POLICE PERFORMANCE APPRAISAL,
PROMOTION, AND PLACEMENT PROCEDURES

I. OBJECTIVES AND BACKGROUND

"Police and civil service or personnel departments are continually
concerned with assessing the actual or expected performance of police
officers. Measurements of actual performance are needed for decisions
as to retention or dismissal, eligibility for promotion, merit pay ‘raises,
design of academy and on-the-job training programs, and, perhaps, most
importantly, providing each officer with information as to the adequacy or
inadequacy of his performance. This feedback provides a basis for determining
remedial training requirements or providing rewards, as appropriate.
Measurements or measurement estimates of predicted performance are needed
for decisions as to promotions and transfer (placement).

Currently there exists a wide d1vers1ty of performance appraisal
and performance prediction (promot1on and placement) procedures within
police departments. They vary in complexity, comprehensiveness, and
accuracy. Performance appraisal is typically controlled and conducted
within police departments. Performance prediction for. promotional purposes
is controlled and frequently conducted by civil service or personnel agencies;
however transfer procedures are typically handled within police: departments.
The involvement of civil service or non-police personnel departments has
led to the establishment of fairly formal procedures for promotion. More

. variation is encountered in the case of performance appra1sa1 and placement

procedures where police management is freer to exercise its own perogatives
with respect to either innovation or complacency. While many departments

are looking at ways to upgrade their performance appraisal procedures,
relatively 1ittle is being done to provide improved, formal procedures for
assigning personnel according to their interests, capabilities and future
career growth potential. Among the exceptions is Los Angeles County Sheriff's
Department. LASD, under an LEAA grant, is developing a career path guidance
program in order to route optimally officers tnrougn various positions ana-

assignments in terms of each officer's particular career objectives.

Currently, research efforts are underway to develop improved performance
appraisal, promotion, and placement procedures. In the interim, the National
Institute of Law Enforcement and Criminal Justice ‘has prepared this set of
guidelines, based upon a brief 1nvest1gat1on to assist police and related
civil service/personnel agencies to improve existing performance appra1sa1
promotion and p]acement procedures ; ,

The 11terature covering performance appraisal, promot1on and placement
functions has been rev1ewed and analyzed for material relevant to the police




situation. A survey made by Professor Frank Landy of Pennsylvania State
University of personnel procedures of over 200 police departments throughout
the country has been especially useful. In addition, the Institute

has made its own survey of more than twenty police agencies which are among
the best with respect to personnel practices according to a“ number of

expert law enforcement consultants. These departments ranged widely in
geographic location, size, and type of function (municipal police, state

police, port authority police).

The results of this extensive data collection and analysis activity
have been used to distill some of the best practices in the performance
appraisal, promotion, and placement areas, and, in this document, to present
them in a meaningful and useful manner. The next sectior describes in some

detail how this document should be utilized.

These guidelines are:primari1y aimed at improving present practices.

 Thus, there is an interded minimization of attention to some of the more

complex or novel procedjres which are now being used or adopted by a
few departments even though some of these may be quite good.

It will be noted that the recommendations with respect to placement
are slightly more detailed than those with respect to performance appraisal
and promotion. This is because placement procedures are somewhat less
developed and formalized in most police departments and a 1ittle more
guidance might be required. Not all police departments will be prepared to
go to the level of effort outlined. In such cases, adopting only some of
the recommendations may still be very useful; those of special concern will

~be commented on herein.

Improved methods of,performénce'appraisa1, promotion, and placement

have an additional importance, somewhat separate from those already mentioned.

Their results provide the criteria upon which good selection procedures
are based. Valid selection procedures have to predict which recruits will
be the best”policemen in terms of performance, promotion, and assumption
of responsibilities in important specialist positions. If the procedures
used to decide upon performance appraisal, promotion, and placement are
not valid, then the selection instruments used to predict them cannot be
valid. Improvement of performance appraisal, promotion, and placement
procedures now will make possible the development of better selection

procedures in the future.

In summary, these guidelines reflect some of the best existing
performance appraisal, promotion, and placement procedures being uti11zeq
today. Police and civil service/personnel departments can expect to achieve
improved results in these areas without a major commi tment of funds or
‘manpower by adopting some’ofutheSe’guide11nes. This document will fill a
gap until current research is completed and made avai 1ab1e. to j;he police

community.

L ameamrd o g e
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II. HOW TO USE THIS DOCUMENT

This document provides police de \
J ocur 0 ! partment and associated pe
$;1:1;51t:e;:;ggn:g?n;;ﬁggg;:ht1nf$;mat10n covering three 1mpogt;::n2$;as
(neacuring bomeons Current‘onntﬁe These areas are performance appraisal

! cu _on-the-job performance), promotion (esti
a man's performance in a higher rank/position), and placement gestiﬁggzzg

a man's performance i i : e >
occUpying). 1ce in a different job/position from therone he 1S“current1y

=

The emphasis is upon the patrolman iti '
, position. For promoti i

;Zgﬁllg mgegs1gtggg$];p¥grg‘to :9rpora1 or sergeant. Fog tranégg; tQA?s

v . nvestigations, technical support or th 1
Although the emphasis is directed at the i1 O ernd that.

: € trolman, it is believed
these guideiines are applicable to othei ha iti Jred et
| : i abl rank/positions as .

cases, remarks w111 be specifically addressed 20 other posi¥$lls. fn some

The definition of guideline mi lari fie . .

. ! ght be clarified at this . i
1iono€_a cookbook on how to design and operate a performance gggggisa¥h1s
promotion and placement program. The administrative and technical detéi]

“involved would be beyond the scope of an ie i
yinvoly d 4 0 y brief document of this type.
1It is assumed that police agencies and personnel or civil sérvice gggncies

‘have similar personnel procedures. # are
hay ‘ _ ] . HNew and better ones are currentl
\gglggngg¥elgpgg;i]Tglivgggument is igtended to assist police and re]gted~'
P ! r Sery agencies to improve existing practices as '
;gts;1m a$t1on. This 1§-accomplished by providing bacggaound'informa:?on
2 :Ei?ger,ogmance appra1sa1, promotion and placement technology and making
."gow_tgfd;eggm?ﬁggikgg?gnxo¥s1@prgvgmgnthof systems which typically exist.
-1t intormat inciuded where a brief explanation is suffici :
Police and civil service managers concerned with police personnel matteiLC1ent'

should be.able to ap ideli .
and p1acement'prgb?g:;¥ these‘gu1d§11nes to“performance appraisal, promotion,

‘In using tﬁié‘document, each of the thfee jor secti i |

1 ‘ C major sections can b
co??i?ered independently. Thus if the reader is concerned~aboutagro;otion
policies, he can turn to that section. ‘Similarly he can turn to the

section-on performance appraisal or placement.

_Each_section contains two kinds of information. First th i
question is discussed based upon an analysis of the existin; §2§hﬁ§?§g§"

and upon the results oan;surveyﬁpf<m9re than twenty police agencies personally
conducted by the authors. Here, examples. of both standard and unusual
approaches are presented and examined.. In many cases, considerations pro

and con for each issue are raised. The second-type of information is

presented at the ond of each section. Here, specific»reéommendations are
listed and commented upon briefly. These recommendations assume that the
police department already has or is prepared to utilize performance. '
measurgs;:promot1on systems, and placement approaches similar to those
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which exist ameng the better police departments. They'%re based upon a
study of current technology and practice. ,

The references provide sources of detailed information for those
agencies that wish to become more deeply jnvolved in any specific area.
For example, for those who might wish to perform a job analysis of their
department's operations, there is a reference to a document which describes
this process in detail (5). For test and item selection, and general
evaluation methodology, see references: (1, 3, 7, 8, 9 10, 11, 12, 13, 14).

111. PERFORMANCE APPRAISAL

escription and evaluation

Performance appraisal herein refers to the d
he law enforcement

of the field performance or on-tlhie-job performance of t
officer. Performance appraisal is typically performed by an officer's
supervisor who £i11s out a rating scale. This process may also be called
making an efficiency report or merit rating. Performance appraisal can

be categorized as being subjective (performed by a person making a judgment)
or objective (performed by counting events such as arrests or citations).
The reasons for making performance evaluations are numerous. For many
departments, the primary purpose js to determine strengths and weaknesses of
individual officers. For those performing at above average levels,it -
provides an opportunity for supervisors personally to convey their support
for this superior performance. Such verbal rewards can act to reinforce

and sustain these performance levels. For those performing at below average
or unsatisfactory levels, it provides an opportunity for the supervisor to
counsel the officer and to work with him in developing a program to

overcome his weaknesses. Also it lays the explicit groundwork in case

it becomes necessary to take actions for dismissal. .

_ Although the foregoing approach is an jmportant .and very useful one

for performance evaluation, it covers but one aspect of the problem., It

is felt that a man's performance at his job should be 2 key e]gment in

deciding gp‘e1igibi1ity for promotion and in placement and merit pay raises.

while it is trite to say so, it is still true that the best predictor
of future performance on any given task is past performance in the same task.
It is not the only one of course. One of the difficulties has always been
to get accurate measures of performance.. Also, given good or even :
adequate measures of performance, it is important to make proper u%e of
these measures for career decisions. To do this, both quantitativekgnd
qualitative information are needed. Thus we get into the posi

tion of
comparing one man against another.

Many police departments use graphic rating scales to measure on-the-job
performance. Only a few use other subjective techniques such as check11§ts“

5.

or special scales such as forced-choi¢

: ; <choice, paired-coi; .0

;2§;ﬁ$2tsge??¥10ra11y anchored scales (reg11y a :g?g?;;segs’.°” critical
ale). The special scales will be discussed 'late;S1°n of

Virtually no police de ' i
erf lepartment relies exclusivel jective
gbjeg;?sgégeggaig:e? tg evaluate {ts officers. The ma%nogigggzﬁ¥%vewitﬁ :
relevant. There aresn ha% they are almost never entirely °bjEthVz'0Y‘ :
Tnd honce subjocts early always ambiguities which require inte ati
arise by reasgnc }VS? intervention by some person. The ambi uifigpFEtat1ve’
behaviors leading to1:;§£§2§;:1 ;gg:::ug;ties o displayinggcerta?ﬁmay

2 . . . : ae . '
similar behaviors have d1ffereﬁt meanings igugfgggién:régﬁgggig apparently

The subjective componen{‘ ensibl: S

ard UDjectiv of an ostensibly objecti

is ?ﬁtgcgcel§d1sff1r§t observed and -recorded o¥ whgn tﬁzgrgﬁgiggﬁ e
none of the obie gr-lncorporatjgn into a quantitative score Probgg?sure
ccores. are entgrg]1ve measures in use today for deve10pment'of 0bject¥v
ments are desired y unambiguous. What must be done, if objective me "
standardized and gy;ieﬁgtg;gg 3235 ggjﬁCt§¥?’ measures or to devise i

e , -Ellatl andling such

subjective or interpretative component is redgced a1$§:iu€§szngthat the

In developing an ideal objecti |
: A jective procedure, it w
;?zsgtggﬁsaggdca§egor1ze every possible type of'iject?:;dfggtngggs:ﬁry 0
sarticular catec rcumstances of occurrence. If this were done for a s
under every os??{{ of events, a scheme could be developed for scoring it
whenever thag partiﬁu?giu:;;gnogr c1r§umstance of pocurrence. Thereagter
) event. occurred, ’
could be consulted and the score determined acc0r§?ﬁg?;de1 or scheme
"numbelhﬁff§:$§°1"§ model, for a particular type’of information gﬁéh as
for all of the sts", would have to allow for opportunity of occurrence and
A formula for cgﬁiilzlﬁgtﬁgi3r°f contexts and dimensions of occurrence o
This is theoretically pnssibl rences into scores would have to be written
di FFi . e and it may be desirable but it i emely
fficult and compiex. ‘Each department would have to bui]d1§,;:te§¥r$g$;ﬂ1as

for itself and it is b .
for this approach. eyond the scope of this paper to present guidelines

~A. Subjective Measurement - Practicés Presented and .Discussed

The basic factors that must be considered in the subjective perforhancev

measurement ‘area are the following; (1) the measurement scale; (2) the

information source for scales; :
, ; and (3) the procedures i
are u;ed. Each of these factors will be cogsidered‘inb{u¥21Ch the scales
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1. Measurement Scales

/Most existing<subject1ve»measurement scales used by police
departments are graphic rating scales which 1ist a series of fairly
general dimensions of work performance characterizing all jobs at all
jevels. These dimensions frequently include the following: reliability;
dependability; communication skills; report writing; attendance; job
< attitude; quality of work; cooperativeness; etc. Sometimes. these are
“further sub-divided, for example, quality of work into timeliness,
thoroughness and organization. Each dimension is scaled and the rater -
indicates by means of a check mark, the level of performance of the rateey
“The scale may be continuous or divided into sections. It may have numbers
at varying points along the scale, brief narrative descriptions of
each scale interval, or both. Figure 1 shows some typical examples of a

commonly used rating scale dimension of "reliability".

Rating scales whiChvaréfbased“upon an ana]ysiélbt;;%ﬁﬂftiCu1ar o
department's own tasks and functions make the rating process more meaningful
re riot so based.

to the rater and to the ratee than do scales which a b .
e £ilize his knowledge of how the .

