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PREFACE

Performance evaluations can be one of the most important and
effective means for giving recognition, improving future perfor-
mance, and justifying personnel decisions. However, in order for eval-
uations to be effective and defensible they must satisfy a number of
standards established by technical experts and courts alike. Among
these standards are:

* The rater should be capable of observing the performance being
rated.

* Raters should be trained in the system and in how to rate perfor-
mance using the system.

* Objective (i.e., measurable without human bias) measures should
be used. Vague and subjective standards undergo heightened lev-
els of scrutiny by the courts.

* Avoid using single rater systems with subjective measures and
employees rated are different from the rater in sex, race, national
origin, or religion. They will be subjected to a higher level of
scrutiny by the courts.

* Written policies and procedures should be provided for raters, and
management must ensure that such policies and procedures are
followed.

* Employees should have a right to challenge an evaluation score
they believe to be unfair or inaccurate. When possible, the
employee should be given a chance to improve the performance
before receiving an unfavorable score.

The system you are about to learn meets all of these criteria- and
more. In fact, if you study the information presented in this book and
follow its guidelines, Z-Base will benefit your organization in at least
five ways. It will:
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* Remove the subjectivity found in nearly all other evaluation sys-
tems.

* Enable fair and legally defensible decision-making based on eval-
uation information.

* Increase management’s credibility and trust with employees.

* Improve handling employee complaints.

* Increase employee performance.

However, Z-Base is not a substitute for good management. It cannot:

* Make decisions for you. It can only give you the information need-
ed to make defensible decisions.

* Make you popular with all of your employees. Not all people like
to perform, nor do they want to be held accountable for their lack
of performance.

* Replace the need to supervise and pay attention to the needs of
your employees.

Furthermore, Z-Base will not improve your shooting score, golf
score, make you a better guitar player, storyteller, or bank robber.
There is a good chance that you probably already knew that.

Z-Base is short for Zero-Base. The name is appropriate because it
describes a system that objectively measures and rates performance,
determines if improvement is needed, and if so, evaluates improvement.'
If so, the costs associated with the improvement effort do not affect the
employee’s final evaluation score. It will remain at zero, a perfect
score. If improvement failed to occur, then (and only then) all costs
associated with the improvement effort become the employee’s evalu-
ation score. While this may sound like a negative way to approach per-
formance evaluation, I believe that after you have studied the infor-
mation presented in this book you will agree with me that it actually
makes a great deal of sense.

Chapter One presents an overview of the system. After reading this
chapter, you will understand why a zero-based approach to perfor-
mance evaluation is needed. This chapter in conjunction with the
information located in Appendix N provides answers to many of the

1. Throughout the book, an effort has been made to distinguish between rating performance and
evaluating improvement. The intention is to convey that these are treated as two separate and dis-
tinct processes in this system.
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questions that are asked about this procedure. The information pre-
sented in this chapter should be used for conducting orientation train-
ing for all employees in your organization.

Chapter Two contains a review of the technical and legal issues asso-
ciated with performance evaluation systems and how Z-Base address-
es those issues. Case law is used to support management’s rights to
establish performance standards and to evaluate performance against
those standards. Unfortunately, not enough is said today about man-
agement's rights in this area, and my hopes are that the information
presented here will serve to help fill that void.

Chapter Three provides information for developing the proper
organizational infrastructure (e.g., mission, code of ethics, values state-
ments, job descriptions) that must be in place before implementing Z-
Base, or any evaluation system for that matter. An organization’s infra-
structure establishes the legal validity required by courts should a sys-
tem come under judicial review. Information in this chapter should be
presented to all executive and supervisory personnel.

Chapter Four instructs how to develop objective Priority
Performance Measures (PPM’s). Measures are at the heart of every
evaluation system. They are the system’s rating and evaluation items.
The information in this chapter, in conjunction with the numerous
examples provided in the Directory of Performance Measures located in
Appendix J, will establish a solid foundation for Z-Base.

Chapter Five explains how functional and dysfunctional perfor-
mance data is gathered, analyzed, and rated. Detailed information is
presented in Appendix A for developing Performance Profiles, a com-
puterized data tracking and rating system designed for Z-Base. The
information presented in this appendix assumes that the reader has a
basic understanding of how computerized spreadsheet programs (e.g.,
Microsoft Excel) function.

