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NOTICE

Due to the dynamic nature of law enforcement and the impact of court decisions and statutory changes on police operations, it is important that each department review this information to verify that it is consistent with current federal, state and local law and regulations, and with departmental policy and procedure.  This information is not intended to substitute for the advice of legal counsel.  You should speak with your legal advisor about the sufficiency of your department’s manual, policy, curriculum, and training program.  This material should not be used as the sole basis for compliance with any law or regulation, and departments should not rely on this material as a legal defense in any civil or criminal action. 

The Texas Law Enforcement Best Practices Recognition Program requires supervisors to be trained in how to conduct Performance Evaluations.  Agencies must comply with the requirements of the Recognition Program if they intend to attain Recognized status.  This training will meet the requirements of the training required by standard 4.09 of the Recognition Program.

 While this training will meet the requirements for the training required by Standard 4.09 of the Texas Law Enforcement Best Practices Recognition Program, the Texas Police Chief’s Association or the Best Practices Program is not responsible for the content and delivery of this material by individual departments.

XXX Police Department

Lesson Plan

Course Title:
Performance Evaluations for Supervisors



Prepared By:





Date:

Time Allocation: 1 Hour


Recommended Class Size: 

Prerequisites:  None

Equipment Needs:
Power Point Projector, Screen, Slide Advance




Student Needs:  Copy of Department Policy on Performance Evaluations



  Copy of a blank Performance Evaluation

Instructor Needs:  

Instructor References:  

Learning Objectives:

1. Understanding The Purpose of Performance Evaluations

a. What is a Performance Evaluation

b. Why we conduct Performance Evaluations

c. What it is used For

d. The Supervisor’s Job

e. The importance to the department

2. Understanding the Performance Evaluation Process

a. Understand the importance of documentation

b. Understanding steps in the Process

3. Understanding the Performance Evaluation Meeting

a. How to conduct the meeting

b. Documenting the meeting

c. Allowing the employee to comment

d. Importance of signatures

4. Understanding the difficulties of Evaluation of Employees

a. Rating Errors to Avoid

Course Outline:  Attached

Testing Method:  Discussion and questioning during Presentation


Training Environment:  Classroom

Comments:  Designed as lecture format

PERFORMANCE EVALUATIONS

For SUPERVISORS
Lesson Plan

1. Understanding the Purpose of Performance Evaluations
a. What is a Performance Evaluation?
i. A performance appraisal can be defined as “a review of the job relevant strengths and weaknesses of an individual or a team in an organization.” 

b. Why do we do Performance Evaluations?
i. To Communicate Agency Expectations

ii. Develop Individual Goals that contribute to Agency Goals

iii. Recognize Employees for their Performance and Identify areas for Improvement

iv. Identify Training Needs

v. Document Individual Performance for future Employment Decisions

c. What is it Used For?

i. If done properly, the performance appraisal can be a very effective communication tool. 

ii. It can be used to aid in the development and motivation of employees. 

iii. Another use is to help clarify the goals and expectations of the employee for his or her job. 

iv. A performance appraisal can also be looked at as a document to increase accountability for both the supervisors and the employees by promoting quality performance. 
v. Employees are most likely to be successful performers when they know what level of performance is considered acceptable, clearly understand their assignments, and receive continuous feedback. 
d. Importance to the Employee
i. To be properly instructed and trained for the job they do

ii. To be clearly told how their performance is to be evaluated

iii. To be evaluated fairly with others in the work group

iv. For others to be held to the same standards

v. To be recognized for performance above that required

vi. To be provided with clear feedback on what is needed to improve their performance if deficient.

vii. To have performance evaluations based on actual performance and fact rather than personality or personal relationships.

viii. All employees need to know where they stand concerning their job performances
ix. To learn from his/her mistakes and takes positive action to correct past errors. 
x. To make sure he/she perceives him/herself similar to how others see him/her (an accurate self- assessment). 
xi. Think back on the days when you were a new employee… You wanted more than anything to be accepted by your peers and by your supervisor…This process provides honest and direct feedback on how a young employee can meet that goal.
e. Importance to the Supervisor
i. The primary job of a supervisor is getting the job done through the people assigned to them.  The performance evaluation process allows the supervisor to clearly explain what is expected, set individual goals that will contribute to the team’s efforts, and to develop a solid working relationship with their team members.
ii. All people like to know where they stand. If you have built a solid relationship with your employees, and you give them meaningful, relevant, and timely feedback that they can easily integrate, you will then ideally have happy, focused, and satisfied employees for a very long time.

