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IN A VERY FUNDAMENTAL SENSE, THE POLICE-
MAN symbolizes constituted authority and, to most
citizens, is the personification of the law at work.
Thus, when a law enforcement officer is murdered
in the performance of this role, the significance
far transcends the tragic loss of a faithful public
servant, In full measure, the murderous act
strikes at the foundations of a lawful society with
profound and far-veaching effects that touch the
lives of every law-abiding citizen.

Last year, 129 local, county, State, and Fed-
eral law enforcement officers were feloniously
slain in the line of duty. On the average, over
100 officers each year have met death at the hands
of criminals, deranged persons, and extremists
over the past decade. This toll is intolerable and
presents a challenge of the most serious magni-
tude to our profession.

Police killers do not conform to any set pattern.
They come in a broad range of identities and

reside in inner cities, affluent suburbs, and rural’

aveas throughout the country. Of 172 offenders
identified in police slayings last year, 51 had no
prior criminal record; 12 were juveniles; 2 were
over 60 years of age; and 3 were women, The risk
does not end with the tour of duty—18 officers
were slain while in an off-duty status. Distress-
ingly, the lethal weapon used in 19 instances was
the victim officer’s own. ‘

Wearing a badge is inherently a hazardous
calling. Although the very nature of police work
demands that officers possess many qualities, two
in particular are required in abundance—cour-
age and compassion. To survive the perils of law
enforcement, however, courage must be counter-
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balanced with sound judgment and compassion
must be tempered with due caution. :

To prevail in dangerous encounters with poten-
tial adversaries—anticipated or spontaneous—
the officer must possess the “edge.” This vitally
important police advantage is not easily won. It
comes from proper training and periodic retrain-
ing; utilization of adequate and fully opera-
tional equipment; development and strict adher-
ence to sound “survival” procedures; consistent
exercise of good judgment; a high state of physi-
cal fitness; and, especially, from constant mental
alertness. Carelessness and complacency have
exacted a high cost in police lives. A moment’s
inattention, preoccupation, or imprudence on an
officer’s part can—and often does—bring swift

death.

Recent studies have emphasized and experience
has amply confirmed that the observance of sev-
eral fundamental principles contributes to an offi-
cer’s self-preservation. Certainly prime among
these principles must he a determination to con-
sider no arrest, enforcement function or police
response as routine, and this, of course, includes
the careful handling of prisoners and suspects in
accordance with proper procedures. Important,
too, are the principles of calling for assistance
when necessary and bhefore a crisis materializes;
never substituting convenience or ease for per-
sonal safety; and choosing adequate protective
cover when gunplay erupts or is imminent. While
hasic, these are, nonetheless, indispensable pre-
cepts that may be ignored only at grave risk.

Currently, lightweight bullet-resistant protec-
tive apparel is being worn regularly throughout
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~ the law enforcement community. I am gratified to

learn that several instances have recently been
reported where such equipment saved an officer’s
life or prevented serious injury. Although addi-
tional testing and evaluation remain to be con-
ducted in regard to this equipment, developments
in the field are encouraging and offer much
promise—but no panacea.

June 1, 1976

Death patiently, but relentlessly, stalks the law-
man as he carries out his many and complex
vesponsibilities. Vigilance and professional com-
petence are assuredly our greatest weapons of
self-defense in countering this menace. Be alert—
use good judgment—rpractice defensive law en-
fgrcement. Let us not give any would-be police
killer a gratuitous opportunity to succeed.

C e plol

Crarence M. KerpLEY
Director

In the past 6 years, modern person-
nel management concepts have swept
into law enforcement agencies on the
airstream of legal pressure and
humanistic philosophy. Action taken
in recruitment, selection, and promo-
tion miatters can no longer be hidden
in the recesses of an agency’s person-
nel  department. Judicial hearings
have clearly established that an em-
ployee has a right to know about ave-
nues of opportunity within the organi-
zation and to expect that decisions
affecting his or her career will be
based on a variety of sources and cate-
gories of information relating to the
job being performed.