Chapter Six is devoted to explaining how the Problem-Solving
Conference (PSC) is conducted when a rating indicates that an
employee’s performance needs improved. PSC’s are central to Z-Base
and ensure that employees are given a fair opportunity to correct
problem (i.e., dysfunctional) performances, before the employee’s
evaluation score (i.e., Z-Score) is affected.

Chapter Seven is devoted to Z-Scores and their calculation. A Z-
Score is an employee’s final evaluation score. This score is a direct
count of the administrative costs associated with an employee’s failed
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improvement efforts and disciplinary action taken against the employ-
ee during the evaluation cycle. All employees are encouraged to read
the information presented in this chapter. This information in con-
junction with that in Chapter One will help to alleviate concerns
employees may have about the system and how it will affect them.

Chapter Eight, the final chapter, presents a plan for implementing
Z-Base within the typical police services organization. This plan is
grounded in organizational change research and experiences I have
encountered over the last several years helping agencies improve their
evaluation systems.

As you study the information presented in this work it will be help-
ful to keep this point in mind. This system is based on the premise that
all employees deserve a good evaluation score and are guaranteed that
they will receive one at the end of the evaluation cycle—unless they
have a performance problem and cannot or will not fix it.

DONALD J. VAN METER



ACKNOWLEDGMENTS

No person writes a book alone, and I am certainly not the excep-
tion. This book would not have been possible if it were not for
the time and dedication of dozens of people who graciously shared
their love, time, knowledge and experiences that influenced my think-
ing.

Zharon, my wife of thirty-seven years, and two sons, Mark and
Todd, have always been there to support me in all of my endeavors
and have never wavered.

Persons that I am proud to call colleagues and mentors, include
folks from academia as well as the “real world.” Among these souls
are: Dr. James Sage (my former dissertation committee chairperson
and facility adviser, The Ohio State University; Drs. Anthony
Campagna and Robert Heneman, III, former professors and academ-
ic advisers of mine from whom I’ve learned much; Sheriff Loren
Anderson, Douglas County Sheriff’s Department, Kansas, and Sheriff
Gerry Billy, Licking County Sheriff’s Office, Ohio who were among
the first not afraid to try out many of the ideas the evolved into Z-Base;
Mr. Andy Wilson and Ms. Cindy Brown of Boston Duck Tours,
Boston, Massachusetts who were the first to apply the principles of Z-
Base in the private industry; Lieutenant John Detchon, Medina
County Sheriff’s Department, Ohio, Steve and Leslie Whatley, associ-
ates and personal friends who helped shape and clarify many of my
thoughts about the practical needs of an evaluation system in police
service; and, the late Dr. Norman Neely with whom I spent many
hours at our kitchen table discussing the virtues of sound management
practices.

For helping make this a readable text, a special thank you goes to a
former high school classmate of mine and now an educator herself,
Mrs. Connie (Billheimer) Kloos, who took half-thoughts, run on sen-
tences, misaligned verbs and translated them into cohesive and under-
standable written thoughts.

X1






CONTENTS

Preface .. .. ... vii

CHAPTER ONE-THE PURPOSE OF PERFORMANCE

EVALUATIONS ... .. i 3
What is Performance? ... ....... ... ... ... . .. ... . .. ... 6
How Z-Base Works . ....... ... . . .00 .. 7
System Safeguards . ........ ... ... .. L L il 7
Employee Disagreements ............................. 8
Conclusions . . ... e 9

CHAPTER TWO-TECHNICAL AND LEGAL

STANDARDS ... 10
Case Law That Supports Management’s Authority to Establish
Standards . ....... ... 11
Discipline Versus Performance Evaluation . ............... 16
Summary . ... 18
CHAPTER THREE-ORGANIZATIONAL
INFRASTRUCTURE ........... .. . . .. 20
MiSSiON ..ot e 20
Code of Ethics . .. ... .o 22
Oathof Office ........ ... . . 23
Standards of Conduct .......... ... ... ... ... ... .. ..... 24
Job Descriptions ........... ... ... . i i 26
Z-Base Policies ... ....... . ... . . .. 27
Summary .. ... 28