iii. Supervisors need to understand that appraising performance and communicating the appraisal constructively are their most important tasks as supervisors. Supervisors must learn how to give effective feedback and how to make the fullest use of specific appraisal forms. Supervisors must learn how to set goals that are fair and how to communicate the goals clearly. Because supervisors are often reluctant to offer honest criticism until a performance problem is too serious to salvage, they must learn how to be more assertive and forthright.

iv. While most feedback is informal and continuous, a formal appraisal is an important opportunity to summarize and document the informal evaluations of the employee's performance over a long period of time. 
f. Importance to the Department
i. Performance appraisal is one of the most important ways an organization can ensure the continued best performance practices of its employees and promote their future development. 
ii. Having a workforce that is working toward common goals will ensure the best possible success at meeting the goals set by the department.

iii. Documenting both excellent and poor performance provides excellent documentation for other personnel actions such as promotions, transfers, and in some cases, dismissals.

2. Understanding the Performance Evaluation Process

a. Importance of Documentation

i. Documenting outstanding performance and sub-standard performance is not a once a year process.

ii. Supervisors should keep documentation on employee’s performance continuously.

iii. Some supervisors keep notebooks with comments each day or each week on employee’s performance and any outstanding performance or improvements needed.  Don’t just rely on major documentation created such as written commendations or supervisor counseling after a specific event.  Keep track of the little things that the employee does well or needs to improve on.

b. Steps in the Performance Evaluation Process
i. Step 1 - Employee and Supervisor will set goals and objectives for the position
1. Employees who understand what is expected of them perform better on the job. 

2. When a person is new in the job and at the beginning of a review period, expectations should be established formally and communicated clearly.

3. Develop and set 6-10 specific goals for each employee – at least two of those should be some form of career development for the employee. 
ii. Step 2 – Supervisors should meet periodically with employees to evaluate goals and objectives
1. Another important part of the performance appraisal process involves giving feedback throughout the review period, both to reinforce desired behavior and to improve performance when needed. Behavioral scientists have established that feedback is most effective when given as soon as possible after an action occurs. Employees should never be surprised by their performance evaluation.
iii. Step 3 – Employee will self evaluate and suggest future goals – then submit this evaluation to their supervisor
1. Before each evaluation period, each employee should sit down and write his/her goals for the next year and accomplishments of the past year. This serves as the employee’s voice during the evaluation process. 
iv. Step 4 - Supervisor will review employee self-evaluation
1. Supervisors should take the employees self evaluation into consideration when writing the performance evaluation. The employee self evaluation can serve to inform the supervisor of some barriers to performance as seen by the employee.
v. Step 5 - Supervisor will gather employee performance data and complete evaluation
1. The supervisor should gather performance data such as attendance, commendations and complaints, activity summaries, driving and training records.

2. Supervisors should also keep notes on performance, both good and those needing improvement, in some manner during the rating period.
vi. Step 6 - Performance Evaluation Meeting between employee and supervisor
1. Completing the evaluation form is only part of the process. It is also necessary to meet with the employee to discuss performance issues. The form should serve as a basis for this meeting but its content should be discussed face-to-face.

2. Important to properly prepare for the meeting.

3. Should be scheduled at least a day in advance – not just a radio call to “Report to the Station – See Sergeant Maxwell.”

4. Not put in employees mailbox with instructions to read, sign and return!!!

5. This is your BEST opportunity to influence an employee’s performance!

6. Take it seriously and take advantage of this opportunity!!

7. Paperwork is not fun for anyone!  But this is very important paperwork for your employees!!!

8. Use this meeting as an opportunity to LISTEN.

9. Find out what the employee is wanting in the area of career development and advancement.

10. Develop goals and objectives for the next rating period. (Ensure at least 2 goals are employee development centered).
vii. Step 7 - Final comments or revisions by employee and supervisor
1. The employee should be allowed to add any comments they wish. Understand that there will not always be agreement.

2. After the evaluation, both the employee and supervisor should sign the form. The employee signature does not indicate agreement with appraisal; it only acknowledges that the employee was given the opportunity to discuss the appraisal with the supervisor. 

