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without fail.

A special dedication is made to the members of the line that have fallen
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PREFACE

hank you for purchasing this book. It was written because I know that

you need and want what this book offers. After reading the sample exer-
cises and commentary contained herein, you will be convinced that your
time and money have been well spent. Why? Because you will have practiced
the exercises herein, and beyond just reading about the assessment center
(AC) process, you will have learned about many of the most important com-
ponents of the process. For example, you will know what assessor notes look
like and how they should be taken. You will know what a comprehensive As-
sessor Guide looks like, and why an assessor’s notes are so important.

I have read most of the books about the AC process, its skill dimensions,
descriptions of the AC process, tips for preparing for an AC evaluation, and
much more. Of course, a number of those books provide some sample in-bas-
ket items, but most are missing many of the essential sample exercises and
components included in this book. Law enforcement officers preparing for
promotion evaluations understand and can prepare for a paper-and-pencil
one hundred-item multiple choice test, but they have shared with me that
often they are confused, afraid, nervous or just plain curious about what they
will experience when they go through the AC process.

And, the AC process is the “Cadillac” of systems used to identify manage-
ment potential I know the best method for testing whether a candidate can
demonstrate a talent for planning and organizing, and possesses the necessary
judgment, communication skills, and decision-making ability to move up the
ranks. Many candidates do possess these abilities, but have not learned how
to apply them. This book will teach you how to use all your potential. Just
possessing certain innate abilities or really wanting a job is not enough. You
must be prepared to show that you can do that job, and you must learn how
to do that. In addition, it is almost impossible for an individual to fake his/her
way through an AC process, although many candidates who have failed, per-
ceive that their “buddies” did in fact do just that. But, as you probably already
know, the assessors are sitting in the back of the room taking notes or will
take notes later while listening to an audio or video recording of the process.
If candidates are trying to fake their way through it, the assessors will note
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that they peppered their answers with a lot of “uhs” or “ums,” repeated
phrases, or made statements that had nothing to do with what the exercise is
really about, or wrote things unrelated to the exercise. If the situation occurs
where one or more candidates are able to obtain high scores even though
they were not prepared, then the process as conducted was not valid.

Here are some examples of invalid processes:

* No job analysis was conducted.

* The exercises are based on vague job descriptions.

* Some of the exercise components may never occur in the agency.

* The exercise response standards are severely lacking in content.

* There is no evidence of a linkage between the job tasks and the abilities
required to successfully complete the tasks.

* If no job analysis exists the weight given each skill dimension will not
be available.

* There is no record of critical incident job analysis notes obtained during
assessment process conducted by the consultant.

* Because the assessors indicate they were trained by another vendor,
they may not be trained for the specific agency’s AC process.

* Candidates who participate in a process for their city or agency helped
a vendor develop the exercises and then the vendor was hired by their
city to administer the process they will be competing in.

* The chief or assistant chief develops material that gives the impression
of internal bias or suggests that the process will not be strictly
confidential.

* Some assessors take few or no notes and the test administrators do noth-
ing about this because no one will be auditing the final score sheets.

* There are problems during the administration of the process which pro-
vide an unfair disadvantage to the candidates who experienced these
problems. Sometimes there are mechanical problems such as printer
breaking down. Perhaps some candidates have long wait times between
exercises and others do not; or candidates are not sequestered and
morning candidates share information with their friends whose process
starts later.

All of the sample exercises included in this book have been used in past
AC processes or in customized coaching exercises. The names of the individ-
uals and agencies have been excluded for confidentiality purposes. Read on,
and learn at a pace comfortable for you and treasure your new insights.

What also makes our knowledge and experience so relevant for you is that
all of the other consultants in the United States whose work and reputations I
am familiar with, do not have the 360-degree experience with the AC
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process. The 360-degree feedback process involves obtaining feedback from
a circle of personnel who extend beyond direct reports. I am not minimizing
or denigrating the knowledge they add to the topic at hand, because I have
read their books and many of the books are very well written and compre-
hensive. The consultants who provide group training on the AC process do
not have the knowledge and training on how to design, develop, implement,
administer and score AC exercises. They have only taken their knowledge
and experience with AC processes they have participated in and turned this
experience into a consulting enterprise.

Consulting firms make considerable money when 25-30 people pay any-
where from $500-$1,500 for one or two days of group training. This is an ex-
cellent way to learn what you will be experiencing after you pass the written
examination. My firm (L.J. Craig & Associates) has a totally different business
model. We provide our clients with a return on their investment; approxi-
mately 98 percent of the law enforcement officers we have coached over the
past several years, have been promoted. Their ranks range from sergeant up
through and including chief of police, from all across the United States, from
small agencies to large city departments, and including state highway patrol
officers and sheriff’s deputies and some federal agencies.

The design, development, administration and scoring of any AC process
takes anywhere from 300 to 600 work hours — for smaller agencies with fewer
than a dozen candidates. At a minimal cost of $20 per hour, that would rep-
resent a minimum cost of $6,000 to $12,000 for such an assessment center. A
good AC process is extremely labor intensive.