Particularly they permit the rater to u . )
ratee has performed at specific job behaviors as a basis for evaluating the
ratee rather than having to translate such job behavior into a general

o evaluate the individual on that general

trait dimension and then t

dimension. ~This situation should produce both more reliable ratings and
more accurate ratings than would be expected from the more traditional
rating scale dimensions. An example of a hypothetical jobi behavior -
dimension for a department is shown in Figure o R

z

In Figure 2, the various points along, the scale are fairly
completely defined. The scale dimension name might also be more: .
completely and specifically defined if it is too broad.  Additional infor-
mation: would more clearly defi
term "Fam11y‘CrisiS‘Intervention"cc

terminology to make it more easily under

ould be followed by some- explanatory .
Standab1e. :

The Ohio State Highway Patréi'has, for many years, been using'
Items from these scales,

forced-chofce and forced ranking rating scales.

which are based upon an analysis of the specific tasks and functions of

the Ohio State Highway Patrol, are shown in Figure 3

S , For a forced choice item, the rater chooses the two statements

- out of the four which he considers to best describe the ratee. For a

‘ atements, by circling appropriate

forced ranking item, the ratee ranks the st
numbers, according to how well they fit the ratee. In either case, all or

none of the statements may seem to be high]&gappropriate to the ratee but
the rater is forced to make a choice or a ranking. : o

"

ne the dimension for the rater. Thus, the . ..
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Needs im-

average

provement

factory

- Figure ];5”

Three examp]ggfbf a scale to rate "Reliability".
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Forced Choice Item

great responsibility instead of a

b. Squelches rumors which tend to demoralize the department
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A11 of the statements 1ook like favorable ones but analysis has

shown only some

of them to be indicative of differential performance. The

scale was developed to give higher weight to the predictive statements.

The rater then is in the position of not having to evaluate the
individual. Instead he indicates that behavior which is most descriptive
of the man. Since the supervisor doesn't know the right answer, that is,
the choices that will give the ratee the highest score, he is "forced"
to select the statements objectively. Since the statements themselves
are based upon an analysis of the department tasks and functions, the
.supervisor is able to make reliable and accurate judgements as to which
behaviors are most representative of the man being evaluated. This system
does have one obvious disadvantage from the viewpoint of the supervisor.
He cannot insure that the man he “feels" is best will get the best rating.
For:this reason, however, the man being evaluated may prefer such a '

system since it

helps to reduce the effects of personal bias on the part

of tﬁg supervisor which is often at the heart of the problem of most

rating scales.

: Another approach is the development of behaviorally anchored

performance scales which are based upon critical incident-type job behaviors.

An example of such a scale is included as Figure 4, taken from some
preliminary work being done by Personnel Decisions, Inc.

Here

the dimension "Using Force Rppropriately" is described

in behavioral terms. Each paragraph or point on the scale is "anchored"”
by concrete, specific narrative descriptions of a police officer's

possible behavi
by means of a ¢

ors in such a situation. The descriptions are developed
omplex job analysis procedure.

while these scales do not obviate all of the problems associated
with rating scales, they do offer an approach which is more acceptable to
many supervisors, which is considerably more reliable and accurate than

typical rating
SAmil

scales.

ar scales are currently being used by the Lakewood, Colorado,

Department of Public Safety. The statements along a scale are in terms of

behaviors that

can be "expected" of the ratee. One such scale is shown in

Figure 5. It will be noted that statements are placed, alternately, on
each side of the scale 1ine. The ratee must place a check mark on the side
opposite the most appropriate statement and write a statement in that space

in order to supplement and further explicate the statement to which it

corresponds.

/3 .
i "I-i-

USING FORCE APPROPRIATELY .«

-

(keeping one's "cool" under pressure or personal abuse; utilizing the **

correct amount of force to resolve an incident.)

| Read up from the bottom to the last sior :
. s¥ory you could say is
representative of the patrolman's "best" per WP
the word "best® in the blank beside it. formance.  Hrite

A deskman calmly convinced a man who was pointi i
. ! ( s pointing a rifle
2;2 zgagzgd it over rather than shooting the mahgwhen h; hgg :

In a fight with a traffic violator, the viola

: : s tor kn

off1cer|down, took his revolver, and shot six shotsogteghgne

officer's partner, hitting him four times. The wounded officer

pllled his revolver and drew a bead on the violator, who then

zgiezighgoimggyegug :own :nddraised his hands, The wounded offi-
not. fire, but instead kept the viola i

o o in custear e p violator covered until

An officer stopped a car for a traffic vi i & .
, g ' ¢ violation and the d
assaulted the officer with obscenities and verbal‘abuse? ”¥ﬁéer
2:21§§; gggtﬁfthﬁ tag ?gdhcalmly explained why the man got

ow he cou andle i i i
ohscenities. 17 it, still am1d a barrage of

The officer grabbed the arm of a girl attackin 'h ‘ i

_ C r : : er boyfriend
with an ice pick, narrowly saving him. The ofgicer Waz theg
assaulted by her, and had his shirt ripped by the ice pick
before he struck her in the head with his gun to subdue her.

The officer waifed fof'two young men who had been
e off ) rowdy and
noisy in a restaurant to come back to their car to pic{ them
up. He took.them to a dark area several blocks from their car,
t;ﬁkedH:heT in thg 2;5, aEd told them to walk back to their

. also sai at they should stay o
because their kind weren't %eeded. y out of the area,

While iaking a very hostile and belli erent man to jai
officer purposely threw him against tﬁe wa]].a'. 0 Jail, the

The officer sla ped a man who was pesterin |
sell him a drinE after hours. P g a bartender to

A man stoppé&xafter being chased at hi |
) S d 3 ‘ igh speed. Even though t
situation was in hand, an officer from a sgcond squad whibg e

pylled up began beating the man. B

Figure 4. Exampie‘Of Behaviorally Anchored Performance ScaTé .
é?:gngtte, M. et a].,‘PersonnelyDecisions,»lnc;1Minneap0]is,

.



Gould be expected to thoroughly
handle such case assigned check-
ing all sources of information;
takes care in the collection and
preservation of evidence; is
familiar with all procedures for
followup investigations; strives to
become professionally qualified in
a particular field; constantly
strives to become more effective in
everything from patrol to homicide

investigation. —

Could be expected to handle all technical

areas to the best of his ability, s2eking

help when needed; recognizes his strengths
and weaknesses and seeks to improve.

~|dence prdservation techniques, criminal 4
investigation procedures, and radio procedures.
Could be expected to carry out required ,

activities in a team situation or under
some direct supervision. Must be reminded

of total implications of his actions as a pot

lice agent. Competent to perform tasks,
but seldom seems to recognize value of
thorough work.

Could be expected to be unable to properiy

jdentify criminal activity; also unable to
effectively ?dentify, collect, or preserve
criminal evidence; unable to handle non~

criminal and administrative functions,

e————a—

Could be expected to handle all assign-

ments and be able to effectively use the .
5kills of experts in such fields as ballistics,
chemicals, and handwriting.

Could be expected to demonstrate a.work-
ing knowledge of: accident investigation
techniques, camera use, traffic procedures,

lofficer-violator contacts, case filing proce- |

dures, arrest and restraint procedures, evi- |

Could be expected to go through the motions
of patrol procedures, but often fails to
recognize criminal activity; occasionally

«Imishandles criminal evidence; might be

expected to do poorly in some specific skill
such as fingerprinting or breathalyzer use.

Could be expected not to possess_the prac-
tical knowledge to handle major investiga-
tions; seems unaware of basic patrol func-

|tions and techniques.

TECHNICAL

»

COMPETENCE

Figure 5. Example of Lakewood, Colorado D.P.S. Rating Sqa1e

o

{

;\ SEN
2. 1nformatiom Sources (observers and cbservational situations)
‘ i

; » i ; .

The second eleient in the performance evaluation process is the
source from which information about a person's performance comes. This
source is usually observatian'made by a supervisor and will be referred -
to that way hereinafter except when specifically discussing other sources. .
The objective of a measurement procedure is to extract reliable and accurate”
information about an individual's work performance from a person who has
observed that performance. However, observers vary in many characteristics,
including their personal biases and desire to do an objective evaluation.
Frequently a supervisor may not have the necessary information to evaluate
an individual on certain performance dimensions. This section will describe
some of the more important problems of information sources and will suggest
some of the methods that are being utilized to overcome these problems.

N a. Knowledge of person being eva1uated

The supervisor must have direct or good indirect information as .
to the job behaviors which are being measured. As measurements during the I’/
probationary period are especially critical, priice departments will frequently
assign senior patrolmen to new recruits during their academy period and during
their initial on-the-job period. Those assigned are sometimes specifically trained
officers having a training function. Part of their preparation should be in
how to evaluate new officers. Regardless of the formal relaticnship between
the supervisor and person being supervised, no one can make an accurate performance
measurement unless he has had the opportunity to observe-a person in a variety
of situations which are related to the performance scale dimensions. Police
departments must pQ(pOSely arrange for this interaction to occur during this
initial try-out period. The supervisor must have the opportunity to acquire
Knowledge of the job behavior of the new man or the measurement process becomes
a meaningless exercise. Some departmentscarrange for the probationary officer
to be assigned to several different functions during this period, such as
traffic, investigations, vice, comunity relations as well as several varied
patro)} assignments. This procedure assures that the new patrolman has the
oppor'tunity to participate in many diverse tasks and to be observed during these
s;tuaﬁions since he is always assigned to work with more senior officers at
this ;ime. i .

/
i

{

b. Relationship of the observer énd person being measured

Typically the informatibn source is the supervisor of the person

being measured. Sometimes there are several supervisors as when a man is

working various shifts under different sergeants, or where the man is

evaluated by more than his direct supervisor. An example of this-is evaluation

of a patrolman by his lieutenant and captain as well as his sergeant. To the
extent that these individuals have the information to judge the officer accurately,
the use of more than one supervisory level can be useful to improve performance
measurement reliability (that is consistency) and accuracy.

- Police depaftments miéht well consider*the‘usg 5¥fpeer5'(officers

Al

E
|
i
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at the same level as the one being evaluated) particularly during the proba-
tionary period although this might be equally useful periodically after
probation. The peer procedure assumes that associates of peers have
considerable opportunity to observe the work activities of fellow officers

and can make accurate estimates as to the level or quality of that work.

During probation, fellow officers have many opportunities for observing

the behavior of new officers. Peer measures could be used for assessing an
officer's maturity and adjustment as well as performance. This procedure is in
fact used by the Los Angeles County Sheriff's office during the time spent in
the training academy. The administrative problem for routine use after the
probationary period would be selection of those patrolman who have the maturity
and willingness to make such measurements. Problems to be overcome would include
means for preventing an officer from evaluating his buddy and eliminating

from the peer's mind the implication of informing on a fellow officer. The
advantages are that supervisors, particuiarly in police departments, don't
always have the opportunities to ohserve a1l of the varieties of job behaviors
that a patrclman might exhibit. .The Chicago Police Department used evaluation
by peers as part of a research study. to develop and validate a patrolman

selection device. The results of this study (2,6) suggest that peers can
measure reliably those performance dimensions which are conventionally measured
by supervisors and that such measurements also contribute unique information
about the person being evaluated.

To obviate other administrative problems in utilizing peers, special
performance scales might be prepared for peer evaluators. Such scales would
he designed to require the peer rater to rank order his associates from top to
bottom on_each performance dimension rather than to allow him to make absolute
judgements which might result in everyone being placed at the top of the perfor-
mance scale. 2 : _

Self measuréments may also\be useful. Measurements made by the
person being evaluated on his own performance can provide useful information
as to how an individual believes he is performing. In conjunction with a

_supervisor's measurements, a comparison of the two results would provide the

‘Supervisor with considerable insight as to the perception by the patrolman
o¥ his own pérformance as well as to suggest where the supervisor may have
b2en too high or too low. ) : :

I

c. The number of supervisors’

® “As stated before, individuai supervisors frequently tend to be
biased. Some routinely evaluate individuals low on various performance
dimensions while others routinely evaluate individuals high. Some place .
everyone near the average level while others use the extreme values routinely.
These differences occur for many reasons; amona., the most obvious-are the
different criteria each supervisor uses for each dimension; personal bias
for or against the person being evaluated; and differences in the opportunity
to observe the officer. Personnel books can 1ist many more reasons. The
utilization of more than one supervisor for each person being evaluated reduces
the effect of a single supervisor's bias. The more supervisors involved in

“officers out of a hundred that would normally perform at that level.

~a hundred would be expected to perform at the outstanding level.

~=}5=-

this process, the greater the 1ikelihood that individual 1diosyncrasi i
be averaged out. However, the addition of supervisors who aréynotaS1es Wil
knowledgeable about the officer in question does not contribute toward a
more accurate rating so that the selection of such raters must be made in
terms of who is qualified to evaluate. If only one person is so qualified
only one person should make the evaluation.- ' ’

3. Procedures for using subjective performance scales

The combination of an information source with the perfor
) mance scale
in order to produce.an accurate measurement of an individua]'g performance
requires that certa]n.procedural conditions be met. This section will discuss
ggs: of tgﬁ.moge crlt;c?l procedural elements. While some of these may be

ous, this does not lessen their importance in attaining accurate evaluati
These procedures are the following: ? evaluations.

Training/orientation of the supervisor.

Frequency of the measuring process.

Methods for equating measurements from more than one supetrvisor.
Review and sign-off procedures. o
Participation by the person being measured.

Appeal procedures. 5 .

Special procedures for reducing supervisor bias.