3. Employees should be allowed to appeal poor performance evaluations to the next level of supervision.

4. This action provides due process for employees and often strengthens supervisory support.
viii. Step 8 – The evaluations are forwarded through the Chain of Command for Review and Comment
1. The evaluations should be forwarded to the Division Commander and to the Assistant Chief for comments. 

2. Any significant concerns regarding unsatisfactory performance or exceptional performance should be forward to the Chief of Police for Review.
ix. Step 9 - Supervisor and employee each get a copy and file original with Human Resources
1. The department should maintain copies of each evaluation and send the original to Human Resources to be filed in the employee’s permanent personnel file. The employee should also receive a copy of the evaluation and the new Goals and Objectives for the next rating period.

3. Building a Good Evaluation and Interview
a. Study the position job description.
i. You should review the job relevant strengths and weaknesses of the individual. The best way to assure this is to use the position description to confirm the principal job duties and responsibilities for which the employee is accountable. A copy of the position description can be obtained from the Department of Human Resources.
b. Evaluate your own performance.
i. Evaluate your own performance before you evaluate the employee’s performance. Are you responsible for his/her good or bad performance? Are you setting a positive example for him/her to follow?
c. Prepare and plan for the appraisal.
i. Give the employee time to rate their own performance. Have them sum up their strengths, weaknesses, and goals. This will give them time for some self-analysis.

ii. Ask them to give it to you before the appraisal interview so you may discuss it then.

iii. Ask yourself questions such as…

1. What do I want to accomplish from this appraisal?

2. Has he/she made improvements since the last evaluation?

3. Does he/she know clearly what you expect?

4. What training does he/she need? 
d. Complete the appropriate appraisal form. 
i. Take your time. Don’t rush through this as it is very important. Be mindful of common rating errors.
e. Conduct a warm-up.
i. Remember that this can be very stressful. Take time to put the employee at ease. Assure the employee that the conference and evaluation are confidential.
f. Ask for the employee’s opinion.
i. This is a good time to discuss how they rated their own performance. This gets the employee involved in the appraisal process. Also give the employee time to react to the comments you have made on the evaluation form. 

ii. Listen carefully to the employee’s comments. 

iii. Expect disagreements with your appraisal. During the evaluation interview, work towards a full understanding of the appraisal rather than complete agreement.
g. Be a positive listener.
i. Listen with your ears, eyes, heart and entire being. Nonverbal communication often says more than words.
h. Be candid and specific.
i. Candidly get right to the point of discussing the employee’s performance on the job. Give specific examples. Be sure to use action words.

ii. Cite correct standards of performance and compare how the employee’s performance relates to established standards. 

iii. Honesty and candor will pay off for both of you. Begin with something positive.
i. Be candid and specific – HOWEVER
i. Avoid accusations or blaming
ii. Avoid criticizing
iii. Avoid jumping to conclusions
iv. Avoid reference to “protected” characteristics
v. Avoid joking
vi. Avoid “loaded” language
j. Build on strengths.
i. Employees must use their strengths to accomplish a task or perform a job.

ii. They need to learn how to turn their weaknesses into strengths.
k. Set specific goals and objectives.
i. The most effective objectives are mutually discussed and agreed upon by both the employee and the supervisor.

ii.  Establish a time frame in which an improvement in behavior is expected. Frequently check on accomplishments of goals that were set to make sure deadlines are met.
l. Ensure your position is legal 

i. If you anticipate resistance or conflict regarding activity requirements, job requirements, or goals, seek guidance before the meeting.  
ii. Don’t let employees force you into a mistake which might have significant consequences (such as setting quotas for traffic enforcement citations.)
m. Communicate frequently with employees.
i. Planned frequent communication and feedback on job performance helps overcome fear during the actual appraisal. 

ii. The information an employee receives at performance appraisal time should not be a surprise. You should discuss performance issues (good and bad) as they happen.

