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Productivity

A Challenge
for the 80’s

By
JAMES H. AUTEN

Police Training Institute
University of llinois
Champaign, /.

Productivity—that's what the dec-
ade of the 80’s is about. How does one
get more production from existing re-
sources. Not only must industry in the
United States solve the productivity
prablem but so must police administra-
tors. In general terms, productivity can
be defined as the relationship between
inputs and outputs. For industry, it is
the cost of providing a product to the
public compared to the profits the
product generates for the company.
The more profit that can be generated
at the lowest possible cost, the more
productive the operation. Number of
dollars is the usual measure at the
output end of the process while input
costs are usually measured in terms of
both human and material resources.

Police administrators face similar
productivity problems; however, there
are some important differences. Over
the past few years, the police adminis-
trator has seen his resources at the

input stage diminish while the need for
the product of these resources has
increased. This phenomenon is quite
likely to get worse bhefore it gets bet-
ter—if it ever does improve. Certainly,
the police administrator who honestly
expects to be permitted to hire addi-
tional personnel in the next few years
is the exception rather than the rule.
The prospects for a leveling off of this
trend are bleak. As fewer public dol-
lars—all the police administrator has to
rely on since his organization does not
produce profits—are available, and as
other public service agencies in the
community are able to provide fewer
services to the community, it is highly
likely that the demand for services
from the law enforcement agency will
increase. The demand will not disap-
pear; it will simply shift from one public
service agency to another—the police.

As a result, the police administra-
tor is faced with the problem of obtain-
ing. more productivity from existing
levels of resources, knowing full well
that those resources will probably di-
minish in the future in the face of an
increasing demand for the output of
those resources. Fortunately, for the
police administrator, even though his
resources at the input level will not be
increased in terms of actual numbers,
the resource he has can be expanded.
The primary resource of any police
agency is the personnel it employs.
Approximately 90 percent of the dollar
resources of a typical police agency
are expended to meet personnel costs.
Since the departments’ primary re-
source is people, and since people
have the capability of growth through
development of unrealized potential,
the police administrator has the capa-
bility of expanding the output of his
resources without having to actually
realize an increase in those resources.

This potential for increasing the output
of the resources without actually in-
creasing the level of resources rests in
the concept of improving the job per-
formance of the officers. Productivity
can be improved simply by improving
job performance of the officers.

There are various alternatives for
the police administrator who is seeking
ways to improve the productivity of his
officers through improved job perform-
ance. Methods of managing the de-
mands for service, of more efficient.,
allocating and deploying patrol person-
nel, and of developing alternative pa-
trol strategies ail hold the promise of
improving productivity. Even though
the police administrator has some al-
ternatives to employ in this endeavor,
the potential for the success of all the
alternatives lies in the same source—
people and the manner in which they,
as individuals, perform their jobs. Ac-
cordingly, if the police administrator is
to see his organization realize the po-
tential of these alternatives, there must
be, within the organization, a system
for effectively evaluating the job per-
formance of these individuals. Before
job performance can be improved, it is
necessary to know both how and how
weli the job is being done. Only then
can ways to expand the productivity of
the people and the jobs they do be
devised.

Performance Appraisal Systems

Even though most police depart-
ments have performance appraisal
systems, most of them are woefully
inadequate in terms of suitability for
measuring the on-the-job performance
of police officers. These systems are
predominantly based upon misconcep-
tions of what police officers do. The
misconceptions continue to prevail in
spite of substantial evidence to the
contrary. A quick glance at the instru-
ments used by most police depart-
ments in appraising the job
performance of officers reveals cate-
gories such as appearance, coopera-
tion, loyalty, interest, attitude,
judgment, attendance, personal fac-
tors, knowledge of work, etc. Most of
these evaluative judgments are usually
based on numbers of arrests made,
traffic citations issued, field interviews
conducted, property inspections com-
pleted, and crimes investigated.

All of these categories reflect im-
portant considerations and duties con-
ducted by the patrol officer, but to a
large extent they do not comprise the
majority of his on-the-job performance.
Numerous research studies have con-
sistently revealed that the vast major-
ity, estimated from 70 percent to 90
percent, of the patrol officer's working
day is spent in activities that are not
directly related to crime or the enforce-
ment of law. Most of the officer’s time
is spent in subtle ways of maintaining
order within the community or in pro-
viding miscelianeous public services to
members of the community. If a per-
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“All too frequently, goals are formuiated by police
administrators in an organizationai vacuum with little or no
input from other members of the organization.”