The FBI Career Development
Program

The Federal Bureau of Investiga-

tion recognized the need to improve .

selection and promotion procedures

and, in June 1974, after considerable
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By
ROBERT C. QUIGLEY

Special Agent
Federal Bureau of Investigation
Washington, D.C.

research and study, Director Clarence
M. Kelley approved the establishment
of a comprehensive Career Develop-
ment Program which would include
an assessment center to be developed
by the FBI Training Division. The
program was initiated to provide FBI

Special Agents with a gauge for indi-

vidual career planning -as well as to
stimulate and support management de-
velopment  within- the organization.
Written guidelines outlining available
career paths were published, and the
principle of obtaining and consider-
ing the views and observations of
several qualified managerial-level em-
ployees in making decisions bearing
on promotions was incorporated into
the personnel system through the es-
tablishment of Career Boards in each
FBI field division. A central Career
Board was also constituted at FBI
Headquarters in Washington, D.C., to

coordinate these activities. While final

decisions in personnel matters remain
at executive levels, a major avenue of

input into the decisionmaking process
has been opened to the various super-
visory and managerial officials, below
the executive level, through this board
concept.

During the process of forming
guidelines for the Career Develop- -
ment Program, it became : apparent
that in the past the identification of
managerial talent and related de-
cisions on promotions were based
heavily on one factor—evaluation of
job performance. While current per-
formance should be an integral part
of any process of identifying indi-
viduals to be promoted, it should not
become the sole criterion of the proc-
ess. Other informational elements, it
was felt, could be used to complement
job performance data and provide
more appropriate behavioral ohserva-
tions for predicting potential and as-
sessing aptitude for performing well
in higher level positions.

Recent court decisions ruled that
assessment centers can be utilized as &
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basis in measuring employee manage-
ment potential. This development

“Recent court decisions
ruled that assessment cen-
ters can be utilized as a basis
in measuring = employee
management potential.”

added impetus to the search for means
of establishing an expanded informa-
ticnal system or which promotional
decisions can be based.

The FBI Management Aptitude
Program (MAP)

Director Kelley authorized the es-
tablishment of two levels for the\'as.-
sessment of personnel in the FBI
Career Development Program. Both
were to be developed and implemented
by the Management Science Unit of
the FBI Training Division.

The first assessment level was de-
signed to provide information for
identifying ~personnel with super-
visory potential and, thereafter, to
create a reservoir of potential super-
visors for management’s considera-
tion in meeting future needs. The sec-
ond level would provide aptitude data
on personnel already in management
positions for use during executive se-
lection proceedings. To date, the first
assessment level, that relating to as-
sessing potential supervisors, is oper-
ational; however, the executive-assess-
ment level is presently still in the
planning stage.

In selecting a name for the dual-
level program, the broad title of Man-
agement Aptitude Program (MAP)
was selected as most appropriate.

To develop the supervisory-level
assessment center, competitive bids
were sought, and a contract was sub-
sequently awarded through such bid-
ding to Dr. William C. Byham of
Development - Dimensions, Inc., of
Pittsburgh, Pa. Dr. Byham conducted
a job analysis of the FBI supervisory
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position utilizing an approach relating
to critical incidents which occur dur-
ing functions of ‘this position.
Through a lengthy process of indepth
interviews with individuals already
serving in these supervisory positions,
a list of specific examples of critical
incidents encountered on the job was
prepared, documenting both success-
ful and unsuccessful managerial be-
havior in confronting them. These in-
cidents were categorized as ‘“‘dimen-
sions of behavior,” and in December
1974 all FBI supervisory and man-
agement personnel were asked to rank
the dimensions according to their per-
ceived importance and observability
on the job. Dimensions of behavior
are defined as attributes and skills

identified as necessary for successfully
performing functions of a particular
position or level of management.
Those dimensions rated as most im-
portant to properly performing the
position to be assessed in MAP, yet
least observable during regular job
performance, were selected as MAP
dimensions. All told, 20 dimensions
were identified, and 19 of them were
selected as skills and attributes to be
looked for in assessing MAP partici-
pants.

When the supervisory job analysis
was completed, an internal analysis of
FBI investigative positions was ini-
tiated and completed. The results of
these job analyses are being utilized
as a basis to restructure the entire

Police Use
of
Assessment Centers

During recent years, the use of the. assessment center method has
gained increasing acceptance among police departments as a manage-

ment tool.

The use of these centers is not a new concept. The basic principles
are believed to have originated at Harvard University, Cambridge,
Mass,, in the 1930’s. An early version of the assessment center method,
referred to as the “Extended Interview,” was used by the British
police service in the past. Police in the United Kingdom"'ngw use the
assessment center method to select candidates for command schools.