4. Understanding the Difficulties of Performance Evaluations
a. How to evaluate an Employee
i. Base the appraisal on the typical performance of the employee during the entire period. 
ii. Be careful not to overemphasize recent happenings or isolated dramatic incidents that are not typical of the employee's normal performance. 
iii. Base appraisals on accurate data obtained from records whenever possible or from careful observation when this is not possible. 
iv. Compare the performance of the employee being appraised with the performance of all individuals who have performed the same job, keeping in mind the requirements of the job. 
v. Do not let your appraisal on one factor influence your appraisal on other factors. Many people have a tendency to give an employee who rates very high on one factor a higher rating on other factors than may be merited. In like manner, when an employee is weak in one respect, the person doing the appraising sometimes assumes the employee is weak in other respects, which may not be the case. Bear in mind that each factor should be considered independently of the others. 
vi. Do not permit grade of job or length of service to affect the rating. Consider only the performance of the employee in relationship to the specific requirements of the job. Do not rate an employee too highly just because the employee has a number of years of service, but really performs at an average rate. 
vii. Do not let your personal feelings bias your appraisal, nor should you rate "sympathetically." The appraiser must be constantly on guard against the normal inclination to attribute greater proficiency to employees well-liked personally or to employees because of sympathy. 
viii. If there are special circumstances, appraise only on performance and explain the circumstances in the space provided under each factor. 
ix. Do not be swayed by a previous appraisal. Substantial differences do not necessarily mean that the present or the previous appraisal is incorrect. 
x. Guard against letting your appraisal of factors fall into a consistent or routine pattern. There are usually wide differences in individuals with respect to the various factors considered. 
xi. Do not make an appraisal on vague impressions. To rate accurately, you must have a very good knowledge of the employee's performance. Always stick to facts and refer to records, where available. 
xii. Do not appraise too quickly. Take enough time to appraise accurately. Do not hesitate to go on record with your true opinion. A good appraiser should be able to differentiate between the performances of his employees.
b. The Importance of Honesty in Evaluations
i. Honest criticism tells the employee what he or she should do to improve performance. The supervisor can help the employee to recognize those areas in which his or her work falls short of meeting the needs of co-workers or customers. 
ii. When an employee is performing less than adequately, but his or her supervisor believes he or she deserves another chance, it is vitally important that the supervisor says just this on the evaluation form. The supervisor should give a clear explanation of what is wrong with the employee's performance and indicate that he or she is willing to work with the employee in a joint effort to achieve improvement. 
iii. Giving the employee an honest evaluation helps the employee by letting him or her know fairly and honestly where he or she stands and giving the feedback he or she needs to improve. 
c. Rating Errors to Avoid in Performance Evaluations 
It is vital to remember that performance evaluation is a very important part of a manager's job. An attitude of honesty and fairness is essential.
When it comes time for supervisors to complete an evaluation of an employee’s performance, he or she can sometimes subconsciously develop some rating errors. The following are some of the most common errors to avoid.
Simply discussing the existence of these rating errors will often prevent their appearance.
d. SUPERVISORY BIAS: This is the most common error that exists. This is not related to job performance and may stem from personal characteristics such as age, sex, or race or from organizational related characteristics such as seniority, membership to a club, or friendship. This can be positive or negative.
e. HALO EFFECT: This is caused by a supervisor letting one particular aspect of an employee’s performance influence the other evaluation aspects of performance. Just because an employee does well in one area of his/her job doesn’t mean that he/she does well in other areas.
f. HORNS EFFECT: This is also called the negative halo effect. This occurs when one area of bad behavior causes the appraiser to evaluate that employee’s performance poorly on all areas.
g. SUNFLOWER EFFECT: This occurs when you rate everyone you supervise as “outstanding” regardless of how they perform, because you think doing so will make you look good as a supervisor.
h. CENTRAL TENDENCY: Rating everyone you supervise as “generally satisfactory” so you won’t have to spend much time thinking about how your employees are really performing. This is an easy way out, but it’s wrong.
i. FAVORITISM: Overlooking the flaws of “nice” employees - those whom everyone seems to like.
j. RECENCY: Rating only recent behavior or performance, good or bad. For annual formal reviews, you must think about how the employee has performed throughout the year, not just the last two weeks.
k. GROUPING: Rating all employees as “less than satisfactory” because you feel everyone’s performance is below standard. At the same time, however, you won’t make the effort to determine why your employees aren’t doing well.
l. HOLDING A GRUDGE: Trying to make someone pay for past behavior.
m. GUILT BY ASSOCIATION: Rating employees based on the friends they have (or don’t have) rather than the work they do.

5. Our Employees:

i. Look to us for fair, unbiased, and competent evaluation.

ii. Please don’t cheat our employees out of this very valuable job benefit because you don’t take the time to do it right.

iii. Performance Evaluation IS Supervision at its finest.