Y

formance appraisal system is going to
assess the quality and quantity of an
officer's job performance, it must ex-
amine what that officer is actually do-
ing on the job and not what we might
think, wish, or hope he is doing. This is
the first step in improving job perform-
ance and making individuals more pro-
ductive.

Essentially, the process of ap-
‘praising the job performance of individ-
ual officers is nothing more than
evaluating the quality and quantity of
their work. When we do this, we are
engaged in the process of determining
or fixing the value of that work which
entails making judgments. However,
the process of making judgments that
permit us to place some value on work
performed is not quite as simple as it
may sound. Judgments are usually
made relative to certain personal ex-
pectations regarding what is being
judged whether it be the behavior of
our children, friends, boss, or people
who work for us. What makes the proc-
ess somewhat unfair is that we tend to
keep these expectations to our-
selves—we fail to communicate them
to those being judged. As a result,
many times persons are being judged
by an expectation standard of which
they are unaware. It is very difficult to
measure up to the expectation of an-
other when we do not know what those
expectations are.

6 / FBi Law Enforcement Bulletin

Organizations also fail to commu-
nicate their expectations to their em-
ployees. Most police administrators
can probably state the goals of their
department within the community, and
most police officers probably have a
vague notion of the department’s
goals. However, how many depart-
ments have taken the time to both
formally consider and formulate these
goals, and more importantly, how many
departments have formally communi-
cated these goals to every member of
the organization? How many depart-
ments have further enhanced the prob-
ability of attaining these goals by
developing specific objectives to be
accomplished by each element and
individual within the organization? The
department may have a goal of crime
prevention, but has it communicated its
expectations of how each individual in
the organization is to contribute to the
attainment of that goal? In the final
analysis, this is what performance ap-
praisal is all about. It is the process of
communicating the department's ex-
pectations about the quality and quan-
tity of work performance and then
judging the value of that job perform-
ance according to those expectations.

The overriding objective of any
performance appraisal system should
be to permit these value judgments to
be made so that performance weak-
nesses/deficiencies can be identified
and corrected in order to improve job
performance. At the same time, the
appraisal system should identify indi-
viduals whose performance exceeds
the expectations. More specifically, the

objectives of performance appraisal
are:

1) To keep employees informed
as to what is expected of
them and how well they are
doing in meeting these-
expectations;

2) To recognize and reward
good work on the part of
employees;

3) To recognize weaknesses in
employees so they can be
corrected;

4) To recognize strengths in
employees so they can be
built upon;

5) To identify employees who
would profit from specific
types of training and to
identify general departmental
training needs;

6) To provide a continuing
record of an employee’s
performance;

7) To guide decisions in matters
of promotion, transfer,
suspension, termination, and
other personnel matters;

8) To verify existing performance
standards;

9) To check the accuracy of
existing job descripticiis or
classifications; and

10) To verify the accuracy of

recruitment and selection

practices.
If these objectives can be attained, it is
possible to know what employees are
doing, how they are doing it, and what
specific steps need to be taken to
improve job performance, thereby im-
proving individual and departmental
productivity.

Developing an effective perform-
ance appraisal process requires ‘the
development of an evaluation system
which will be comprised of several

components. The first of these compo-

nents, departmental/organizational
goals, has already been examined;

-
~,

however, its importance cannot be
overemphasized. To be effective and
efficient, organizations need goals.
Goals are a general statement of pur-
pose or intent of an organization. They
should reflect what the organization is
attempting to accomplish in the com-
munity, and as such, should mirror the
expectations of the community. As
communities vary, so wili their expecta-
tions concerning the police depart-
ment. A set of goals established by
one department for its operations will
not necessarily be appropriate for an-
other department in a different commu-
nity setting.

Another consideration in the goal
setting process involves the manner in
which the department formulates them
internally. All too frequently, goals are
formulated by police administrators in
an organizational vacuum with little or
no input from other members of the
organizatic.. The exact opposite
should be t. case. As mentioned pre-
viously, if goals are to have meaning,
they must be communicated to and
understood by all members of the or-
ganization. Additionally, members of
the organization must perceive the
goals as being desirable and attain-
able, or it will be unlikely that they will
expend any effort toward their attain-
ment. Formally secking and thought-
fully considering the input of organiza-
tional members is a necessary step in
satisfving these cancerns. Only after
members of the organization have an

understanding of what is to be accom-
plished can any consideration be given
to how it will be accomplished.

Determining how the goals of the
organization will be accomplished
leads us to the second component in
the performance appraisal system—
the job description. The job description
should contain an item-by-item listing
of the principal duties/tasks, responsi-
bilities, and accountability for each po-
sition within the organization. It should
be a clear statement of the depart-
ment’s expectations of how each posi-
tion in the organization should
function/perform in fulfilling its role in
attaining the organizational goals.