Xiv Evaluating Dysfunctional Police Performance

CHAPTER FOUR-DEVELOPING PERFORMANCE

MEASURES . ... 29
The Nature of Measures ..............00 i, 29
Validation and Rating Measures ....................... 33
Measuring (Rating) Procedures ............. ... .. .. ... 37
Measurements and Scales . ............ . ... .. ... . . ... 37
Priority Performance Measures ........................ 43
Dysfunctional Performance .............. .. ... ... .... 51
Dysfunctional Performance Measures ................... 53
The Directory of Measures and Standards ............... 54

CHAPTER FIVE-COLLECTING, ANALYZING, AND

RATING PERFORMANCE DATA .................... 55
Collecting Data . .......... ... ... ... .. ... oL, 55
Analyzing Data .......... ... ... ... ... . ... . ... 56
The Functional and Dysfunctional Performance

Categories ......... ... ... . 58
Establishing Rating Categories for Dysfunctional

Performance ........ ... ... . . . ... . 61
Summary .. ... 62

CHAPTER SIX: CONDUCTING THE

PROBLEM-SOLVING CONFERENCE (PSC) ........... 64
Conferences Ensure Due Process ...................... 65
Responsibilities of the Conference-Holder (CH) ........... 66
Conducting the Interview .............. ... ... ... .... 67
Documentation ............. ... . . ... ... 72
Attitude as a Cause of Problem Performance ............. 72
Summary .. ... 73

CHAPTER SEVEN-THE Z-SCORE ................... 74
Z-Score Rating Categories . .............. ... ... ...... 74
Summary .. ... 77

CHAPTER EIGHT-IMPLEMENTATION .............. 79
Step One: Learn the System .......................... 79

Step Two: Orientation Training . ....................... 81



Contents XV
Step Three: Establish the Infrastructure ................. 83
Step Four: Define Dysfunctional Time (DT) and
Non-scheduled Absenteeism (NSA) ................... 84
Step Five: Develop Productivity Measures for Each
Position ........... .. ... .. . . i 85
Step Six: Develop A Data Gathering, Tracking, and
Rating System . ....... ... ... ... .. ... . . ... 86
Step Seven: Conference-Holder Training ................ 86
Step Eight: Conduct Supervisory Training ............... 87
Step Nine: Train and Test Employees ................... 88
Step Ten: Pilot Test the System . ....................... 89
Step Eleven: Implementation ......................... 89
CODA ... 90
APPENDIX A-DEVELOPING PERFORMANCE
PROFILES ....... ... ... . i 95
Creating the Profiles Workbook ....................... 95
Rating Sheet Areas ........... .. ... .. ... ... ... .. ... 98
Search AreaData . .......... .. .. .. .. .. .. ..... 100
Rating AreaData . .......... ... ... ... .. .. .. ... 101
Labeling and Protecting the Workbooks, Worksheet and
Worksheet Cells ............... ... .. ... ... .... 109
Protecting the Profiles Worksheet . . ......... ... ... .. .. 113
Summary .. ... 113
APPENDIX B-MISSION STATEMENT ............... 114
APPENDIX C-READING ARTICLE: MISSION-THE
DRIVING FORCE ........... ... ... ... ... ... ... 116
Building Trust ......... ... ... ... . . . i L. 116
Determining Mission .............. ... ... . ... . ... 117
Defining Mission .......... ... ... ... ... . i 117
Adoptinga Mission .......... ... .. ... ... oL 118
APPENDIX D-READING ARTICLE: ENFORCING
MISSION . ... 119

Management’s Rights and Mission .................... 119



xvi Evaluating Dysfunctional Police Performance

APPENDIX E-MODEL CODE OF ETHICS FOR

SWORN PERSONNEL . ... . 124
Code of Ethics for Non-sworn Members . ............... 126
APPENDIX F-OATH OF OFFICE ................... 128