I have always breathed a sigh of relief once a process is completed. This is
because of the rigorous nature of the design and administration of the process
which includes writing candidate feedback reports (this process is too time
consuming and difficult for assessors). Other consultants I know from other
firms have been relieved at completion, too — because no lawsuit had been
filed. That has happened many times all over the United States since the
1970s, especially with large urban departments. We have never had a griev-
ance or lawsuit filed against our firm nor has anyone threatened to file one.
Nonetheless, it is always a concern.

With coaching, I have never had a sigh-of-relief moment after that process
is over. In fact, after every coaching assignment, I have felt elated, proud and
delighted because I knew I helped someone to best utilize their innate abili-
ties. As a professional and a human being, I love the face-to-face contact most
(of the time via Skype), after the promotion process is complete.
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Chapter 1
INTRODUCTION

his book has been written for all police officers who want to be

promoted, whether to sergeant, lieutenant, captain, deputy or assis-
tant chief or chief or any person from a state or federal law enforce-
ment agency. And anyone interested in learning more about the
assessment center process of candidate evaluation, to include practitio-
ners working in human resource departments or Industrial Organiza-
tional psychologists and the like may also find this book useful. This
book is not designed to teach HR professionals how to design an as-
sessment center process, nor is it to be considered a comprehensive
textbook on the subject.

The majority of the chapters in this book contain sample exercises
which you can complete, and then later review with the Assessor
Guides, role player scripts and other material contained in the Exhibits
Appendix. Sample candidate reports may be found in Chapter 16.

It is not necessary to read the chapters consecutively because each
chapter is written to stand alone. If you choose to start reading in the
middle or near the end of the book, you will not feel that what you just
learned is disconnected from another chapter. I do, however, recom-
mend that if you have little or no understanding of the assessment
center (AC) process, that you read the book from cover to cover.



Chapter 2
YOUR CANDIDATE TRAINING SCRIPT

OVERVIEW

hroughout my career designing AC processes one of the important

components is the candidate orientation. Orienting candidates
somewhere between one and two weeks before the process is relatively
standard. Candidate orientation should never be excluded from any
process because of budgetary or time constraints, nor should it be done
just a day or so before the process. However, some agencies do not
give candidates much advance notice. Nevertheless, candidates should
know quite fully what they are going to be experiencing, which in-
cludes not only an overview of what an AC process is about, but how
they will be scored, etc.

Most of this chapter is designed so that you will learn much of what
assessors are taught in their training. The material was prepared ini-
tially for one of my clients. I decided that because the agency had
never before used AC methodology, I wanted them to use the best pro-
cess my firm could provide, so I created an abbreviated assessor-train-
ing manual.

You might envision yourself sitting in the training room of your de-
partment. Then:

* Clear your desk or work space of instructional materials and dis-
tracting objects;

* Pretend that I am in the room making a formal presentation to
you using the following material;

* Prepare to read very carefully.



Your Candidate Training Script 5

THE ASSESSMENT CENTER PROCESS

Pretend you are one rank above the position you currently hold.
Assume that you are participating in an assessor training program for
your department. Pretend also that this section of the book is part of
the trainer’s script. What you will read starts out very broadly, then
goes into great detail, and then repeats some concepts to reinforce your
learning.

The term “AC” refers to a standardized system used for identifying
an individual’s strengths and weaknesses for a predetermined purpose,
such as a promotion or employee development. An AC is a process not
a place. The AC is a testing methodology. The term “assessment” usu-
ally refers to a comprehensive, multi-faceted view of an individual in
which information gleaned from a variety of measurements is brought
together. The information that is derived is related to the critical job di-
mensions for the target position and is designed to predict who will be
successful in that position.

The usual assessment center program lasts from one to two days
and may last longer depending on the number of exercises used. That
duration depends on the complexity of the target position. The partici-
pants go through four to six exercises specifically designed to elicit
behaviors which have been identified as important to effective perfor-
mance in the position. These key behaviors are identified through a
comprehensive job analysis of the position. This job analysis is one key
factor which supports the legal defensibility of the assessment process.
As the candidates go through each exercise, the trained assessors ob-
serve and record the behaviors demonstrated in each candidate’s per-
formance. After all the behavioral simulations are completed by the
candidates, the assessors prepare an assessor integration discussion
with other assessors who have observed the same participants.

Each assessor evaluates each skill dimension based on the evidence
presented from all the exercises, and a numerical rating for each di-
mension is determined independently by each assessor. The numerical
ratings assigned by the assessors are compared, and an integration dis-
cussion ensues until a group consensus on a single numerical rating for
each dimension is reached. This discussion is vital to the success of the
assessment process in that the assessors must discuss all the be-
havioral data collected and agree upon standards in reaching the con-
sensus rating assigned. After a consensus is reached on each of the
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