0 ~-h oo o

\ \\
a. Training/orientation of the Qupervisor

Most departments have a set of insiructions, either as part of a

" supervisor's manual or as part of the performance appraisal package, which

by -

1s often.the primary, and sometimes the only, preparation a supervisor is
given prior to using a performance scale. Although this information-may be
clear and adequate for instructing the supervisor in his task, there is no
guaranteg that he_wil];read and follow the instructions. It is necessary that
a supervisor @ho is going to make a performance rating (and most supervisors
make many rat;ngs) be required to understand the importance of the measurement
task and the impact that his evaluations will have on the persons being
evaluated. In addition, he should be briefed on the performance scale

' dimensions, the standards for scoring each dimension and methods for minimizing

Persona].biases. Standaiuis for measurement should-be repeated in the printed
instructions. The District of Columbia's Metropolitan Police Department
performance.rat1ng form includes information as to how the rating responses
should be distributed by comparing each Tevel in ‘the scale with the number of

, Thus -

for an outstanding rating on a particular dimension, only one officer out of

a 1 At the
excel]ent rating level, thirteen out of a hundred would be expected to perform
at this ]eve1,(see section g). Standards need to be continuously brought

to the mind of the supervisor as it is very easy to utilize one's personal
standards which tend to vary from time to time. At the same time, standards
must be developed in 1ight of the situation for which 'they are used. A small -
highly se}gct group of tactical patrol officers, may in fact contain a large




~-16-

rti i fficers
roportion of top performers. Above average (though not superior) o
Sou$d suffer by comparison in such a group. Thus, stqndards shoulq be
continuously monitored, and modified where the situation warrants it.

Training of the supervisor might VEry 1igely jgclgd? ztsession in .
which the supervisors evaluate some com@on1y nown individual (n )
necessarily g policemen) in order to bring out forceably, to those being
trained, the widely divergent results which can occur. Analyses of pf1or
performance evaluations made within a department may be useful for this
purpose. :

In summary, each police department should sponsor and support a
training/orientationysession for each supervisor, conducted by somegqe w1th
authority and familiar with the problems of, andjprocedures for, ac 1g¥;ng
objective evaluations. This session should provide the supervisors w1d .
explicit standards for making more reliabie and accurate eva1uat1ve judgements.

b. Frequency of the evaluation process

erformance evaluations should be made on each officer past probation
at least onZe a year. Twice a year is a prefe(red rate. The 1attg£ fiﬁquegéﬁed
provides formal feedback to the officer sqff1c1ent1y often to provide the ne
guidance for those under par and to sustain the morale of those.agove gqr. s
Measurement every six months also insures that thevpeffqrmance in o:ma ion
timely for potential decisions as to prom9t1ona1 eligibility, tqani_er, o;
dismissal. Some consideration might be given to scheduling evaluations aments
irregular intervals while maintaining this schedule. Performance mg:§ureor
should always be made whenever someone 1s transferred to a new position

promoted.

i ri i hould

During the probationary period, performance evaluat1oq frequency S
be high. Monthlg eva]ﬁations for new officers are<fr§quent1y.ut111ged aqi‘arﬁ
very useful to provide continuous feedback to the officer dub1ng th1; cri quions
period. For those who are probationally promoted to sergeant or hlg‘e;tpg51 s
such a high frequency is not necessary and performance eva!uat1ons mig Ine
made at thred or even at six months intervals uqt11 prqbat1on Qi.over.lf o0d
most departments, men are rarely demoted to their original position. grefu]]
selection procedures are used, and if the prior pefformancefof a]man 1§ c y
considered, promotions should work out satjschtorle. Nevertheless ef .
possibility exists that a man may get "over his head" as a consgqugncg ) e
promotion so that performance ratings should be as carefully made during
period as for a new officer. , '

-

c. Review and sign-off procedures

ost i l | 1y the supervisor's
. Almost every police department has someone, usuai
“jmmediate superior, review the performance evaluations. This persgg qsual]y
signs the performance evaluation form along with the supervisor. ,15

~groups are indeed different, and has confidence in the objectivity of each

~-17-

encouraged that this occur because it is one way to reduce supervisor bias.

. The primary function of the reviewer is to insure that the performance
evaluat19n is done on schedule and is complete and reasonable. The reviewin?
process insures that more than one person is involved in the performance evaluation

process; this may result in more complete acceptance on the part of those being
evaluated. " o

However, the review must be meaningful to be useful. The reviewer
must read all of the measurement scores for each officer being evaluated
rather than just sign the form. Here, as with the supervisor; procedures must
be established and followed by the department to insure that reviewers are
informed as to their job and have the appropriate information for carrying
it out. At the time that the supervisors are being trained, it would be
appropriate to include the reviewers if this is feasible. If not, a special
training/orientation session should be held periodically for reviewers.

- The use of additional levels of reviewing is warranted only to-the
extent that additional reviewers can meaningfully evaluate the performance
measurements. A sign-off by the commanding officer or police chief may be
warranted instead of a review. This sign-off would be to certify that the
supervisor and reviewer had completed the form on schedule, and if appropriate,
that the officer being evaluated had seen the results and agreed with them
(this last topic will be discussed in detail later). A sign-off is not a
review; rather it is principally an administrative tool.

d. Methods for equating evaluations from more than one
. supervisor or groups of supervisors

Within a department, one can adjust performance measurements in order

to try to minimize the bias effects of individual supervisors or even groups
of supervisors. .

, In the case of individuals, one can look at the average summary
evaluations for each supervisor. If supervisor (A) has an average of 85 while
supervisor (B) has an average of 75, one would suspect the operation of bias
on the part of at least one of the supervisors. This conclusion is based on

_the -assumption that if the number of persons being evaluated in each group is

large, the overall performange of each group should be approximately the same.
If a review of the two groups reveals that they are generally equal; the
reviewer could then raise everyone in the low group by 10 points or Tewer
everyone in the high. group by 10 points. If the reviewer feels that the two

supervisor, he will leave the evaluations as they are. The basic principle

here would hold for any number of supervisors, of course. However, for a large -
number of supervisors, a mean for all of the supervisors could be calculated,

and discrepancies from this mean considered in a similar manner.
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e. Participation by the person being evaluated
\\_:\,\

The most important element in the performance evaluation process
is the officer being evaluated. One of the more useful results of the
evaluation process is to inform the officer being evaluated as to his
performance level, both in terms of his strengths and weaknesses. In
the case of his strong points, this represents an opportunity for his
supervisors personally to acknowledge his superior efforts formally, or
in the case of his weak points, to work with him in developing a training
program to bring his performance up to par in those areas of deficiency.

One basic question is whether the person being evaluated should

have access to the performance evaluation results and what input should
he have on them, if any. Since the performance measurement process requires
a close relationship between a supervisor and an individual, we suggest that
the individual should review his performance evaluation with the supervisor

rior to the reviewer seeing the evaluation. At this point many misunder-
standings may be resolved. After meeting with the supervisor the individual
can indicate his agreement or disagreement when he signs the form. This
procedure indicates to the reviewer whether or not there is a potential problem.
If the individual is in disagreement with his supervisor, the reviewer may

be able to arbitrate the situation or he may forward the appeal onward through
channels. A disagreement also alerts the reviewer to consider whether the
supervisor may be biased and whether he should compare this supervisor's
evaluation summaries with those of other supervisors.

It is important to realize that all evaluations, even those made
by well intentioned and well trained supervisors. using performance scales
which accurately reflect the major job dimensions in a job position, are
subjective and are susceptible to the probiems discussed above. Some
procedure is necessary for the subject of the evaluation to record his dis-
agreement to insure at the minimum further review of the evaluation. .

f. Appeal;procedures

A formal procedure is necessary to handle situations where an officer

appeals his performance evaluation. Appeals will most often occur where the

evaluation has some impact on the individual, such as stopping a pay increase,

disqualification from taking promotional examinations, or being partial or com-

plete grounds for dismissal. Usually a city or state government will have

standardized appeal procedures which apply to promotions which are typically ‘

~controlled by personnel or civil service procedures. Since performance ratings'
are typically handled internally by police departients, more variations in
appeal proceduves may occur. o :

Usually,. an officer appeals up the chain of command to, ultimately,
the chief. Normally, if an appeal is successful, it is successful at the
supervisor or reviewer level. It is at these levels that knowledge of an
officer's job behavior exists and may be utilized to change a performance

-19-

measurement. If the appeal goes beyond the reviewer, then the onl e

\ Dey 1 s char
that a po]1ce-manager can react to is prejudice or malfeasance on {he pagi
of the supervisor, regardless of the actual truth of the appeal. Since

these charges are difficult to support i . ,
the higher levels. pport, an .appeal is frequently denied at

Nevertheless it is important to have a formal chanrel for hand
performance evaluation appeals. Supervisors and reviewers should bevenclaagged
to resolvevperformance;measurement disputes if possible at their level. It
should be made clear to those. challenging their performance evaluations that
the challenging officer is probably going to have to prove prejudice. or
mqlfeasance on th part of the supervisor if it goes ‘to higher levels.

Since this possibility does exist, the appeal should be investigated by police
management. A board of appeals which includes members from the various

ranks (1nc1ud1ng patrolman) as a final authority may be an acceptabie and
objective way to make final resolutions of these types of problems.

~ The performance evaluation is important to the person bein
evaluated. It should be treated with respect by those charged with geeing

~that it is properly applied and utilized. Formal appeal procedures

constitute an important element in any performance evaluation process.

g. Special procedures for reducfng\supervisor bias

L There”érg a nunber of rules or pfoCedures for attempting to reduce >
or minimize supervisor biases. Some of those that seem particularly relevant -
for po]}pe departments are summarized below. ' ' :

(1) Inclusion of standards on each performance scale, similar

’to the‘D. C. Metropolitan Police Department. See Figure 6.

The'b.c, scale utilizes a normal distribution, that is, as many

“men are at the high end of the scale as are at the low end. An alternate

approach wou1d'ne to utilize a distribution whereby more officers would be
placed at the h1gn end of the scale. This distribution assumes that there
are more good officers than poor ones, a reasonable assumption.- o

_ The number of marks (repreéenting poTicemen) in each scale division
indicates how many officers out of a hundred are able to perform at that
level. .Thus, when a man is placed within one of those scale divisions, his

’performancev1eye1 relative to other police officers is clearly indicated.

() ’A'superVisor might evaluate a single pénfnrmanéé dimension for
all officers being evaluated before proceeding to the next dimension rather

‘than measuring all performance dimensions on one officer before proceeding to

the next officef;; Thus,he would judge each of his officers on "exercise of
Judgement in eliciting information from witnesses" before proceeding to the

~ next dimension. This technique enables the supervisor to keep the relevant

performance dimension in mind as he proceeds through each officer, thereby,
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hopefully, reducing the chances of personal bias affecting all the ‘
measurements of any one officer, The supervisor "set" or orientation is
toward a specific performance dimension, rather than toward a specific
individual. This technique is more cumbersome than evaluating one person
completely before evaluating the next person but may be worth the added

effort to attain more accuracy.

(3) Require that extreme scores, either high or low, be justified
by a narrative description of the score. Many police departments use this
scheme, Generally it tends to reduce extreme scores because of the added
effort required to prepare the narrative. However, for this reason, scores
may tend to get grouped around the average values if care is not taken to
insure that a normal distribution of scores is maintained. If a supervisor
has no extreme scores out of 20 or 30 officers evaluations, the reviewer
should check to insure that the supervisor was not trying to speed up the
evaluation task rather than measuring the actual performance levels among
his men. The narrative also forms a basis for handling appeals as it is the
extremely low scores that are appealed. The requirement to provide a narrative
basis for a Tow score allows a ratee to see specifically why he is being
downgraded, and provides a more adefjuate basis for deciding whether to

follow through with an appeal Or'not, _r

B. Objective Measurement

It would be convenient if one could place some sort of meter onto a
police officer to record and count significant tasks that the officeir performs
in his job each day. Such a meter might be used to measure the afficer's
performance. Obviously we have no such meter. We do have readjfykgyéﬁlable
Jndicators of "objective" events contained in police petsonne]\TOIdérs. Such
objective data frequently include-the following: number of arrésts,(tota],
felony, misdemeanor); number of traffic citations; number of a@ﬁrds or
citations; number 6f disciplinary actions; number of citizen/comp1aints;
attendance; tenure, etc, ' 1 (/ B

It is obvious that the particular geographic area tha%;a patrolman
- covers will have a major effect upon such measures as arrests, citizen
complaints, and traffic citations. Tenure is frequently used as an indicator
of performance (or survivibility) but it certainly wouid,ap/éar to have
Timited utility after an officer had spent more than a miminum of time on
the force (say one year) where he would be expected to have achieved a stable.
performance level. - Attendance may reflect a man's health; it is not
necessarily related to how well he can perform (although, obviousiy, if he
is not on duty, his performance level is zero for that period pf,time).

Because of the limited usefulness of available objective data, it is
not recommended that such data be used in. isolation to evaluate on-the-job
performance. However, such data in the hands of a knowledgeable supervisor
can be useful to him in arriving at subjective estimates of an officer's
performance. A supervisor can take into account variations in situations, and
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" use such data to refine his performance measurement estimates. Thus,
objective data can be employed as a useful adjunct to a supervisor making
ratings; it cannot substitute for such rat1ngs.v Beyond this, the use of
objective data for the sake of objectivity would require the development
of models and methods as discussed earlier.

C. Recommendations for Post Probation Performance Eva]uat1on

These recommendations are primarily directed at improving ex1st1ng
practices without involving major changes or new developments. They do not
concentrate on some of the current practices which are technologically
sophisticated and may have excelient potential but require major implemen-
tation efforts. They emphasize the improvement of the graphic rating scale
approach, common in most departments, and which, if proper]y designed and
uti]ized 1s reasonably effective. e

It is also felt that performance evaluation can be a contr1but1ng input
for various career actions for a pelice officer, particularly promotion
eligibility and placement. This paper is concerned with a graphic scale
that includes quantitative indices as well as qualitative information, since
quantitative data can be easily and directly used.

First rat1ng scales will be covered; then the rater. and finally the
procedures for using the rater and the rat1ng scale to produce accurate
performance evaluations. , L e

1. Performance Rating Scale

1
o

a. Performance scale dimensions should be based upon specific job
behaviors or tasks of police officers in a department '

Few departments use specific job behaviors as performance
dimensions. Job ana]yses can be used to generate specific job performance
dimensions. Such dimensions can be used in addition to, as well as in place
of, the more typical personality and general performance d1mens1ons such as
reliability, ;ooperativeness etc. :

b. Each;performance scale dimension should be carefully and
unambiguously defined. Short sentences or even brief phases should be used
to define each dimension.

v

c. - Each performance scale dimension should be scaled numerically,
defined by a brief phrase, and should include expected standards. A
sca]e as the one in Figure 7 m1ght be used for each performance dimension.

d. Each performance scale dimension shou]d be wevghted accord1ng
to its importance. .