APPENDIX G-MODEL STANDARDS OF

CONDUCT ... ... . 129
Standard: Maintaining an Acceptable Level of Availability
for Work . ... ... 129
Standard: Establishing Patterns of Absenteeism .......... 130
Standard: Dishonesty or Untruthfulness ................ 132
Standard: Insubordination ............. .. ... ... ... .. 133
Standard: Competent Performance .................... 135
APPENDIX H-JOB DESCRIPTION .................. 138
Job Title: Police Officer/Sheriff’s Deputy ............... 138
Minimum Qualifications for Application . ............... 138
Minimum Qualifications to Be Certified ................ 139
Non-exclusive Listing of Essential Functions ............. 139
Non-exclusive Listing of Primary Duties ................ 140
General Working Conditions .. .................... ... 140
Cause for Removal ........ ... ... . ... ... ... .. ... 140
APPENDIX I-Z-BASE POLICIES .................... 142
01—Purposes of Evaluations .......................... 142
02—Probationary Employees . ........................ 142
03—Employee Data ................ ... ... ... .. ... 143
04—Supervisors’ Data . .. ....... .. ... ... ... .. 143
05—Monthly Reports .......... ... ... ... ... ... . ... 144
06—Problem-Solving Conferences ..................... 144
O07=Z-SCOTES . .\ oottt 144
08—Supervisors’ Responsibilities ...................... 145
09—Review . ... ... 145
10—Employees Review and Sign Forms .. ............... 146
I1-Refusal to Sign . ......... ... ... ... .. . oL 146

12-Re-evaluations . ........... ... 146



Contents xvii

I3—Retention ........... ... .. i 147
I4—Incentives .. ..... ... o 147
15—Annual Assessment of the System .................. 148

APPENDIX J-DIRECTORY OF PERFORMANCE

MEASURES ... ... ... 149
01-99 Ratio Measures ................ ... ... ....... 149
100-199 Straight Count Measures ..................... 164
200 Dysfunctional Time Measure ..................... 172
300 Absenteeism Measure .............. ... ... ...... 173
400 Remedial Development Measure . ................. 173
500 Non-Productive Work Measure ................... 173
600 Z-Score Measure ................. ... .. ... 174

APPENDIX K-REPORT LOGS ...................... 175
Completing the Supervisor’s Time Log ................. 175
When to Use the Time Log . .......... .. ... ... ...... 175
Definitions ......... ... .. i 175
Assessment Categories .. ........ ... .. ... . ... 176
Disposition ......... ... ... .. 177
Allied Forms ........ ... ... ... . . . i 177

APPENDIX K-1-DAILY ACTIVITY REPORT .......... 178

APPENDIX L-PERFORMANCE DEVELOPMENT
PLAN .. 179

APPENDIX M-MODEL RATING LETTERS

NOTICES ........ ... . . i 183
Recognition and Reward Category .................... 183
Status Quo Category ............ .. .. ... i 185
Retention Decision Category ......................... 186

APPENDIX N-QUESTIONS AND ANSWERS ......... 187

APPENDIX O-TEST .......... ... .. ... ... ... .. .... 190

Test Key . ..o 197






FIGURES

Page
Figure 1. Hierarchy of Organizational Infrastructure
Documents . ......... ... ... ... ... i 21
Figure 2. A Behavioral Anchored Rating Scale for the
Construct Self-Motivation for Superman ........... 31
Figure 3. Example of an Ordinal Scale .................... 40
Figure 4. The PSCModel ......... ... ... ... ... ... . ... 66
Figure 5. Labeling worksheets for the Profiles program ....... 96
Figure 6. Labels on the Database Sheet ................... 97
Figure 7. Creating the Database fields .. ................... 98
Figure 8. The four areas located on the Rating Sheet with
formulas hidden ............ ... ... .. ... .... 99
Figure 9. Data and formulas in the Rating area of the Rating
Sheet ........ ... .. .. i 102
Figure 10. Dedicating a2 x 2 Data Table .................. 103
Figure 11. Descriptive Statistics area of the Rating Sheet ... ... 106
Figure 12. Formulas in the Rating and Evaluation Categories
area of the Rating Sheet ...................... 107
Figure 13. A model of a completed Rating Sheet with hidden
columns, rows, and formulas . .................. 109
Figure 14. Hidden columns and rows on the Rating Sheet . . ... 110
Figure 15. The protection feature of Excel ................. 112
Figure 16. Unlocking locked cells on the Rating Sheet ........ 113