In the United States, assessment centers are currently operative in
police departments in Kansas City, Mo., and at Rochester and New
York, N.Y. In the recent past, assessment centers were used as aids.
in selecting a police chief in Portland, Oreg., and a deputy police chief

in Omaha, Nebr.

Assessment centers are also utilized today as part of the management
selection process in several private industries. As the assessment center
method’s value becomes more widely known and accepted, its use is
expected to correspondingly increase.

FBl Law Enforcement Bulletin
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FBI performance appraisal system.
Also, as a byproduct of these studies,
our job classification criteria has
moved from the previous one of
merely describing a job and the duties
it entails to a new one of identifying
key personnel aptitudes required for
success in various positions.

MAP Exercises

The FBI assessment center became
operational in February 1975, with
all phases being conducted at the FBI
Academy. The simulations utilized to
elicit behawior from personnel partici-
pating in MAP supervisory-level
assessments are based on the 19 per-
sonnel dimensions previously ascer-
tained as desirable in filling super-
visory positions satisfactorily. Al-
though every dimension is not evalu-
ated during each exercise, each series
of individual and group exercises in-
cludes actions designed to produce
observable data bearing on the vari-
ous dimensions.

MAP utilized the following exer-
cises:

1. Background Interview—A struc:
tured interview designed to elicit the
personal history, current accomplish-
ments, and future goals of the inter-
viewee.

9. Management  Problems—A
leaderless group discussion with no
assigned roles. Participants submit
recommended solutions to assigned
problems within a specified time.

3. National Executive Council—A
leaderless group discussion with roles
assigned to participants in a hypo-
thetical “National Executive Council.”
Each must allocate funds and make
other judgments on a variety of con-
flicting proposals within a specified
time. This exercise is videotaped.

4, Press Conference—REach partici-
pant must make a formal presentation
of a final recommendation of the “Na-
tional Executive Council” and answer
questions posed by simulated- news
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media representatives relating to the
recommendation. This exercise is
videotaped.

5. Interview Simulation—Each
participant assumes a supervisory role
in a planned interview of a “problem”
employee.

6. Analysis Problem—Each partic-
ipant, acting as a consultant, is re-
quested to analyze data, make written
recommendations and, thereafter,
support them in an oral interview.

7. - In-Basket—Each participant,
playing the role of a State government
executive, is asked to handle an ac-
cumulation of letters, notes, requests,
et cetera, found in a simulated in-
basket. There is a time limit on this
exercise.

While the MAP exercises are closely
related to functions of a supervisory
position, they are not simulations rele-
vant to actual FBI operations. MAP
uses exercises simulative of functions
and operations of supervisory posi-
tions in other public agencies in order
to provide each participant with an
equal opportunity, thereby eliminat-
ing any possible bias in evaluation
which could occur if knowledge of
FBI policy, rules, and procedures

would be advantageous and/or nec-
essary for reaching solutions. This is
not to say that such knowledge is
unimportant, but rather that it is more
appropriately measured through ac-
tual job performance rather than by
assessment center exercises. The exer-

. cises participants take part in do con-

tain opportunities for expressing
behavior characteristic of job-related
performance. Also, no attempt is made
to fool or outwit the participants. Par-
ticipants have evidenced little diffi-
culty in adapting to these nonlaw
enforcement simulations.

MAP Assessors

As a matter of policy, MAP asses-
sors used in connection with supes-
visory-level assessment exercises must

be two grade levels above the highest
grade of any participant. Most FBI
assessors are in management-level
positions of “Assistant Special Agents
in Charge” of field divisions.

A 5.day training program is af-
forded to the selected assessors. This
provides each with up-to-date execu-
tive-level training in key principles of
managment with emphasis on person-
nel management. Assessors participate
in each MAP exercise, enhancing their
own management techniques and per-
spective through the experience. They
learn of the methodology employed in
developing the MAP dimensions and
the MAP exercises. Specific training
is given in observing, €liciting, and
recording management behavior, and
each is briefed on the MAP evalua-
tion. and rating procedures. Assess-
ment policy, with regard to the over-
all Career Development Program, is

“The key element in suc-
cessful assessor training is
emphasizing the need to
separate observations and
evaluations in assessing par-
ticipants.”

discussed and feedback procedures
are outlined. :

The key element in successful as-
sessor training is emphasizing the
need to separate observations and
evaluations in assessing participants.
It is pointed out that it is essential that
the assessor immediately record his
observations, postponing any evalua-
tion of dimensions until the conclu-
sion of the exercise. It is mentioned
to them that these evaluations will be
further screened during proceedings
leading to the final assessor group
evaluation.