High performance on one performance dimension is not
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Figure 7. Performance ‘scale with distribution
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necessarily of the same value as the same performance level on a different
performance dimension. Each dimension should be weighted according to its
importance or criticality on a numerical . scale. When weights are not
used, the result is to make each dimension equal in its contribution to
overall performance assessment. Also, the greater theiy&riation among
personnel scores in a particular dimension, the greater-the advantage in
using weights. i e '

e. Narrative material should be prepared supporting all ratings

wpgjven at the extreme ends of each performance scale dimension.

Typically this would be for each performance scale dimension 4
defined as unsatisfactory and outstanding. Supervisors should be expected to
have a certain nuniber of such cases; if a supervisor did not use the extreme
categories, the reviewer should determine ‘whether this is due to the intent
to avoid the task.of preparing the narratives or really is indicative of the
performance distribution of the men working for that supervisor. As a less
desired alternative, narrative material might 'be required only for summary
ratings thit fall into the extreme categories. Thus if only one performance
dimension was rated as outstanding, this would not have to be justified if
the summary was less than outsta?ping. '

f. There should be a summary rating at the end of the rating
scale expressed both:accurately and descriptively.

After weighting each dimension, a numerical average can be
computed for all performance dimensions of each ratee. The resulting
score will indicate which descriptive category the ratee falls into, for
example, unsatisfactory or ‘average.  The individual scores can be used for
counseling and as a basis for remedial training. The summary score can be

2. The Rater

, A rater should have several months experience in supervising
or working with the ratee. A rater may wish to obtain objective data from
the ratee’s personnel file to assist him, but he must have some direct
_information as to the ratee's performance. Otherwise the rating process

~ should be postponed until this information can be obtained. Raters should

not rate performance dimensions where they have no information. Inaccurate
ratings are worse than no ratings. S '

b. The rater should receiVe‘specia1ytraining;beforé being permitted
to rate anyone. ‘ o A

The rater should not be given a set of rating forms and to]d.to
rate his men, even if thorough instructions are included ‘as part of the printed
materials. Each rater should attend at least one training sessipn devoted to

¢

g _Qﬁé of the raters should be the immediate supervisor of the ratee.

B
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methods for condycting accyrat i he 1insi A
: _ ’ e ratings. The instructor shou
gg$¥l§dgggglim;:tthengeggggnyating proces§ and preferably, a ;gmg:rsg?egﬂg
‘ . - » 1ng session should have the direct backi
the chief. The content of the training- or ncluds wage ing ©f
; n Lent or the training:session should include
avoid bias asjwell as information ' b e bo i
and‘prQngqggg For yeing o éia1eg?OUt the scales, standards to be applied

Fe. The rater must be motivated to make accurate performance ratings;

g A typical complaint of many supervisors wi
‘ﬂggrfor?ance evaluation is the excuse that it takes tdgyﬁncgeigﬁgt"toThis

abzpe o] react1oq;ref1ect§ the.prob1em of having to perform a task.that may

unp easan? (if an officer is performing below standard) and difficult

3t pest {.15 tﬁqdency must be overcome. The primary way of doing it/ig
priority one.. It 15 not possiale. so coey e, o ake Hhls process a high

: 1 - It S O tell a department how to instill this
into its supervisors as there are as many ways as there are ice
managers. Two basic factors to be emphasized are th portoney hollce
evaluation for each ratee's career (pay raise romoii;wportance nd ghe Crate
_ 3 o s y € .
1mportance,9f,accurate ratings for the supervisgr's own per?gr%azgg gcgluation.

3. Rating Procedures c i

a. Every officer should be rated iX 1 “a o
% 210U | every six months, and ~
moves to a new assignment which involves a new supervisor. when he

| New assi i . ] |
the department. W assignments include promotion as well as transfer w1thin‘

b. All raters and reviewers should receive training in the rafing

process.
This training should cover, at the minimum, theffollowing

-Hays to minimize personal bias
-Standards IR '
A -Narrative material to support extreme ratings
-E$edp:gk review meeting with the ratee g .
_=Clarification of the rating scale or ot ects
of the rating process. 9 ‘ . other aspects

: : c. Al fatings should be revieﬁed'b' at lea e | s
command level above the supervisor. Y St one person at one

For a sergeant, this would be the‘iieutehant to re

. sergeant, } whom he reports.

Thq ]jeutenaqt shou1d sign-off after reviewing each rating form. HoweVeE, the
%ﬁzc;gsgpons1bi]1tyfor the accuracy should rest with the supervisor, not'
iewer, ; SR o . ‘
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" should be involved only as last resorts. Each department should have a

personality or socialization measures that might profitably be used to help
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d. The ratee should be permitted to see his rating and to indicate
whether or not he agreés with it. .

The ratee should review the rating before the reviewer sees it. ;
At this. time, the supervisor may wish to change a rating if there is a conflict. ﬂ
The ratee should sign the rating after indicating his agreement or disagree- ;
ment. - 3

e. Contested ratings should be handled by a formal process. : '%

A police department should attempt to resolve a dispute
internally. Outside agencies such as a civil service commission or the courts

mechanism ready to deal with disputes and appeals. In small departments, this
might be the fiat of the chief. In large departments, a review board
consisting of various ranks, including the patrolman rank, should be estab-
lished as the final internal appeal source. These review boards must be E
prepared to deal frequently with issues of prejudice and malfeasance. i

D. Recommendations for Performance Evaluation -during Probation - 5

These recommendations for performance evaluation during the probationary i3
period are similar to those for periodic performance evaluation which are i
listed in the foregoing section. This section will include only recommendations

which are modifications of or are in addition to those already made. It

will not cover measures related to academy course performance, per se, or %o

with retention decisions. The order of the recommendations will be as f
before: the rating scale; the rater and rating procedures.

1. Performance Rating Scale

é. Special standards should be used for measuring new patroimen.

v New patrolmen cannot be expected to perform at a level commenserate
with experienced officers. These officers are still learning their job. Job
standards should be designed to compare new officers with other new officers
or with established standards based upon prior experience with recruits rather

than with experienced officers.

b. The performandé dimensions in the regular rating scale may need
to be altered for officers ‘on probation.

. Because of the fact that the new officer is “learning” the
job, he may not perform some of the tasks that he would normally perform
after a year's experience. For this reason, police management should
consider deleting some of the performance dimensions that would not be
expected to be performed by such officers. Ny

/
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A better but more expensive alternative is to have two

sc§1e§g«one fgr routine evaluation and one for probationary evaluation.
This i5 a desired approach but not necessary.

2. The Rater

) a. The rater should have some direct experience with thé;gro-
bationary officer but because of the 1imited time possible for personal
contact, more than one rater should be used if feasibie. ,

B Frequently the rater of a new patrolman is a senior patrolman
rather than a sergeant. Because new patrolmen often are rotated among o
assignments, the supervisor will not normally have several months of
experience with the new man prior to making a performance rating. Since
such ratings are necessary for valid rentention decisions, they should be
made with the realization that they will not be as accurate as those made
on experienced officers. For this reason, several raters should be sought
for each officer for each rating period. When this is done, the ratings
should be performed independently.

. Y S
3. Rating Procedures # )

a. New Officers should be rated monthly during,the probationary

period.

) One of the best selection devices is the initial performance of
an officer. At this time, indicators of potential problems frequently arise
which are not or cannot be detected during the formal selection process.
Frequent appraisals can detect these problems; in addition, frequent
appraisals form a solid basis for ‘dismissal if such action becomes necessary.
Finally, such appraisals are useful for police administrators with respect
to career decisions. for the new officer.

b. Multiple fatingg should be encouraged even if some are incomplete.

) “Supervisors of a new officer may have limited contact with him,
particularly, as new officers are often rotated through several areas during
their first months. Some supervisors may be able to rate the new officer
accurately only on some of the performance dimensions. This approach is .
preferable to having short-term supervisors rate performance dimensions where
they have no basis for making an accurate rating. ’ : ‘

IV. PREDICTION OF PERFORMANCE

Performance ratings on current and recent job behaviors may not be
maximally or directly relevant or useful for predicting performance on
different or higher level assignments than those for which these ratings are
made. What is required is use of the performance rating in a way modified:
from its use for non-predictive purposes and the addition of a great deal .
of data of predictive usefulness. The performance rating is not to be ignored
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but only to take its place ahong a number of predictors.

The problem of choosing personnel for specialized, supervisory, or
management assignments varies among departments as a function of many
factors but mainly as a function of department size and compliexity.
Larger departments are likely to be the more com lex
departments in terms of number of specialized jobs and ranks;
such departments will have the most personnel decisions of this kind to
make and candidates will be known to a 1imited number of persons. The
influence of unions and civil service agencies and the legal relationship
between a department and municipal, county, and state governments, impose
practical restrictions on the personnel decision policies and methods of
police departments but these factors can be changed when a need is

demonstrated.

~ -At the present time, police departments have a number of formalized

procedures related to promotion but very few related to placement in specialized

assignments. There is room for improvement in both of these respects

although some departments have some rather good procedures. Prototypical
practices found in the departments surveyed in the preparation of this document
are described and then particular uses, modifications, and combinations

are recommended.

A. Promotion - Practices

Civil service or personnel agencies have a heavy input into the
promotional procedures of most of the departments visited although a
considerable percentage of departments control the whole process internally.
Unions have little or no influence in this respect except in some cities
where they are responsible for 3 heavy emphasis on written tests. Most
departments use some kind of written tests and these usually carry heavy

weights in the overall determinations.

1. Eligibility

Several factors determine eligibility to compete for promotion.
The most common of these is time in rank or the achievement of a certain
pay increment level, sometimes the top. one for the current rank. Pay level -
within a rank is usually, but not always, a function of time in .rank. "Some
departments require the completion of a certain number of college credits for

eligibility to compete for promotion to a given rank. In some of these cases,
specified amounts of college credit can be substituted for specified amoun;s

of time in rank,

Two kinds of pefformancé ratiné may determine_e]igibjli@y to_compete
for promotion. One is the conventional performance rating periodically given
to all personnel and already discussed. In addition, some departments, at

times of promotional competitions, use a promotional potential rating form.

This form deals with the personnel chanacteristics considered to be required

T
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for the higher rank for which the i i |
. promotional competition is held i
2¥c§:§2nfg¥m§ m?%izﬁmuiggixo detergin:fe1igib11ity for'competitioﬁ b§1:g:gi-
. g or cut-off point. Severe discipli -t
on a person's record, for a specifi i i ¢ conpet £ o oy
on a person’s rec inéligibiTigy?1 ied period prior to the competition, may

There are medical,requiremeﬁts for eligibili
T gibility to ¢
g:ggg;lﬁnolna;gw?t;asazr:1:hough ng»pﬁysica1 ability reguiremgﬂggtguﬁgras

s ound. Each of the foregoing eligibili iteri
has a cut-off point below which a candi 3 T emair el gible.

idate cannot fall and remai igi
regardless of scores on the other criteria. E in rona whese i
egardies ) . Except,in rare cases, w

distinction between policemen and policewomen has been abolished, po??ggwgggn

are not yet eli : TPV
to poﬁc{meh. igible for the full range of promotion possibilities available

It is worth noting that some de ¥ i ippi

t partments permit skipping .
so.t@at a sergeant, for instance, may, under certainpcircumstaggegg g: ranks
eligible to compete for the rank of captain. ) ’

2. Seniority and Veteran's Status

Veteran's status 15 more often considered for s ; i
. Ve : ofte election of recrui
g:agolﬁ is for promotion, although it is tending to disappear from'consid:rgiion
o’ timec:zgsﬁevg:eaggggrtm$a§ perm1§s taking advantage of Veteran status
0 d . is may be in the recruit selection procedure or -
1252 gromo§1on: Some departments allow some seniority credit onpthe pr;mog:o

or time in grade beyond the minimum needed for eligibility. .

. ” 3. Promotional Examinations

Most, but not all police departments have written examinations
gromot1op, in some cases prepared by the department itself and, in glﬁ:isfor
y a.C1v1] service agency or personnel board. In most departments, a ’
caqdydate may not t§ke a promotional examination unless he is otheFWise
eligible for promotion. Some departments allow a candidate to take an N

~examination if he will become eligible during the life of the 1list establishe

as a result of promotion procedures. Howsver, in such 2
i sqibili ’ . ' the candidate

must establish full eligibility bef is nam casess ;

for promotion. ,g y before his name may be chosen ffom the list

. Tests are usually several hours long and consist of T

of multiple chgice questions designed to measgre the candidate?slzzgSIE:gzer
and underspand1ng of subject matter required for the new position. The

test questions should be based upon' task or job analyses of the new position

in order to insure -test accuracy as well as to provide against court challenges
of the tests. Aptitude and intelligence tests are also sometimes used.

For higher ranks, essay questions are added to the multiple choice questions.
The top two or three ranks are exempt from such examinations in some departments
although there are cases in which all ranks, up to and including competitors
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for the position of Chief, must take a competitive written examination.

Examinations are usually held every one or two yéars or as needed
and list 1ife may be a year or two or until exhausted. There are cases in
which, once a person's eligibility for promotion is established, he remains
eligible until appointed and need not take a promotional examination again.
There are instances in which the entire promotional ecompetition is based
upon written tests and, since there are also cases in which tests are not
used, the range of weighting of written tests may be said to be between
zero percent and one hundred percent.. The most usual weighting is 50%
although instances of 40%, 60%, 70%, and 90% were also found. If this
© relative weighting is interpreted as the value or worth of a written test
in predicting how well a candidate will perform in the next higher level
position, it can be seen that there is no clear concensus in this respect.