Xix






TABLES

Page
Table 1. Types of Measurement Scales .................... 39
Table 2. Example of an Interval Scale ..................... 41
Table 3. Example of the Number of Possible Measures ....... 50
Table 4. Example of the 80/20 Rule . ..................... 57
Table 5. Z-Scores as Sunk-(Human Capital) Funds ........... 76
Table 6. Cell data for the Profiles Database Sheet . ........... 96
Table 7. Sequential formulas in the Database Sheet .......... 97
Table 8. Cells and field headers in the Search area of the
Rating Sheet . ....... .. ... .. ... .. ... .. . ... 101
Table 9. Conversion formulas and the cell locations . ........ 104
Table 10. Cell location and formulas for the Descriptive
Statistics area of the Rating Sheet ................ 106
Table 11. Cells and formulas for the Evaluation Categories
Area of the Rating Sheet . ................... ... 108
Table 12. Labels on the Profiles Rating Sheet ............... 110

XX1






EVALUATING DYSFUNCTIONAL
POLICE PERFORMANCE






Chapter One

THE PURPOSE OF PERFORMANCE
EVALUATIONS

he primary goal of this chapter is to convince readers that Z-Base

makes good sense as a totally new and practical approach to per-
formance evaluation; and, that it will work (very effectively I might
add) for any police-services agency. In the next chapter, evidence is
presented that employers have all the legal authority necessary to eval-
uate performance. If you have read the Introduction, you will have
already learned many of the most important aspects of Z-Base. Its pur-
pose is to improve performance. By tracking and assessing perfor-
mance on a regular basis, it identifies improvement potentials early on
before they become liabilities (i.e., costs) to the organization.” The
term “dysfunctional performance” is used in Z-Base to describe per-
formances that fail to meet management’s expectations, or standards.

With Z-Base, only the administrative costs associated with failed per-
Jormance improvement efforts determine an employee’s final evaluation
score, known as the Z-Score. If there are no failed improvement
efforts, the employee will receive a zero (the best) evaluation score.
This will make more sense as you study the materials presented in this
book.

Traditionally, performance evaluations have been used to support a
wide variety of management actions such as the awarding of merit,
making promotions, rendering discipline, or justifying terminations.
They have also been used to make employees feel good, feel bad and
in some cases—not feel at all. However, how performance evaluations
are used is often confused with the purpose for conducting them.

2. In Z-Base, performance assessment means to measure performance. Assessment should always
come before performance evaluation.

3



4 Evaluating Dysfunctional Police Performance

Experts agree that the central purpose for conducting evaluation
systems is to improve performance. If so, that raises some interesting
questions. First, if performance does not need improvement is it nec-
essary to evaluate it? If an employer were perfectly happy with an
employee’s performance, why invest the time and effort to improve or
evaluate it? Why not simply acknowledge the employee’s good per-
formance with a good evaluation rating? Why is it necessary to put the
employee through the ritual, and in some instances—humiliation, of
being evaluated?

“Oh,” you may respond. “Nobody is perfect.” “Everyone’s perfor-
mance can be improved.” I will agree on the points that nobody is per-
fect, and perhaps everyone’s performance could be improved.
However, that only raises the question, why does performance have to
be improved or evaluated if it is not causing a problem?

“Well,” might be the response, “How can it be known if someone
is happy with an employee’s performance unless it is evaluated, first?”
Okay, you have stumped me there. I do not know how to tell what
makes people happy with anything, let alone someone else’s perfor-
mance. However, I can offer a personal observation. One sure way I
have found to tell if an employee’s performance is as good as it needs
to be is when you measure it and it satisfies standards. Evaluating per-
formance is not the same as assessing (i.e., measuring) performance.
Measuring performance involves the process of determining the scope
and/or magnitude of performance. Evaluation involves placing a
value on the measurements produced from an assessment.

I agree with the experts that the purpose of an evaluation system is,
or should be, to improve performance. However, with Z-Base I am
suggesting that the target of an evaluation system should be the admin-
istrative costs associated with unimproved performance. My short argu-
ment is that if there are no discernable problems with an employee’s
performance, or problems occur but improvement efforts pay off, then
there is nothing left of value to evaluate. There is no unimproved per-
formance.