It is the intention of MAP to pro-
vide these functional managers who
serve as assessors with a new and
exciting management experience while
enlisting their assistance in prepar-
ing responsible evaluations of the
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participants’ managerial potential.
The success of MAP is directly re-
lated to the level of commitment of
the assessors as they provide the vital
communication link as to whether im-
plementation of the Career Develop-
ment Program will be successful.
The following narrative statements
were made by various assessors in
response to the question, “What sur-
prised you most about the program?”

~—“how all assessors realized the
responsibility and obligation to
the assessees.”

~—“the intensity of the program.”

—“the close correlation of ratings
by individual assessors.”

—“‘the exercises were able to extract
as much information as they did
concerning the assessees.”

In response to the question, “How
have you been changed by the ex-
perience?” the following answers
were typically recorded:

~-“increases - one’s capability 1o
recognize a subordinate’s abil-
ities.”

-—*“a more definitive approach to
evaluation.”

—**will -probably now more con-
sciously recogrize dimensions on

the job.”

—*“provided insights into interview-

ing.”

A total of 38 assessors were utilized
during the first year of the MAP op-
eration. Six were involved in each
session’s assessment phase.

MAP Process

For the participant in the MAP pro-
gram, the entire process consists of
three distinct phases—assessment, su-
pervisory training, and the feedback
process.

The MAP is of 10 days duration
for each participant. All MAP phases
take place at the FBI. Academy at
Quantico, Va.

Assessment

During the first 3 days, the partici-
pant is involved in the assessment
phase. During this time, the assessee
performs in the MAP exercises and is
observed by the specially trained as-
sessors. The assessors are alert to ob-
serve specific behavior in each ex-
ercise. A rotating schedule is utilized
to insure that the assessee is observed
by at least three assessors during as-

sessment exercises. Although competi-
tion is a factor in some of the MAP
exercises, the participants are. cau-
tioned that their behavior is not being
rated on a . competitive basis but
rather on the degree to which the
dimension of behavior is displayed
during the exercise. The assessor uti-
lizes highly structured rating forms
when recording behavicral observa-
tions.

Management Training

On the fourth day, the participant
begins a 5-day management training
program. This course includes in-
struction in the following manage-
ment areas: nature and importance
of management; management pat-
terns ;- organizational behavior; moti-
vational dynamics; leadership; ad-
ministrative communications; and
problem solving and decisionmaking.

While the participants attend the
management training phase of MAP,
the assessors meet to discuss each par-
ticipant. It is important that the asses-
sors discuss the participants one at a
time at the completion of all exercises
to aveid a “steamroll” bias toward
certain participants. It is also essential
that the assessors limit their discus-

Personal attributes
Motivation

Initiative

Work standards
Stress tolerance
Tenacity
Independence
Decisiveness

Personal é¢ommitment

Management Assessment Program (MAP)

Dimensions

(Auributes and skills identified as necessary for successfully performing functions of a par-
ticular position or level of government.)

Administrative skills

Judgment

Planning and
Organizing

Delegation

Problem analysis

Management control

*Not specifically assessed during present MAP assessment process.

Interpersonal skills

Leadership

Sensitivity

Flexibility

Oral presentation

Oral communication

Written commniunieation

Reading Speed and
Accuracy*
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DISTRIBUTION OF MAP PARTICIPANTS BY CATEGORY
DURING FIRST YEAR OF OPERATION

MGT. APTITUDE

DEMONSTRATED

DEMONSTRATED

DEMONSTRAT

NO MGT.
APTITUDE CONTIGENT UPON  MGT. APTITUDE HIGH MGT. EXCE?IIJ?#Sl;EMGT'
DEMONSTRATED DEVELOPMENT APTITUDE

MAP managerial potential profiles differentinte participants by nun-cfﬁve' cutegor_ies while -the
numerical rating of each measured dimension provides finer discrimination within categories.

sions to observed behavior and not to
the process which was observed.

In reviewing each individual’s ac-
tions, only those assessors who ob-
served the specific individual’s be-

havior in the exercises participate in

the group discussion. Each assessor,
in turn, presents specific. instances of
behavior which he observed in the ex-
ercises, using the following numerical
rating system:

5==A great amount of the dimen-
sion observed.

4=CQuite a lot of the dimension
shown.