If the performance appraisal proc-
ess is to be effective, there must be a
job description for every position within
the organization. If a position does not
contribute to the attainment of an orga-
nization’s goals, it should not exist.
Each position should influence the
overall productivity of the organization.
Unless job descriptions exist, individ-
uals have no way of knowing what
duties are to be evaluated.

Since job descriptions are of such
importance to the performance ap-
praisal process, it is essential that they
reflect the job as it is actually being
done. The role of the police officer in
our society has changed substantially
in the past several years and will prob-
ably continue to change. As the job
changes, so should the job descrip-
tions. Attempting to make judgments
about the performance of personnel
based upon job descriptions that were
written 10 to 15 years ago serves no
meaningful purpose. Having valid job
descriptions for each position within
the organization permits the develop-
ment of the third component in the
performance appraisal system—per-
formance standards.

Job descriptions delineate what in-
dividuals in various positions should be
doing to further the attainment of orga-
nizational goals; performance stand-
ards delineate the department’s
expectations of Aow individuals are to
perform in meeting the requirements of
the job descriptions. Performance
standards should be written for each
task/duty listed in the job description.
These performance standards become
the “yardstick” by which judgments
are made regarding the value of indi-
vidual job performance.

From Organizational Goals to
Performance Standards

An example of the developmental
sequence from organizational goals to
performance standards would be as
follows:

1) Organizational Goal—To ensure
the safe, efficient movement of
vehicle and pedestrians in the
community.

2) Job Description—To enforce
existing traffic laws as
appropriate. (For purposes of this
example, only one task relating to
the goal has been selected—
obviously there would be others.)

3) Performance Standard—In
looking at the single task/duty
selected from the job description,
there are at least three possible
performance standards that need
to be developed, including
knowledge of existing traffic laws,
the parameters of individual
officer discretion so that the “as
appropriate” expectation might
be fulfilled, and the proper
completion of traffic citations.
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“It is in the creation of specific objectives that the potential
for individual job improvement rests.”

For the purposes of this example, let
us use one of the standards cited—the
proper completion of the traffic cita-
tion. The performance standard might
fook like this: When completing a traffic
citation, officers of this department
shall use only a black ballpoint pen. All
necessary information will be printed in
legible form. Officers should exercise
care to ensure that all information is
recorded accurately and that all appro-
priate blocks are completed. At the
completion of each tour of duty, offi-
cers will turn in their completed cita-
tions to their immediate supervisor for
review.

Returning to the criteria for a well-
written performance standard, this
standard can be evaluated as follows:

1) What is to be done—Completion
of a traffic citation.

2) How it is to be done—Officers of
this department shall use only a
black ballpoint pen. All necessary
information will be printed in
legible form. Officers should
exercise care to ensure that all
information is recorded
accurately and that all
appropriate blocks are
completed.

3) How it is to be evaluated—At the
completion of each tour of duty,
officers will give their completed
citations io their immediate
supervisor for review.

Clearly, the process of developing per-
formance standards for each task/duty
contained within a job description and
for each job description within the or-
ganization is extremely time-consum-
ing. However, it is the only way to
develop the criteria necessary to make
valid value judgments about the ade-
quacy of individual job performance.

8 / FBI Law Enforcement Bulletin

Performance standards must be
developed to incorporate all aspects of
individual job performance. Currently,
most police departments have devei-
oped performance standards to meas-
ure the aspects of a patrol officer’s job
performance that directly relate to en-
forcement of the law and control of
crime, such as arrests made, traffic
citations' issued, field interviews per-
formed, complaints investigated, prop-
erty inspections completed, etc. It is
simply a process of recording and
comparing numbers—numbers that
can be manipulated. Appraising per-
formance based upon these numbers
is a legitimate part of the process, but
its significance has been vastly over-
emphasized. Since much of what a
police officer does has nothing to do
with crime or enforcement of the law,
attempting to base the evaluation of an
individual's contshution to the attain-
ment of organizational goals by making
judgments based upon the numbers
generated from law enforcement-relat-
ed activities is to base the judgment on
only a small portion of the officer's
total activity. f the performance ap-
praisal system is to serve its intended
purpose, performance standards must
exist for those activities that are not
directly related to the control of crime
or the enforcement of the law. To do
otherwise is to overlook most of what a
police officer does.