In addition to the relative weighting of a test, there is the
matter of the passing grade and whether or not tests are graded "on the curve"
to conform to a preconceived distribution. Ordinarily, the grades would be
the percent of questions answered correctly and the passing grade usually
70%. For the written test or any other component of the promotion score, the
passing grade, if any, may be varied to make greater or lesser use of that
component as a screening device. If there is no passing grade, and everyone
is considered to have passed, then a low score on a given component serves
only to depress the total score. , :

Because one of the functions of a written examination is to measure
job knowledge and understanding, lists of study materials are often, but
not always, given to the competitors. Usually, when this is done, the test
items are based upon these study materials.

4. Performance Ratings

The ordinary performance evaluation of a patrolman, usually
annual or semi-annual, is not a predictor of how well he is likely to do
on a higher level or different job. However, it is an indicator to the
extent that a poor performer on a given job is less likely than a good
performer to do well on a nore demanding job. There may be cases, particularly
in smaller departments, in which this evaluation is given very heavy weight
or is virtually the sole criterion. In most departments, the weighting of this
- evaluation is considerably less than fifty percent, although a rating of at
least "satisfactory" is required in order to compete for promotion. In
some departments, this cut-off point is increased with increase in rank so
that a rating of "outstanding" might be required for competition for the very
highest ranks. As with the written examination, the variation with respect
to this criterion varies from non use to use as the sole criterion for
promotion. ‘

g :
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5. Promotional Potential Ratings

Most departments recognize that ratings of performance on a
current assignment are not sufficient predictors of performance on new
asstgnments requiring different or higher level responsibilities. For
promotional decision purposes, most departments replace or supplement
the_perfor@ance rating by using what is often called a promotional potential
rating. Like the performance rating, this rating is made by one or more of a
police offwcer's suppervisors. The rater attempts, from what he knows of
the charactgr1stics and behaviors of the ratee, to guage his potential i
as a supervisor or manager or whatever speciality, such as detective, for 2
which the selection process is being held. ' e :

ouent g o AR AL T U sy Py

Some of these ratings are made using single, generalized scales.

Others are more elaborate, employing a number of scales on factors such as
supervisory and leadership ability, initiative, judgement, technical skill, 4
etc. The multi-factor ratings are better than the single factor generalized !
ratings since they provide more detailed information for decision making. -w
. - 5 ) J

6. Objective Factors

There are various other supplementary criteria, which can be T
described as objective factors. They include such things as work products
and accomplishments, special experiences, citations, and schooling such as
college credits, or in California, certification of special course completion
by the Commission on Peace Officer Standards and Training. It is difficult
to make such evaluations completely fair to all contenders. Absolute
objectivity cannot be achieved in any case. ;

7. Interviews

Most large police departments use some form of face to face oral

. interview as part of the promotion decision process. There is usually an

oral review borad of three or more high ranking police officers. Usually
these are high ranking officers from other police departments and even
prominent citizens from outside police ranks.

8. Practical Experience as Predictor

Perhaps the best way to learn how a man will act in a given
situation is to put him into that situation and observe his behavior. There
are several ways of doing this in the police promotion process, some of which.
are now in use. One rather complex procedure in fairly common use is to go
through an entire promotion decision process, choose personnel for promotion,
and then promote them probationally. The promotion does not become final

at any time during that period. The probationary period:becomes thus a period ,~2
of observation and evaluation in a practical situation. However, if large : o
numbers of promoted personne] prove to be unsatisfactory in this probationary

\
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period, a department would find itself operating with large numbers of
unsatisfactory high level personnel for a great deal of the time. Aithough
there are reasons to retain this probationary period as insurance against
incompetence, it is highly desirable to be able to have a high degree of
confidence in the promotion decision when it is made.

Training for the position in question is one way of obtaining a
practical experience observation situation. During any good training course,
a candidate for promotion wili frequently be put into situations which will
test his fitness for promotion. As one of the final steps in the promotion
decision process, some departments select men as a result of the earlier
parts of the process and put them through a supervisory training course.
Those who complete the training successfully are put on the promotion
eligibility 1ist. The training course grade may become part of the final
promotional score. .

California's Commission on Peace Officer Standards and Training
(POST) offers training courses in various levels of law enforcement and
confers certificates upon those who successfully complete these course.
In some departments in California, these certificates are used as one of
the components of the promotion process. ke

‘There are two possible "practical situation” methods which were not
found to be in use during the course of the survey leading to this paper.
It is possible that they are not feasible but trial and error in some ~
departments might result in workable variants of one or both of them. One of
these is to give every eligible police officer one, two or more consecutive
days of experience "acting” in the capacity of the next higher rank. For
any given officer, this might be done once or several t1mes.dur1ng the year.
Each would be observed and rated on performance in that acting capacity.

Another possibility is to set up simulated test situations, put
the promotional candidate into them, and make behavioral observations and
judgements. If these situations are appropriately representative and
appropriately standardized, they can give some insight into how a candidate
might behave in an actual situation.  They would. be expensive and time
consuming, and 1f used, should include only those candidates who remain after

an elimination process.

9, Successive Elimination

. Many progressive police departments employ a method of successive
elimination. Such a method starts with a simple and 1nexpens1ye,procedure
which eliminates many candidates and proceeds through progressively more
complex, expensive and sophisticated procedures capable of making finer
. distinctions among rggaining candidates. :

3 “To be éligible to compete in'such a procedure, an officer may
have to have several years of consecutive service with the department and

~recruit”
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have a permanent rank of patrolman, policewoman, or detective, Additional >

service.beyond what is sufficient to compete in the promotional process may
be required before an officer can be promoted to sergeant.

] For promgtion to sergeant, for example, the process may begin with a
promo§1ona! potential rating based on a one year period preceding the process.
Each immediate supervisor of the candidate would make such an evaluation which
would carry a weight proportionate to the amount of time during that year
that he was the man's supervisor. ‘ ~ ST S

: At this point, a number of candidates might be chosen, from among
those rated for promotion potential, to take a written examination.or some
fgrm.of objectively scored pencil and paper test. Alternatively, all of the
candidates might be given such a test, and the combined score on test and
promotional potential rating be used to determine which candidates would go

to the next step. ; #

, A predetermined number of competitors may be selected as a result
of the foregoing process and given an oral examination conducted by an oral
board including several persons not in the department. One might be a police
administrator, another a business executive who knows personnel administration,
and the third a behavioral scientist. ’ i o

Scores of the above procedures may be combined -and a predetermined
number of competitors may be chosen to take a supervisory training course.
Attendance at this training course would be mandatory for consideration for
the rank of sergeant. At the end of this training course, there would be
tests, the scores on which might carry some predetermined weight in the -
overall evaluation.

Officers who successfully complete this course would have their
weighted scores on the whole process combined and their names placed on
a ranked list of eligibles for promotion. Names would be selected from
this list in strict rank order except in cases where officers eligible to
compete are not yet eligible for promotion. '

10. A dual ladder promotion system

... In many police departments, promotion is along a single path from
through supervisory ranks to management ranks. Except for some
periodic salary increments, the patrolman/policewoman has no promotional
possibilities except that of sergeant and the number of sergeant positions

is such that most cannot be promoted.

‘Some departments have limited promotional possibilities for the

‘patrolman/policewoman level. At least one department has a dual ladder system

in which a police officer can advance up a supervisory/management career
ladder or up a patrolman career ladder. The supervisory ladder'need not

Lconcern us here except to note that, within a conventional rank such as sergeant,
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there may be additional ranks such as sergeant I and sergeant II. Several
police departments have such distinctions.

The patrolman ladder in this department goes through the following
steps, with promotional procedures required between steps and with five pay
increments occurring within each step as well as the pay differentials
between steps. '

~ (a) Policeman I - Recruit

(b} Policeman II-Radio Car Officer, Footbeat, Communications,
Desk '

(c) Policeman III - Crime Task Force, Divisional Vice, Intelligence
and Training Officer, Instructor, Dispatcher, Investigator
Trainee ‘ -

(d) Policeman III + I - Crime Tq§k Force SquadéLeader, Accident
Investigation Follow-up Investigator, Vice Coord.,Sr. Lead
Officer : \ ’

(e) Investigator I - Specialized De{éctives, Geographic )
Detectives, Administrative Vice, Administrative Narcotics,
Intelligence ' RO «

(f) Investigator II - Senior Investigator, Narcdtic§,_duvenile,
Administrative,Vice, Bunco/Forgery, Robbery/Homicide

(g) Investigator III - Investigator Expert, Supervisory Investigator

11. Educational Salary Differential

. Some departments allow salary differentials not only as a function
of time in grade, with satisfactory service, but also as a function of college
attendance and the earning of given amounts of credits. o

13, Lateral Entry

Latera) entry is possible in many departments at the Chief.or ..
Commissioner level.. In some departments, it is also possible at the "patrol-
man" (non-recruit) level. No cases were found of lateral entry between these

levels,

13, Use of Lists

~Promotion eligibility lists are used in several ways. In many cases,
names must be chosen in strict order of rank on the list. In other cases a
name must be chosen from the first two or the first three appeariqgquxthe»
1ist. Some departments use "horizontal 1ists" from which names may be chosen
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" in any order at all. One department was found in which it was possible to go

beyond.the list if it could be shown that some important social objective
was being served by choosing some person not on the list with special
qualifications for a special assignment. :

) The practice of choosing one of the first two or three names from
a 1ist, or of choosing a name from anywhere on the Tist (the so called
"horizontal 1ist") may seem, at first glance, to be a progressive procedure
Actually, it is not. The desire for the freedom to do so is an indication
of less than full confidence in the process which produced the list and means
that this process is in need of improvement. Most of the time that a name..
is passed over on a list it is because heavy emphasis has been placed upon
a pencil and paper test for which the competitors have studied as a result of
assigned readings. The person making the choice from such a list sees a
high scorer on it and wishes to pass over his name because he has ample
evidence, as he sees it, that this person should not be promoted. There
are two-possibilities here. Either the person doing the choosing is acting
on invalid subjective feelings, and should not pass over this name, or else
the promotional evaluation procedure is invalid and the name should not occupy
the rank on the 1ist which it has. '

If the second possibility is the case, then the evaluation procedure
needs to be made more valid. No procedure can have one hundred percent

" validity but any good procedure can have sufficient validity so that the

relative ranking which it achieves will be at least as good as the subjective
opinion of the supervisor or manager making a choice from the list. Moreover,
the system of skipping names on a 1ist, however it is accomplished, can
ultimately leave the police manager with candidates, none of whom he wishes
to promote. ‘

: This means that everything must be done to make the process of

developing a list as valid as possible and that the names must be selected

from this 1ist in strict order of appearance. There is one exception to this
rule. If there are considerable differences in kind in the promotional vacancies
which exist and corresponding differences among the eligibles, then it may

be justifiable to choose a person from the list to fill a special vacancy for
which he is particularly qualified. For instance, if the next vacancy to

come up is a lieutenancy in a unit doing important police-community relations

~ work and if the number three man on the 1ist has had considerable experience

or: interest, then the third man may be chosen. However, such allowances
are for exceptional cases only and should be formally built into the
promotional procedure. It should be clearly specified when such "name
skipping" is allowed and when it is not. ‘When a supervisor engages in such
skipping, he should provide a written explanation showing the basis for it.

4. Promotion Procedure Applicability and Tenure of Appointments

In some departments, a formalized and competitive promotion

'jvprocedure‘is-app]icab]e right up to the top. In other cases it is applicable
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up to the rank of lieutenant or captain and ranks beyond thai are by
appointment by the Chief or Commissioner. Appointive ranks may or may
not have tenure. When they do not have tenure, the holder of sugh a rank
reverts back to the last former rank at the pleasure of the appointing

authority.

15. Promotional Decisionsﬂin a Small Department

With respect to making promotional decisions, small departments
in small cities have the advantage that they do not have to process large
numbers of candidates and that they do not have to use impersonal methods
such as group tests to eliminate major percentages of the contenders. They
can use such instruments if they wish to, but they need not do so.

A very progressive small ‘department in a city slightly over 100,000
in population makes no use of written tests, seniority, or veteran
status. Each member of the command staff individually submits a list of
names to the Director (Chief). These lists contain more names than are
needed to fill the existing vacancies. ‘

To be eligible to appear on such a:list, a police officer (ca]]gd
a Police Agent) would have to have two years ‘of police experience, exc]us1ve
of recruit training, and at least ninety days with the department. This
department has lateral entry within the Police Agent level. §e1ect1on for
inclusion on this 1ist is a function of merit ratings and review of work

products and record.

The Director, with his command staff, reviews the names on these
lists and together they select a ‘number of them for further consideration.

Each person chosen for further consideration is interviewed by a
board consisting of the Director, the command staff, and an additional person
from putside the department. The outside person 1s a professor of public
administration from a nearby university. ‘ ‘

% Although there is no formal weighting system, this board eliminates
some contehders and rank orders the remainder on the basis of the interview
and what is known about work products, education, and experienge. .A list of
eligibles is established and appointments are made from this 1ist in order of
their appearance. The list is good for one year and a new Tist is made up
each year, .