3=A moderate amount of the di-
mension. shown.

2==0Only a small amount of the di-
mension shown.

1=Very little of the dimension
shown.

0=No opportunity to observe the
dimension.
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Each assessor in the group can
question the quantity or quality of the
observed behavior. After all assessors
have reported on behavior, ~each
assessor gives a numerical rating to
each of the 19 dimensions and com-
municates them to the group. This

“To be selected for as-
sessment, participants have
to have evidenced high per-
formance standards and ex-
pressed an interest in ad-
vancing to administrative
management positions.”

interchange among assessors is spe-
cifically to insure that all elements of
the final rating are based on factual
observations. The wvalidity of the
assessment process is particularly de-
pendent on the frank discussion of
observed hehavior by the assessors.
After a numerical rating profile has

been established, each assessor care-
fully reviews each dimension in an at-
tempt to formulate a general profile of
the participant. In this regard, two
words become crucial—“aptitude”
and “demonstration.” Aptitude is the
assessed potential to successfully per-
form the supervisory-level function,
and demonstration is the participant’s
specifie activity in conveying his ap-
titude. A final narrative rating of the
participant is contained in the synop-
sis of the MAP report and it will con-
form to one category in the following
series: demonstrated exceptional man-
agement aptitude; demonstrated high
management aptitude; demonstrated
management aptitude; demonstrated
management aptitude contingent
upon development; or did not demon-
strate management aptitude.

The MAP report is not a medsure
of current performance but is rather a
record of a participant’s demonstra-
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tion of aptitude for a supervisory
position.

Feedback Process

The final 2 days of the MAP proc-
ess consist of activity relating to two
forms of feedback. First, there is the
participant’s feedback interview with
the MAP administrator based on the
final report. Second, there is peer feed-
back gained through a videotape re-
play of a group discussion exercise.

The interview with the MAP ad-
ministrator focuses on the assessors’
consensus of the participant’s man-
agerial strengths and weaknesses.
Suggestions for further personal de-
velopment are discussed laying the
basis for an individual drawing up his
own development plan for the future.

Although the participant does not
receive a copy of his MAP report, he

has the opportunity to review the en-

tire report and makes notes on its con-

tents during the feedback interview. '

In addition to initialing the report,
the participant is afforded the oppor-
tunity to furnish his own personal
observations and comments.

It is noteworthy that the FBI’s
MAP process fulfills the requirements
considered basic to operating an ef-
fective assessment center. These in-
clude:

1. The dimensions assessed are es-
tablished through analysis of relevant
job behaviors.

2. Using simulations as exercises.

3. Using multiple assessment. exer-
cises.

4. Using multiple assessors.

5. Distinguishing behavior observa-
tion from behavior evaluation.

6. Pooling judgments as the final
basis for evaluation.

Selection for Assessment

Projected management-level needs

of the FBI, as a result of the provi-
sions of Public Law 93-350, provided
an impetus for the prompt develop-
ment of criteria to select candidates
to participate in MAP. This law, a
1974 amendment to ihe Law Enforce-
ment Retirement System, requires that
all investigative employees age 55 or
older who have completed at Ieast 20
years of service be retired as of Jan-
uary 1, 1978. Current forecasts indi-
cate that more than 400 FBI man-
agers will be in this category for man-
datory refirement on or about this
date. This prospective loss will create
a large number of supervisory vacan-
cies to be filled by other Special
Agents who are qualified for super-
visory positions.

To be selected for assessment, par-
ticipants have to have evidenced high
performance standards and expressed
an interest in advancing to adminis-
trative management positions. Once
MAP participants have been favor-

Si‘x assessees are pictured participating in a live-group exarcise which is being videotaped. The
videotape is utilized during the management training segment to provide peer evatuation and
feedback. Trained assessors are also present (but not pictured), and ‘they observe behavior of
participants during the exercise,
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The mainstredm career path for FBl investigative personnel interested in administrutivel

advancement. The supervisory level of the Management Aptitude Program (MAP) is operational
while the executive-level assessment center is in the planning stage.

ably assessed as possessing manage-
ment potential, they become a part
of the management inventory from
which supervisory vacancies will be
filled in the future. It is anticipated
that once the critical promotion needs
of the FBI have been satisfied, and a
substantial reservoir of personnel with
management aptitude has been estab-
lished, the MAP process will be uti-
lized as a basis for developmental
counseling for those who have an ap-
parent need for such and request at-
tendance at MAP,

MAP Participants

During the first year of operation,
100 Special Agents completed the as-
sessment process. Participants aver-
aged 35 years of age with almost 7
years service in the FBL. While males
representing minority elements have
been assessed, no female Special
Agents have yet participated in the
MAP process. This is not unusual, as
the senior female Special Agent in the
FBI has less than 4 years of experience
in that capacity.