Consider that employees are obligated and paid to perform to stan-
dards, and by doing so, they are merely fulfilling their employment
responsibilities. The fact is that if employees have no performance
problems, or problems are corrected during the evaluation period,
that is the evaluation! Praise these employee if you wish, shower them
with extra rewards if you can, but give them the excellent evaluation
score they deserve.
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“But,” you may ask, “What if some employees have performed
above the standards, how are these folks rewarded if those just meet-
ing standards are given excellent evaluation?” The respond to that is
the standards were set too low to start. I will explain in later chapters
that when performance is properly defined and employees are simi-
larly situated the performance levels between employees should not
vary by more than twenty percent of another. This is known as the
80/20 Rule in discrimination law; history has proven it true.

Here is an analogy. There are only two times that I will go near a
doctor’s office. One is when my wife has a health problem, and I go
along to comfort her. The other time is when my wife thinks I have a
health problem—and she drags me. Now, recall the last time you went
to a doctor. Did you go because you where pleased with your health
or concerned about it? Unless you enjoy visiting doctors, chances are
you were concerned, or at least someone was concerned, about your
health. You went because you wanted to make sure that you had no
serious health problems. Now, how did the doctor determine that you
where, in fact, healthy? Most do it by checking for abnormalities. In
other words, they look for problems! They are taught to evaluate
health by assessing the extent of diseases and injuries. Clinicians are
problem-focused. Performance evaluators should be as well.

In designing Z-Base, it just made sense to ask, if the purpose of per-
formance evaluations is to improve performance, and there are no dis-
cernable problems, what is left to evaluate? The answer was—nothing!

If we accept the reasoning that the best way to improve perfor-
mance is by removing problems, then it seems logical to focus an eval-
uation system on the costs of performance improvement. To an evalu-
ator, performance is health and problems are diseases.

I will admit that this reasoning calls for some reverse thinking.
However, I am left-handed and we “lefties” have had to learn to think
in reverse to survive in this right-handed world. I argue that reverse
thinking (something experts call “retrograde analysis”) is exactly what
is called for in performance evaluation systems. By focusing on per-
formance (i.e., comparing what is with what should have been), we are
able to exam the process of performance and fix problems before they
develop into liabilities.

Before proceeding further, it will be helpful to define the term “per-
formance.” This is a word that has caused a great deal of confusion in
the evaluation literature. In fact, traditional performance evaluation
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systems do not evaluate performance at all. What they attempt to eval-
uate are the characteristics, traits, and behaviors of the performer.
While these factors are important to the production of performance,
they are not performances.

WHAT IS PERFORMANCE?

Traditionally, performance evaluation systems have not evaluated
performance. They remind me of the comedian who tells the story
about going to a doctor for a physical examination. The doctor had
poor bedside manners and told his patient that he was in terrible phys-
ical condition. The comic’s blood pressure measured 280/210, the
scales showed him to be fifty pounds overweight and his cholesterol
level was 130 points above average. Angrily, he called the doctor a
quack and declared that he was going to seek a second opinion. “I
don’t charge for second opinions,” the doctor replied calmly, “you’re
ugly as well.”

Unfortunately, and similar to the doctor’s error, evaluators often
confuse performance (i.e., measurable results and accomplishments)
with subjective opinions about the characteristics and behaviors of the
performer. Performance is not about an employee’s loyalty, attitude,
physical appearance, or any of the other hundred or so personal traits
and characteristics of most people. Performance is not about the
processes or work behaviors people use to achieve a result. Rather,
performance is the result. Performance can be objectively measured
(i.e., mathematically derived) against definable standards.
Performance is what people accomplish, or produce, when they do
their jobs properly.

The Boy Scouts’ standards of being trustworthy, helpful, friendly,
courteous, kind, friendly, thrifty, obedient, cheerful, brave, clean, and
reverent are marvelous human virtues. Nevertheless, they are only
virtues, not performances. They are human values that guide and
direct the behaviors of the performer that may or may not lead to per-
formance. A person may have all those virtues and still not have the
necessary knowledge, opportunities, or abilities to accomplish a per-
formance.

When the target of an evaluation system is performance then values
and behaviors are invalid and inappropriate as rating items, or stan-
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