~ Vacant positions are filled only with personnel considered qualified
by the board. Supervisory positions have been continually allowed. to remain
vacant rather than being filled by personnel not yet ready for the responsi-
bility of the position. Vacant positions are assigneg on an interim basls
to personnel acting in a supervisory position. .$uch acting supervisors
acquire supervisory experience and their abilities may be better analyzed
by the staff in future promotional examinations. : -

Y
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B. Promotion - Discussion

. It should be the purpose of promotional procedures to get the best
qualified personnel into the higher level positions. Any practice which
has any likelihood of doing less or of obstructing this goal should be
the subject of scrutiny and possible modification. Whatever the emotional
attitudes there are toward practices like seniority and veteran preference,
they should not be allowed to frustrate the achievement of excellence in
perscnnel and the allocation of responsibilities. This is why a dual
Tadder is good. It tends to avoid promoting a good patrolman to the
position of being a poor supervisor. ‘

In many departments, the amount of time in grade required for promotion
to a higher grade is probably too long. If a three year in grade requirement,
for patrolmen to compete for sergeant, were changed to one year, then, given
efficient and valid promotional procedures, persons who are not yet ready
would be eliminated from competition and persons ready at the end of one
year would be more optimally utilized by the department. Often, a four
year experience requirement amounts to one year of experience four times
over. Lowering the time in grade requirement would place a heavier burden
upon the promotional procedures but, if these procedures cannot do an
efficient and valid job, they need to be modified. S

The same may be said for granting weight, in the promotional evaluation,
for college credits earned. College attendance gives a person an opportunity
for growth and development but does not guarantee it. The promotional
.procedure should be required to measure the presence of those qualities
assumed to be present as a result'of college attendance. This is not an
argument for or against requiring police officers to attend college but only
an argument against rewarding them merely for having done so. Requiring
every contender to compete on an equal basis.gives the self-educated and
self-improved man an equal chance with the college educated. This would
discourage the tendency to use college as the occasion for the mere

7l

accumulation gf credits.

Departments which feel that they must retain college credit for
eligibility or extra credit in promotional competition, might wish to
consider another variant in the procedure. If the college grading system
has any validity in determining how well a student has learned and understood
a given subject matter, then any police promotional system which gives credit
for college attendance should weigh such credit according to grades received.
That way, not all college attendees would automatically recieve full credit
and those attending college under police department auspices would be encouraged
to try harder. v ' B |

Written tests, when used for promotion procedures purposes, have some
virtues which seem to commend them to most police departments and to some
police unions. In a large department, where there may be many candidates
for a particular rank, the pencil and paper test with multiple choice items
makes it relatively easy to process many of them at once. Moreover, whatever
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their validity, the tests are objective. Given a good and valid test,
personal prejudices and misperceptions do not enter into the matter. Tests
of knowledge treat everyone equally and subject everyone to the same
measuring device although some tests, such as intelligence tests, may not be
culture free. Work knowledge tests measure such knowledge as it exists

at the time of administration.

On the other hand, regardless of how well they may measure knowledge,
tests certainly cannot predict how a person will respond to some proto-
typical situation or problem characteristic of the new position. Pencil
and paper responses simply do not distribute themselves in the same way as
responses to actual situations on a job, so that a high scorer on a
. knowledge tests may not be an equally good performer on the job. This
is simply to say that the va11d1ty of written tests as the only measurement

i . of aperson's merit of promotion is open to question.

It is common practice to present a 11st of study materials to
candidates for promotion and to base examination questions on the contents
of these materials. Regardless of how well these materials reflect the
knowledge required for the job, the score on a test of knowledge acquired
in this way is not an indicator of the knowledge which the candidate is
likely to bring to the new job. The process of "cramming" is: one of qu1ck
acquisition and quick decay. The person who is the better “crammer“ is not
necessarily the long range retainer or better performer.

A measure of the know]edge which a perscn gains over a long period of
time, while*he is doing one job, is a much better measure of the knowledge
he is 1ikely to bring to a new job than is the:knowledge gained studying

for a part1cu1ar test over a short period of ‘time from' pre-assigned materials.

Long before a police officer is ready to compete for a rank, he should be
made abundantly aware of the ability and knowledge requirements of that
rank. Not only that, but opportunities should be made available to him, to
the extent that this is possible, to acquire some of the outlook, knowledge,
and rudimentary skills of the rank. Part of this goes with any JOb since one
has many opportunities to observe one 's superiors in action. However, there
are deliberate things which may be done and some of them have already been
mentioned in the prev1ous section. Periodic trials at assuming the job of
the next higher rank is one of these. Orientation as to the job knowledge
requirements of the next higher rank is another. If reading assignments

are given, they should be given at least a year before any written test and
should not be restricted to materials from which test 1tems will be taken.

- Ther'e should be some experimentat1on with test instruments which are
now not very much used. Among these would be paper and pencil or practical
;(performance) situation tests simulating protofiypical situations in the
new job, personality tests and 1nterest 1nventér1es and even apt1tude
and intelligence tests (/ |

SuperV1sory tra1n1ng courses part1cu1ar1y as the final procedure,

w
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serve an evaluation function as well as a tra1n1ng function. The evaluational
aspect can be; ‘augmented by including ample occasion for simulated situation
tests. The major difficulty with respect to this procedure is that it
usually can be used only with a small proportion of the original number of
candidates so that the earlier procedures must eliminate a. large number of
cand1dates without e11m1nat1ng any of the better ones. _ ,

Performance eva]uat1ons are among the more common components of

~ promotion procedures. With respect to promot1on a policeman who has an-
“inadequate rating for current job performance is unlikely to be adequate

in a higher level job but his adequacy on the lTower level job is no guarantes

. of adequacy on a higher level job This means that, instead of giving the .

performance evaluation a weight .in the overall promot1on, a department
should use it as an eligibility determiner. That is, a certain minimum

performance rating should be required for e11g1b111ty to compete for promotion, _

but, thereafter, the performance rating should not be given any weight at

all in the promotion. competition except in the case of a dual ladder career
structure in wh1ch the cand1date is compet1ng for a h1gher Tevel of patrolman
status. . :

The promot1on potent1a1 rat1ng 1s another matter. Here the supervisor
making this rating is attending to evidence more directly related to the
new rank but, on the other hand, he has less ‘relevant data on which to
proceed. ' He will have to make the most of what he has by emphas1z1ng those

~factors which appear to be maximally related to the new position and
- de-emphasizing those which do not. . These would be performance dimensions

which include such elements as 1n1t1at1ve, judgement, interpersonal relations,
stability, maturity, willingness to assume responsibility, etc. If the lower:
level position includes the occasional deliberate assignment of tasks
«characteristic of the higher level position, then, on this promotion potent1a1
rating, cand1dates may be comparatively evaluated on their performance in

such tasks. ~Such ratings are not as reliable as ratings on tasks performed
every day of the year, but they do have some reliability and, when this
evidence is combined with relevant aspects of the everyday JOb the resulting
rating may have considerable validity and reliability and deserves to have some
we1ght in the overall promot1on dec1s1on

There is hard]y a se1ect1on procedure anywhere e1thnr within the pol1ce
community or elsewhere, and whether selection is for an entry position or a

- high level position, which does not include some form of interview. Yet the

interview has never scientifically proved itself to be a reliable or valid

- instrument for personnel selection. Oral interviews are highly subjective,
often unstandard1zed and unstructured, and very d1ff1cu1t to valldate, since

there is rare]y a wr1tten record of what occurred
\
On the other hand, an-oral 1nterv1ew can prov1de a 11m1ted sample of
a special k1nd of information relevant-to promotion. It gives an indication
of a person's bearing and interpersonal effectiveness in a somewhat stressful
face to face situation. Even a superficial kind of po1se and effectiveness
in such a s1tuat1on has operat1ona1 «value’ a1though 1t is 1mportant, and, at
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the same time, difficult, to distinguish this from a more profound kind of
self possession. A skillfully conducted interview can also elicit various
kinds of attitudina1,‘personality, ab11ity, and job knowledge information.

In order for an oral interview procedure to contribute validly and
reliably to a promotion decision process, several conditions must be created
and these are difficult and expensive to establish. For a given promotion
occasion, with a given group of candidates, all interviewees should be ,
interviewed by same person or grpup. There should be an agreement as to the
kinds of data expected of the in‘terview and the interview should be constructed
and highly standardized with allowances for flexibility, so as to elicit
these kinds of data. ' '

The data elicited should be those kinds of personality, interest,
attitude, 1ife history, and knowledge and ability data which an interview
can give and which the other promotion procedure components have not pro-
duced. There should be reasonable conventions for noting specific kinds
of data and a formalized procedure for summarizing the data with a single
indicator or set of indicators. There should then be a formal procedure
for rank ordering or scoring candidates on the basis of these indicators.

As part of their in-house training, supervisors and managers, who wilil -
be members of such oral interview boards, shouid receive brief but intensive
training in interview procédures. This should include how to conduct the
interview, what data to look for in the responses, how to recognize certain
kinds of data, the notations to make with respect to these data, and the
methods of interpreting and summarizing the data and the final rank ordering
of candidates. If possible, interviews should be so conducted and scheduled
as to discourage communication between interviewed and not yet interviewed
candidates. The subjective.and individual nature of the interview not-
withstanding, some of the persons forewarned of its general tenor and
direction might be able to prepare themselves in such a way as to give them
an unfair advantage. With respect to some of the aspects of the interview,
such as knowledge or judgement testing aspects, there should“be changes
between promotion occasions. S ’

o In the case of a dual-ladder career structure, the nature of the
~promotiondT procedure for the non-supervisory career path should depend upon
how specialized the successive ranks are. If the succession is a matter

of gradual growth, with no radical changes between ranks, promotion should
be largely a function of this growth reflected in the regular: performance-
appraisals. If, on the other hand, the promotion implies the assumption of
one or more specialized functions minimally present or absent in the preceding
job, then predictive procedures are required. Sometimes, such predictions
can be made from inferences drawn from certain present job experiences:

For instance, a patrolman may have had numerous occasions to handie family
crisis intervention cases, or disputes between neighbors, or the like. He -
may have handled all such cases extremely well. If there arises an occasion
for a specialized assignment, involving interpersonal relations, minority
group recruiting, or special work with juvenile gangs, some inferences may
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be made from the previous experiences to the new requi
quiremerits. The rel
may not be perfect but there will be some relevance. elevance

Regardless of whether or not there is such relevant ex erien i
foregoing case, ?here will be need for predictive instrumentg. Thggé Lgu%ge
include written Interest and aptitude tests, situational tests, and trial
(probat1ona1) assignments in the new position. Information with respect
to a patrolman's life history, or his current 1ife situation, such as
hobbies or other avocational interests and activities, may help to predict
success on a new assignment. Interviews, properly conducted, will reveal

appropriaté personality characteristics, interest i
activities. - sts, knowledge, and avocational

)

_Small police departments in small communities offer greater 4¢ i
than lgrge police departments for close supervision andfobgervaf%6ﬁpggrtun1ty
subordinates and for evaluational feedback from the citizenry. Not all of
t@e da?a-thus obtained will be relevant to promotion, but much of it will.
Situational tests and trial assignments in the higher level position should be

.tried whenever possible and interviews may be used although they will b
P> - e
unlikely, in many cases, to add very much to the know]edgg a]regdy available

about each candidate. When used the interview may serve more t

te. : s 0 assure each
contender that he is getting a fair shake than to provide useful information
for a promotional decision. Wrigten tests should be deferred and used only

when adequate basis for a decisidn cannot otherwise be obtaine

C.

“a. Veteran Status

and higher ranks, a degree.

%

Promotion - Recommendations

1. 'Large Departments

A

e
e
Ve

Eliminate veteran status from consideration'entirely;

b. Time in grade

Time in grade requirements should be as short as‘possible, perhaps

~not more than one year, for eligibility to compete. It should

count_for nothing in competitive weighting. -

c. College Credit

Grant poin@s for college credit as a substitute for time in rank,

in proport1on_t9 college grades, for eligibility to compete but

not as competitive weighting in the final listing. Alternatively,

require that successful candidates for promotion have a certain

amount of co]lege credits prior to their assuming the new position.

Thus, a candidate for sergeant, might need 15 credits before

assuming the new rank; a Tieutenant 30 credits, a captain/45 credits;
However, minimum accreditation v

0y
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standards must be established for educat1ona1 institutions in order
to accept their credits.

.d. Successive Elimination

Use the successive elimination process where many candidates are
involved. This could start with pencil and paper tests or with

a work history review of candidates conducted by two or three
senior supervisors or command staff members. The work history
review, if it is used, should precede the paper and pencil test

and may be used to eliminate some candidates from further consider-
ation or only to grant a part of the overall competitive grade.

It might carry a weight of up to fifteen percent.!

The paper and pencil test, as the quickest and least expensive
procedure, should be the f1rst component or follow the work

history review. Next would come the situational tests or theﬁoral
board. The oral board may or may not include situational tests

but should include a work h1story review if this has not a]neady
been done. Candidates still in the running after the oral'board,
should be given an intensive supervisory training course and the
persons finally put on the eligibility 1ist should be those who

pass the course. The training course grade should be included- 1n p
the final promotion score.

e. Pencil and Paper Tests

Objective questions are sufficient for pencil and paper tests for
promotion to sergeant and lieutenant but, above those ranks, essay
type questions should also be used. Reading assignments should not
be given for 'pencil and paper tests, shortly before the tests.
Instead, as soon as a person assumes the rank just below the one

for which he will eventually be competing, he should have every
opportunity to become aware of the requirements for and respons1-
bilities of ,;that next rank.. He should be told about and given

accgss to all materials which will help him_ to prepare for that rank.

Any potential competitor for a higher rank should be expected to
use some judgement in the selection of materials and of
opportunities to prepare himself. Certain official materials such
as laws and sets of rules, regulations, and standard operating

_ procedures are exceptlons to this. They should be required reading
for all.

With respect "to the essay questions already mentioned, they may be
used even for the sergeant and lieutenant examinations if the
number of. candidates is small enough to keep it from being_
burdensome. Such questions may be written, and their scoring
procedures standardized in order to reduce the subjective aspect.