Specific Objectives

A meaningful system for perform-
ance appraisal should include the cre-
ation of specific objectives. Up until
this point in the developmental se-
quence, the focus has been on depart-
mental  expectations—departmental

goals, departmental job descriptions,
and departmental performance job
standards. While all of these compo-
nents relate to the successful perform-
ance of the job, they do not directly
relate to the individual capabilities of
the person performing the job. Specific
objectives exist to put the performance
expectations of the organization into
individual terms, i.e., what each individ-
ual needs to do to perform the job

successfully. Because each of us has.

different abilities and capabilities, we
cannot be expected to perform a given
task/duty in exactly the same manner
as another individual.

It is in the creation of specific
objectives that the potential for individ-
ual job improvement rests. When these
objectives are created by the supervi-
sors in consultation with each of their
subordinates, and an attempt is made
to go beyond the maintenance of the
status quo, and incentives are provided
to motivate subordinates, there is a
possibility for improved job perform-
ance and increased productivity. In
writing specific objectives for individ-
uals, it is important that they be:

1) Stretching—Objectives should
take the employee beyond their
current status performance and
personal growth.

2) Aftainable—Qbjectives should he
realistic in the sense that the
individual is capable of reaching
the objective. Unless the
individual sees the objective as
attainable, it is unlikely that he will
expend the effort necessary to
reach it.

3) Measurable—Progress toward
the attainment of the objective
should be measurable or there is
no meaningful way to evaluate
progress/growth.

Essentially, when supervisors sit
down with subordinates to formulate
specific objectives, they are forming a
“contract” that becomes the basis for
future performance appraisals which,
in turn, requires the formulation of new
specific objectives for each officer
each time the performance appraisal
process is conducted. If an officer's
performance already exceeds the per-
formance standard, specific objectives
should still be formulated if there is
ever to be improved performance.

It is quite legitimate for perform-
ance standards to reflect the minimum
acceptable level of performance ex-
pected by the department, acknowl-
edging the individual differences in
humans. However, it is important to
remember that the ultimate purpose
underlying the formulation of specific
objectives is to take people beyond
their current capabilities.

Although the final component ir
the performance appraisal system, an
incident file, is not mandatory, its exist-
ence makes performance appraisal
easier. If a performance appraisal sys-
tem is to be effective, the judgments
being made about the value of work
performed should be made on the ba-
sis of personal observations. Unfortu-
nately, time has a way of blurring the
image of how others do their jobs. The
“hale effect” commonly experienced
by evaluators is a manifestation of the
passage of time. Maintaining an inci-
dent fite helps the evaluator avoid
this phenomenon, making the process
more objective. This type of file con-
sists of notations on the significant

. aspects of an individual's performance

made either on a regular basis or as
they occur. If someone performs some
job-related task/duty in a manner that
exceeds expectations, that fact should
be noted. Conversely, it should be
noted when an individual performs a
job in.a manner that falls below the
expectation. Supervisors should log all
counseling sessions they have with
subordinates following a less-than-sat-
isfactory performance of a task/duty.
In this manner, overall, rather than iso-
lated, performance can be evaluated.
The incident file should be an open
system, accessible to both the supervi-
sor and the subordinate. Keeping a
“black book” defeats the intended pur-
pose of the file—open communications
between the supervisor and subordi-
nate.

When reviewing the components
in the performance appraisal system, it
becomes apparent that each compo-
nent is linked to and builds on the
other. The existence of organiza-
tion/departmental goals requires the
development of job descriptions; the
existence of job descriptions requires
the development of performance
standards; the existence of perform-
ance standards requires an objective
appraisal of progress made in improv-
ing job performance. When all of these
components are linked in proper se-
quence, there exists a process that
permits the meaningful appraisal of job
performance, and more importantly,
the process can become a vehicle for
individual growth and development, re-
sulting in increased individual and
departmental productivity.

Today, most police administrators
have already been confronted with the
dilemma of “getting more from less.”
Available evidence indicates that many
of them are making a concerted effori
1o resolve the dilemma, and not sur-
prisingly, they are having some suc-
cess. While resolving the dilemma in
the face of diminishing resources and
increasing demands for the product of
these resources, the police administra-
tor should find solace in the fact that
his primary resource—people—is ex-
pandable. Productivity can be im-
proved by improving officer job
performance. The key to improving in-
dividual job performance is in objec-
tively assessing the value and meaning
of each individual's unique contribution
to the organization. A valid perform-
ance appraisal process permits the as-
sessment of this value. Through its
use, it is possible to identify each indi-
vidual’s strengths and build upon them
to improve job performance.

The potential of the human re-
source is the most wasted resource in
this country. None of us really come
close to realizing our full potential.
When we begin to work toward that
goal, we will begin to realize our capac-
ity for improvement. Then, and only
then, will we begin to solve the “get
more from less” dilemma. FBI
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