Final MAP reports contain a narra-
tive statement of overall management
aptitude in addition to numerical rat-
ings of each dimension. The follow-
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ing distribution shows how the partic-
ipants scored by percentage in final
narrative ratings during the first year
of MAP operations:

0 percent—Demonstrated excep-
tional management aptitude.

13 percent—Demonstrated high
management aptitude.

58 percent—Demonstrated manage-
ment aptitude.

24, percent—Demonstr ated manage-
ment aptitude contingent upon
development.

5 percent—Did mnot demonstrate
management aptitude.

Lack of participants in the top cate-
gory has not been a cause of concern
to the organization. It is not uncom-
mon for an assessment program to
function for a long period of time
without a participant achieving re-
sults leading to his inclusion in this
category. It is a goal capable of
achievement and generally occurs
when exceptional personnel are as-
sessed and assessor skills reach full
maturity.

When the assessors evaluate an in-
dividual as having “high management
aptitude” (13 percent rated this eval-
uation), it reflects an excellent man-
agerial profile with most employee
management potential characteristics

rated substantially above the MAP
norm. While these participants have
shown superior aptitute, it is an eval-
uation of 3 days’ performance in man-
agement simulations and should also
be contrasted with the skills observed
“on the job” for a true evaluation.

Slightly more than one half of the
participants (58 percent) were scored
in the category of “demonstrating
management aptitude.” Since this
category evidences the norm of the
program, a prediction of successful
performance as a supervisor and not
merely average performance, it is
heartening to the organization to note
the substantial proportion of the as-
sessees in the category.

Although 24 percent of the par-
ticipants evidenced managerial defi-
ciencies requiring development, the
participants in this category generally
accepted the MAP evaluation as an
indication of the development they
should attain prior to advancement
within the organization. The vast ma-
jority of the participants in this cate-
gory have undertaken aggressive
development programs in concert
with the recommendations of their
superiors in order to prepare them-
selves properly for future advance-
ments. Some of the areas needing de-
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velopment can be self-corrected while
others require organizational assist-
ance. There is no doubt that an or-
ganizational responsibility exists to
assist an individual insofar as possible
to correct any shoricomings subse-
quent to a MAP evaluations pinpoint-
ing of managerial deficiencies. It also
makes sound management sense for an
organization to contribute to the de-
velopment of those who are being con-
sidered for advancement and have
demonstrated a basic management ap-
titude through assessment proceed-
ings. ~
Those participants’ who did “noi
demonstrate management aptitude”
(5 percent) present a unique chal-
lenge to the organization. Their mana-
gerial deficiencies are assessed as deep
rooted and requiring substantial or-
ganizational resources to effect any
behavioral modification. These par-
ticipants were chosen primarily based

on their excellent investigative per-
formance, and every effort is made to
insure their continued high level of
performance in this respect. Develop-
mental activities are available to in-
creas¢ competence in -investigative
skills and particular areas of tech-
nical proficiency. Various incentives
are under consideration to spur con-
tinual motivation for the career in-
vestigative Special Agent who is not
interested in, or assessed as unquali-
fied for, managerial advancement.

Statements of Participants

The following narrative statements
were made by a number of the par-
ticipants in response to four impor-
tant questions:

1. What surprised you about
MAP?

—“did not coincide with any of my

experiences in the FBI to date.”

MAP.parﬁcipants engaged in managerial simulations during the 3-day assessment phase. Some
exercises, such as the management in-basket, are individyal projects while others measure
interrelating skills in a group atmosphere.

—"more difficult than anticipated.”

—“the educational value. Found
program to be difficult, challeng-
ing, but fair.”

—“that assessors were able to see
me as well as they did in 3 days.
T don’t feel they missed much,
an excellent job.”

~—"intensity of the evaluation phase
of the program.”

—"expected more stress.”

2. What kept you from performing

better in the MAP exercises?

—“jtems not work related.”

—“some ‘act’ better than others.”

~—“lack of background in manage-
ment concepts.”

—"“performance may have been dif-
ferent in real life situation, but
that’s not to say it would have
been better.”