See page 46 of reference 4 for a procedure to compute a correct
composite score.
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Pencil and paper test scores should be weighted less than fifty
percent in the overall competitive score.

f. Performance Appra1sa1

The conventional performance appraisal forms should be used only

to establish eligibility to compete for promotion. The promotional
potential rating form, on the other hand, is the opportunity to

get the input of the immediate supervisor of a candidate directly
into the promotion process. If trial assignments on the next

higher job are part of the promotion process, then the promotional
potential rating will include evaluation of work on such assignments.

If there is an oral board and if there is a work history review,
these components wi)l take into consideration some of the same data
as will go into the promotional potential rating. In such a case,
the promotional potent1a] rating should not receive a very heavy
weighting. If the oral board or the work history, or both, are

not used, the promot1ona1 rating should receive a heavy we1ght1ng.

g. Situational Tests

It is possible to have pencil and paper situational test items.
These should be part of the regular pencil and paper test as '
described. Situational tests can also be practical, setting up
situations to be acted tut and putting the examinee through a

critical exercise. Such tests must be carefully developed, controlled,
and evaluated. . :

h. Supervisory Training Courses

These training courses are h1gh1y recommended as preparat1on for
the new job and as an occasion for evaluat1ng a man's potential
for the new job. When such a course is given, attendees should
be closely cbserved and evaluated.

i. Probationary Period

“A good system of mak1ng promotlonal ‘decisions W111 Jeave few

occasions for reversing a promot1on dur1n§>the probationary period.:
However, when such an occasion arises, the'demotion should be made.

A probationary period which is mere]y a matter of form is meaningless
and worthless.

j. Patrolman Career Path’Promotion R e

In the case of a dual ladder career structure, the patroiman

path promot1ona1 procedure should depend upon the amount of
change in functions from orie career level to the next.

|
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Heavy emphasis should be placed on performance ratings where
the changes are gradual. For major changes between levels,
the predictive instruments already described should be ‘used,
except for pencil and paper tests. If such tests are ysed, they
should receive considerably less than fifty percent of the overall
rating.

k. The Use of Promotion Lists

Names should be chosen strictly in order of appearance. If there
are to be exceptions, these should be defined in a set of rules.
Exceptions shouid be rare and should be justified in writing.

If there is a cutoff point for putting the names on a list, such
that all of the persons on %t would be good supervisors at the
next level, then the listysiould be used until it is exhausted.
Another 1ist could be created. before this and held in abeyance
until the previous list is used up.

2. Small Departments
‘ Promotional opportunities in small departments are likely to be

chiefly supervisory as there is not likely to be much room for specialization.

If there is a bifurcation of career path, the patrolman path progression is

Tikely to be of the gradual growth type and heavy emphasis should be placed

on performance evaluation. For the supervisory path, the predictive instruments

- already discussed should be used with little or no dependence on written

tests. Small departments may not be able to afford to set up supervisory
training courses and they may not have the resources to set up situational
tests, although they should use them if possible. It is recommended that

trial assignments in supervisory situations be used for promotional evaluations
and that all promotions be probational.

D. Placement-Practices

The number and scope of specialized, non-patrol, assignments available
to uniformed policemen varies very widely among police departments. This
variation is a function of department size, department organizational structure
and operational practices, and the division of labor and assignments between
civilian and uniformed (sworn) members of the department. It is obvious that

- the larger the department, the more specialized jobs there will be and the

more civilians there are in specialized jobs such as, for instance, dispatcher,
the fewer specialized assignments will be available for uniformed policemen.

It is also true that police departments do not all operate in the same way

and do not have all functions in common or combine functions into specific

jobs in the same way, However, for such specialized positions as there are,

it is necessary to have a method of assignment which will be as fair as

-possible to all personnel, provide for career growth, and will, at the same

time, put the best available person into each position. "Fairness requires

o
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that each interested person have an equal chance at competing for a given
position vacancy, and organizational effectiveness and fairness both require
valid methods of choosing among candidates.

In the course of this project, few departments were found in which
the methods of making specialized job assignments were as formalized and
Qegai;ed as were the promotional! procedures, and most were very informal
indeed. : : : , )

It may be that one reason for the informality of special assignment
procedures, as compared to the formality with respect to promotion, is
that pay.increases are not necessarily involved in the former. Without
a pay differential, interest in the work of the special assignment is left
as the only motivator, and competition becomes much less keen. This is not
all bad, of course, because interest is an indispensable factor in good.
work. However, with competition for specialized assignments much lower
than it is for promotion, there is much less pressure for defensible formal
procedures. .

For all positions, supervisory, management, or specialized, good
practice starts with good recruitment and selection of patrolmen. As things
stand today, virtually every police department in the country uses a single
"net" to gather in good potential patrolmen, good potential supervisors and

~managers, and good specialists. Democratic practice seems to make this
necessary and so does the lack of a methodology to do otherwise. Nevertheless,

the day may come, with highly professionalized police forces, better role
definition, lateral entry at all levels, improved and more complex career
path structures, better training and education methods, and better selection
methods, when specialized selection at the recruit level will be seriously
considered. Until that time, specialized positions which exist in a police
department will have to be filled'by civilian specialists or by selection
from among the general patrolman group. .

Almost all departments require one or more years on a patrol assignment
before a new patroiman is eligible for another kind.of. assignment. For
police departments as they are constituted and as they operate today, this
is good. Patrol is the basic police task and every policeman should have
experience and proficiency in it. -

, After the réquired patro1 service has peen completed, the mapter of
specialized placement or assignment arises. Befsre making recommendations

“in this area, the practices of a cross section of departments are presented:

Example one. A progressive midwestern department of more than 1300
uniformed personnel had one of the most formalized methodologies found in our
survey. To announce a competition for a specialist position, they publish
a formal numbered document called a "Special Order" which is also used for
announcing promotional examinations. An example of this is a number%d special
order announcing "Selection of Evidence Technicians". It announced "an
oral examination for the purpose of forming an eligibility list of officers




< -46-

interested in assignment “as evidence technician”. This announcement, in
turn, referred to a seven page "General Order" which described the work
and organizational assignment of an Evidence Technician. That document
described an eligibility 1ist, of two years duration which was to derive
from interviews by an oral examination board. , ‘
The board giving the oral exam1nation was to beé composed of off1cers
representing all patrol divisions and an officer from the department who was
assigned to the Regional Crime Laboratory. The Personnel Unit of the
department was to furnish formal examination materials and guidelines to
the oral board. Each board member would rate each applicant on tiaits
desired in an evidence technician. The Personnel Unit would then score
the results and establish an eligibility list. Names would be taken from
this 1ist strictly in order, and seniority would resolve any ties in ranking.
An officer who refused an assignment was to be removed from the list.

‘ A11 officers on the list were to take and pass an "Evidence Technician

Training Program". There was to be no probationary period as such but any
officer who was inefficient or unsatisfactory for any other reason in his
specialist job could be reassigned, usually to patrol or to his former
assignment,

Example two. A midwestern department of more than 5500 sworn personnel.
In this department there are many specialized assignments at the patrolman
level. These include the areas of training, Evidence Technicians, 7 '
Communications Technicians, Youth, Community Relations, Traffic Control,
Accident Investigation, Aviation, Narcotics Investigation, Scuba Diving,

Vice Activities, Electronic Data Processing, Photographic Technician,

Graphic Arts, Intelligence and Surveillance, and Research and Development.
Many of these positions entitle the officer to additional pay.

Some positions require a college degree in the field, or other highly
specialized education or training. Many require in-service training which
is conducted at the police academy. For example, newly appointed Evidence
Technicians receive 136 hours of technical training before assuming reguiar
duties. A1l specialized positions require on the JOb tra1n1ng under the
Jsuperv1sion of a qualified sergeant.

Selection for specialist positions is based on department need, the
individual officer's interest, his work record, time of service, and
educational, or technical skifls. For this and other purposes, an
up-to-date computerized listing is maintained of all officers with specialized
or technical sk111s. formal educat1on foreign 1anguages spoken, etc.

Depending upon the number of men needed for a particu]ar pos1tlon, a
departmental order may be published 1isting the number of positions available
and the job requirements. In other cases, an officer may make a telephone
“or personal inquiry about present or future vacancies in the unit to which
he is interested in being assigned.- The officer must submit a transfer
request form, through channels expressing his desire for reassignment.  The
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command1ng off1cer of the desired unit will investigate the officer S
background, work record, educat1ona1 acn1evement special ski]]s and
arrange a persona] 1nterv1ew

- If the off1cer is acceptab]e his name will be placed on a 11st in
the order in wﬁ1ch it was received. Officers are then transferred into
the unit based/on their position on the 1ist. Any necessary in-service
or on the job tra1n1ng is then provided. ,

Example Three. Midwest Department of about 1000 un1formed police.
After three years as a patrolman, a policeman may take a compet1t1ve Civil
Service examination for the position known as Specialist. There i5 only
one such examination and the particular specialty to which a man goes
depends upon his interests and demonstrated abilities. The 1ist which
results from this examination has a life of one year and eligibles must
be chosen from it in strict rank order. A performance rating of at least
85 18 required to compete for this Specialist rating which ranks between
a patrolman and a sergeant.

Example Four. A progress1ve western department of/aoout 100 men. :
In this department, some assignments, like ass1gnment ‘to the Invest1gation-
and Review Division, are rotating. oo

Example Five. A _county. force about 4000 sworn, un1formed personnel
in the Northeast. A superv1sor of a given spec1a11zed unit makes a formal. .
written request for personnel in a given job. It is sent, by teletype, to
all commands. In response, other supervisors make a list of prospective
e11g1b1es These are screened by the Police Commissioner and hIS staff
‘of sen1or off1cers , = SR

In add1t1on patro1man may wr1te a letter to the command concerned,
stating his qua11f1cat1ons and interest. Personnel data including special
qualifications and-abilities, are stored on magnetic: tape. .Through a - -
computer program names and deta1ls of qua11f1ed personne1 can be retr1eved.

Example Six. A m1dwestern department of somewhat over 300 un1formed -
officers. 1In this.department, a patroiman wishing a particular assignment -
completes a formal request sheet. He must have completed his probationary

- period. Such requests are filed and retrieved when particular vancancies

occur. The records of personnel thus discovered are consulted and it is then
up to a man's present and proaected superv1sor as to whether he gets the
desired assignment.

| The foreguing is a samp11ng of pract1ces found in the course of data
gathering for: this proaect The following is a partial‘and.random 1listing

- of the kinds of positions and specialized police units for which such practices

may be employed. It should be apparent that conventional ratings for the
performance ‘of ordinary patrol tasks cannot adequate]y predict probabIe :
performance on most of these: -~ .- , :
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Personnel - =% .
Training/Education
Public ‘Information
Records & Communication
- Polygraph Technician
Crime Laboratory
Evidence Technician

~~Communication
Emergency Bureau
R&I Fingerprinting

R&l Field Tdentification
Personnel Investigator
Youth Bureau
Ballistics

Vice Guara Sgpervisor
“Investigator Dog Warden .
Communigy Relations School Guard |
Dispatcher Youth Investigator
Traffic Youth Resources Officer
© Supply : -Identification Section
Warrants and Licensing

E. Placement -:Discussion

| iations of the factors which
It seems plain that almost all possibie variations of th
can influence pgacempnt, do so in one department or anothex §1vil Se;yice
may be involved and so may a department's‘Oangg!sonnel unit or a po écg
unfon. Senfority is involved in some case§¢a1though no case was found 1in

which veteran's status was a factor.

~ Some special assignments are probationary and others are not. Assign-

" ments may or may not be arbitrary, there may or may not be announcements of"

‘ 2 ( initi uest: transfers,
~jes, patrolmen may or may not have opportiunities to requesi: i
§§§a2ﬁ153 mgy or may no{ be competitive procedures‘for.special a§s1gnments.

k r Pty ‘is the oral
ably the most frequent formal competitive procedure 1s t
1nterv$;3? 'Tzsting by pencil and paper test seems to be rare. The use

“of existing documentation such as performance ratings or personnel records

f . nmen! lasses, as selection
iles is fairly frequent. rPrefassignmentvtrginingﬂc asses , _
ggeizes or as job greparation devices, appear to be u;ed rarg]y.!

The,fore?oing partiéT 1isting‘of possible special assignments is

, . o fional patrol
election, and often quite different from conyen§1oqa, ;
:§s¥:1;gnzsl makiné necessary predictive instruments as d1st1ngu1shed from
ordinary performance ratings. The problem, in fact, is greater than that
of supervisory promotion because the variation 1s greater;}

| ok atroln ri ‘ Y f patrol

The work of a patroiman is so varied that a year or move = 0
experience has a good likelihood of involving tasks in some.wa¥fre]ated to,
and bearing at least partial qua11tative‘sim1lgrity to, a sign d1cantment
portion of the available Specialized-a551gnm§ggséf ;:a:spgl1$§vé:¥z:y wnt
Ne ' make a systematic effort, over a.period of years, entory thes
:?;ﬁlggig?tg :ndYCorreIations and to involve them, in some explicit manner,

¢

ndicate that they are quite important, justifying major effort.
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in performance appraisal, then performance ratings could contain information
applicable to some range of the available specialized assignments. This
cannot ‘happen by accident. Job analytic studies would have to be‘médg‘and'
observational and recording procedures would have to be devised so that the
resulting performance ratings could be used for both current job purp6§es
and specialized job assignment purposes. Some method of highlighting those
components of a performance rating applicable to a particular specialized
assignment could be devised. : : o

Regardless of how well the foregoing procedure might work, it
would never be enough to carry the whole weight of special -assignment
decision. Other devices and information sources would have to be used.
Former and current personal history information about a job candidate,
especially avocational information, is a potentially valuable indicator.
Again, as in the case of the performance rating, deliberate rather than
incidental procedures are needed. The kinds of personal history to look
for and the manner of evaluating these kinds of history for each particular
spgc;aljzed assignment need to be studied and developed into a standardized
model. o :

In a large police department, with many specialized positions, it is
unlikely that many patrolmen will have sufficient knowledge relevant to a
given position to be able to pass a knowledge test for it. It might even be
that some of those who might have some knowledge might not be ultimately as
good in. that position as others who have not yet had an opportunity for
-exposure to that knowledge. If written or even practical tests are to be
used, they probably should be aptitude tests developed especially for the
positions in question. In some cases, interest and personality tests
would be appropriate. In no case should testing be the only or the major
.component in this process. ' o

The major difference between interviews by the supervisor seeking a
candidate for a specialized job and interview by an oral board is that a
number of interviewer--judges have some chance of cancelling out eadch other's
subjective biases. Another difference is that several interviewers may
think of a greater number of relevant and probing questions than may one.
ghe Zupervisor seeking the Qgtential'specialist should be a member of such a

oard. : 2, e o

It is not always possible to "bunch up" a number of position openings
for a number of different specialties so that the convening of an oral -
board represents an efficient or possible way to operate. The best plan is
not to wait for position openings but to anticipate them and establish

eligibility lists just as is done for supervisory promotion... In this respect,

it should be considered legitimate for a patrolman to express interest in
more than one specialized position and to try for a place on more than one
list. L o e SR

~ If, for any reason, it is not feasible to estab1i§h;1ists, and'po$1tions
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must be filled as they occur, then an interview, if it is used, should be N
conducted by the supervisor who has the position vacancy. In any case, whether
the interviewer is an individual or a group, the interview should never be

a haphazard process. First, the interviewer must obtain and review all of

the existing information about an interviewee. This would include the personnel
file, performance evaluations, any test results, etc. In addition, the
interview procedure should be formalized and standardized much as described

in the section on promotion. The interviewer should have before him an
interview guide directing him as to the kinds of data to seek, how to go

after these data, and even, in some cases, how to record them. The_ interview
should provide not only for those items which the interviewer actively

seeks from the interviewee but, also for spontaneous yet relevant items

which the interviewee may volunteer.

The interview guide should contain general guidelines as well as specific
instructions. One of the departments found in this survey, and undoubtedly
there are others, provided such guidelines not only as to how to interact
with the interviewee but also as to the types of questions which may be
asked. Amoqg the possibilities are direct questions to get at specific
information, open ended questions to get more general kinds of information
about a topic, leading questions to get at personal attitudes and the like,
and hypothetical questions which seek judgements about or reactions to
hypothetical situations. In order to get the full-benefit of the interview
situation, a wide range of questions should be used.

When an interview is conducted by an oral board or panel, two possible
things may be done with the notations or records of the individual inter-
viewers., A person not a member of the board may attempt to summarize the
separate findings of the members. Alternatively, the board members may
discuss their findings with each other, and try to resolve any differences of
perceptions and of conclusions. They may thus try to reach some common
ground, common appraisal, and common recommendation. The second course is
better. , :

Summarization by an outside party has the single advantage that the
appraisals of the individual members remain independent and are not distorted
by having one or more individual board members impose conclusions or per-
ceptions dn the others. However, this adds an extra step to the process,
delays it, and substitutes the arbitrary decision of an outsider for the
interaction of boardmembers in cases of discrepancy.. ’

When an interview is terminated, after the interviewee has been
permitted to make any final remarks he wishes of his own volition, and after
he has been dismissed, the board members should confer among themselves.' .
They should discuss and resolve differences and agree on a common appraisal.

The pre-assignment training program for a specialized job, 1ike the
training program for supervisory promotion, is an excellent tool for
selection as well as for preparation for the job.: Grading should be as frequent
and as stringent as possible in such courses and the final overall grade should

el
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be weighted and combined with the results of the other components of the
selection procedure. ’ -

. Probation, when it is used in supervisory and management promotions,
or in specialized job assignments, is usually a formality. Seldom is an
unsatisfactory assignment or promotion reversed. This should not be.
While it would be a disaster if the preceding selection components were seo
poor that large numbers of promotion decisions or specialist assignment
decisions had to be reversed during probation, nevertheless, these
components cannot be so perfect that everyone passed by them would prove
satisfactory'on the new job. Persons on probation should be closely
observed and frequently and strictly rated. As early as possible during
the probationary period, unsatisfactory incumbents should bé alerted as
to the need for improvement and the lack of improvement should be:cause for
return to the former position or to a less demanding alternative.

F. Placement - Recommendations.

1. Basic Conditions

Establish formal and deliberate procedures and rules with respect
to:

*Announcements of job openings or of competitions to develop lists
of eligibles for appointment to future job openings.

‘General eligibility requirements for all specialist positions and
and specific requirements for each individual position. Competitive
procedures for each job. :

‘Expressions of interest by personnel in certain jobs or appointments
and applications for these jobs.

*Storage and retrieval of application data and data, such as job
and Qgckground history, relevant to evaluating applicants.

"Assignments from lists. Duration 6f Tists.

2, Relevant Predictive Data

‘The sources of data that can predict whether a patrolman has a
chance of success in a specizlty are: ; o -
~ *Past school and previous job history.
-Avocational histowy. ©~ =
<Service record as ‘a patrolman.
‘The oral interview as test.
Situational tesgs.
*Paper and pencil tests
Knowledge R
Aptitude

N
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Interest/Attitude

Personality . =
-Trial assignment on job ' '
‘Short course of 1nstruction in a given job.

3. Ways of Using the Data Categorles o 14/

a. Past historv, prevuous 1gbs school1ng} avocational patrolman :
service record. , ; :

-Analyie~eachVspecialized job- on the force 1nto its significant
prototypical task elements. Store this in a data-base storage -
element, electronic digltal computer or otherwise.

-Over a period of t1me make and accumulate a similar analysis of
the behavioral elements of the most common previous JObS, sciiooling
“subjects, avocations, and the work as patrolman. ‘

*Develop a methodology or computer program for correlating the
elements of each specialized job on the force with the elements
of each item of relevant past history. Develop a‘data retrieval
methodology

-For each item of relevant past h1story, develop a scheme for rating
any man as to whether his experience in it represented success,
failure, neither, or there was no information.

When evaluating a given patrolman for a given job, list the job
elements of that job and search his record for relevant

experiences corresponding to those elements. Evaluate the patroiman
in accordance with the quantity and qual1ty of such experlences

b. Paper and Pencil Tests

+Analyze each specialized job according to the 1tems of. knowledge,
the aptitudes, the kinds of interest, and the personalaiy
‘ characterist1cs relevant to it.

‘Seafth the latest ed1tion of the Mental Measurements Yearbook
(obtainable in most libraries) edited by Oscar R. Buros (3} for
the most appropriate personality, interest, and apt1tudektests
for each specialized job. These may be tried to see=fiow well
they work over a period of time. They may later be modified or
replaced with other tests which would be developed as a result
of experience with them. Such a procedure would result in valid
tests over a period of time. )

. Some: knowledge tests may be found in the Mental Measurements
Yearbook but 1f knowledge tests are used, it is best that they

/ Rate the cand1dates

~overall determination and may be el1m1nated altogether.
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‘be constructed especially for the specific purpose. Use an
~ educational text which explains how to construct tests of

knowledge on the basis of 1nstruct1onal course work given.

S1tuat1onal (overt behav1or) ‘Evaluation ;

Set up job sample s1tuat1ons and standard1zed ways of scoring
ghﬁm Put each cand1date through a set ot these and rate his
ehavior,

Over a per1od/of time, put each interested patroluaw:on _brief
assignments on the specialized job in question.” If poss1ble\§
arrange for /certain crucial and significant experiences on that
job. Arrange for observations by incumbents and supervisors. ﬁ

Have them rate the man on his behavior. Record the results. 4

B }

~Arrange'for intensive courses of training in the work of the

s job in question. These may be self study sessions followed by

a series of lectures, demonstrations, practicums and tests.
These courses serve both as preparation and selection 1nstruments

d. The Oral Interv1ew

«Select an 1nterv1ew panel and brief them in the 1nterv1ew1ng and ///
subsequent evaluat1on procedures S

+Convene the interview panel and give them all of the collected
background and evaluational data of each of the candidates.
This would be all data as discussed in "A". "B", and "C",
preceeding. Each panel member would study the data on each « R
cand1date and then discuss w1th each other, each candidate in turn;

-Interv1ew each cand1date accord1ng to a standard1zed procedure.

'Not1fy the cand1dates of their scores and discuss the ratings w1th
~them. ‘ ‘

4, Putting the‘foregoing practices together into a procedure :

_a. Paper and Pencil Tests

Determine eligibility. If-there are many cand1dates to process
for a particular job, adm1n1stvr whatever paper and pencil tests
have been prepared for that job. Establish a reasonable passing
grade (or grades, if there are several tests) and eliminate those i
who do not pass from further consideration. The others may go
through the remaining steps in the process. Thereafter, the test
grades should have a combined weighting of no more than 25% in the
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, If there are not very many cand1dates, d1spense with the
tests and go dlrectly to the next step.’ ,

b. Retrieve and Summarize accumulated data

For each cand1date retrieve and summarize past school and pre-
vious job history, avocat1ona1 data, serv1ce record data, and
data resulting from trial stints on the 'new job. To the extent
possible, compute objective, quantitative evaluations from these.

c. Situational Tests

If the number of candidates, the importance of the position,

and time and resources justify it, and if situational tests have been

developed for this job, administer situational tests. These
may be conducted as an independent process or by the oral board
as part of its evaluation procedure.

d. Oral Board

Depending upon the number of cand1dates. the importance of
the position, and the availability of senior personnel for inter-
views, hold interviews by the supervisor seeking the new personnel

or by an oral board.

Regardless of who does the 1nterv1ew1ng, provide all of the data

already discussed. If the interviews are by an oral board, they w111‘

discuss the data on each other before calling h1m in.

As part of the interview procedure, the s1tuat1ona1 test ‘may be
conducted at this time, if they areto be conducted at all and if they
have not been conducted earlier. If they have been conducted
earlier, the resulting evaluational data W111 be part of the
deliberations.

4The single interviewer or the oral boand will evaluate all
interviewees and create a rank ordered 1ist of eligibles for the
job, _

e, Tra1ninngourse G i

[{NER
_‘ H . . w\‘;

If resources, number of cand1dates and 1mportance of the job
merit 1t, conduct a short training course for the job. To remain
eligible, if such a course is held, the candidate should have to
take and to pass the course. For a11 passed candidates, the course,
grade should be integrated into the gverall evaluation and help
to determine relative 'standing on the e11g1b111ty Tist.

f. Placement List |

Candldates should be chosen in- str1ct rank*order from the
resulting list.
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SUMMARY.

Va11d personnel decisions are vitally related to the : Ay
effect1venes§\of police departments. Defaulting in this respect through ‘
passivity or lack of interest, b]under1ng because of Tack of knowledge
or understanding, or host111ty toyiard good practice becahse of its
possible conflict with personal 1nterest, can have’ ser1ous]y degrading
consequences for the quality of 1aW\enforcement and the developing
profess1ona11zat1on of police. ,

The practices recommended in this paper are highly deliberate, and,
in some cases,time consuming. The recommendations assume that performance
appraisal, promotion, and placement are very far from being trivial
matters and that they merit serious attention, intention, and commitment
of resources. Any police department examining the procedures herein
discussed should adopt, up to the limits of the resources which it can
reasonably allocate, all of them that are appropriate to its needs. Some
of the practices recommended are easily adaptab]e to any given situation.
Only those suggested for placement will require extensive developmental
efforts. The developmental efforts would probably require the consulting
services of an industrial psychologist or a firm of such psychologists.

There is no final answer in this field of personnel decisions. As
police professionalization evolves and as police roles, lateral entry
procedures, career structures, and other police personnel practices change
and develop, the practices related to selection, performance appraisal,
placement, and promotion will also change. Such change will proceed more
smoothly and successfuily if the current selection, evaluation, and
promotion methods are brought to a state of best f1t with current need and
state of the art.

One of the chief messages of this paper is to urge the polwce adm1n1strator
to ook at his personnel practices critically.” What use is he mak1ng of such N
factors as seniority, veteran status, and college credits? Why is he doing ya
this? Is it contributing to the quality of his personnel? Is his use of ‘
tests contributing maximally to his personnel decisions or is it merely
an easy way of doing a difficult job? Should he be eliminating these tests
or improving them? Are h1slsuperv1sors doing a conscientious job of performance
appraisal? Are the tools at thelr command, and their ability to use these
tools, satisfactory?

In'performance appraisal, the behaviorally defined scales are particularly
recommended. Objectivity and standardization of methodology should be striven’
for, although they cannot be perfectly attained. Performance appraisal and
probationary periods should not be matters of.form but should be occasions
for counseling, d1sc1p11nary action, training, praise, reward, demot1on,
dismissal, or what is called for by the situation.

g
LA




e, e

T A

S

S S,

-56-

For promotion in large departments, the successive elimination pro-
cedure, beginning with promotion potential ratings and testing, should be
used. Tests should not be the sole determiner of promotion and placement
and the practice of assigning readings for "cramming" study should not be
used. Practical situation tests, trials on the job, and special training
courses should be used whenever possible. Interview procedures should be
standardized, but not rigidly so, and should make use of all of the
objective data that can be obtained.

Small departments can eliminate the more impersonal instruments, such
as pencil and paper tests, without much loss. They need to make particu-
iarly rigorous use of promotional potential ratings, work history, and
interview procedures.

The references at the end of this paper are of two kinds. One kind
provides expository and explanatory documentation of some of the better
methodologies in modern use. The other kind refers to books and articles
which may give more general guidance to administrators. : :

i
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