3. What effect will MAP results
have on your career over the long
run?

—“through’ self-analysis of the
evaluations, guidelines are fur-
nished for self-improvement,
thereby enhancing possibilities
for advancement.”

—“helped me realize my capabili-
ties'and hepefully will aid me in
future advancement.”

—"“more equal comparison with

_ others rather than ‘chance’ fac-
tor of being in right place at right
time.”

—*expect to use the results as a
guide to more fully develop my-
self. As a better rounded indi-
vidual, should be more desirable
as a manager.”

4. What have you accomplished by

participating in MAP?

—“learned a great deal as to what
is expected in management. Have
also determined what is needed
to improve myself.”

—“took a chance when others
would not, probably lost as a re-
sult. Have a better idea of what
others think I need to be a
successful manager,”
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—<%gachieved that needed boost or
incentive to more fully develop
myself, Now fully believe I can
make it in management. Assessor
evaluation has provided me with
confidence needed.”

—*“forced me to consider that my
deficiencies regarding manage-
ment aptitude are more substan-
tial than I would have thought.”

—“constructed a written road-
block to my advancement which
will have to be overcome by on-
the-job performance.”

Participants have recommended
that final MAP reports should not be
valued as more than 40 percent of any
final promotional decision. Others ob-
serve that, since assessment is an ex-
pensive and valuable process, it would
be unrealistic to allow the MAP pro-
file to amount to less than 20 percent
of any final evaluation. Field division
Special Agents in Charge currently
have the prerogative of assigning a
weight they feel is appropriate to the
MAP profile when considering per-
sonnel for promotion, subject to re-
view by the FBI Headquarters Selec-
tion Board.

Summary

A proper selection and promotion
process should encompass many con-
siderations. These should include a
measure of current job performance,
a forecast of future anticipated per-
formance, profiles obtained from
assessment action, results of oral in-
terviews, as well as other considera-
‘tions such as knowledge and exper-
tise, appearance, and other factors
deemed pertinent to attaining a rea-
sonably true evaluation of an indi-
vidual.

Successful implementation and ac-
ceptance of the MAP process within
the FBI’s Career Development Pro-
gram has enabled the FBI to furnish
its decisionmakers with a profile of
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supervisory-level managerial talent
which, when used in conjunction with
predictive evaluations based on job
performance, can provide a sound
basis for future promotional deci-
sions. Not only have the informational
elements of the FBI promotion proc-
ess been improved, but they have been
revealed to. the employees. Special
Agents are aware of the criteria for

“Research indicates that
there is no absolute correla-
tion between investigative
performance and super-
visory performance.”

successful performance at the next
promotional level and can plan de-
velopmental activities accordingly.
Research indicates that there is no
absolute correlation between investi-
gative performance and supervisory
performance. Allowing lower level
performance appraisals to be the only
element comprising a promotional
system produces a weak system. Pos-
session of necessary information is a
prerequisite for good decisionmaking,
and MAP reports not only furnish

well documented behavioral profiles
but stimulate appropriate documenta-
tion of the management aptitude of
employees by other elements of the
decisionmaking process.

The effectiveness of a promotional
program is best measured not so much
by the number *of highly qualified
persons it ushers into the arena of
managerial responsibility, but rather
by the accuracy with which it excludes
those who are performing in superior
fashion in their current positions but
who would become personifications of
the so-called “Peter Principle” if pro-
moted. Overall organization effective-
ness must be paramount in making
promotional decisions regarding per-
sonnel. A program such as MAP, with
measurable and challenging job-re-
lated exercises and activities, as well
as an opportunity for obtaining open
and honest feedback comments on the
results, meets the current supervisory
promotional assessment needs of the
FBI and provides the basis for later
studies on whether employees assessed
as possessing managerial - aptitude
measured up to expectation when pro-
moted to management positions. @
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FBl National Academy—
Significant Statistics

Total graduates._ - et s it e o e e 9,911
GCradnates still active in law enforeement ... 6, 207
Graduates who are currently heads of ageneies... 1, 118
Chief of police v cmm e 838
Sheriffs —— Lo JERROU ORIV U
State police commanders.. . e - 7
Other top executives ... e e e e e 183
Graduates from U.S. territories and possessions... 98
Foreign graduates (vepresenting 36 countries) ... 397

{Figures are tabulated through the 104th Session
graduation on March 18, 1976.) v ‘
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