The directives in this chapter refer to Performance Appraisal, the measurement of the employee's work performance of assigned duties by the employee's supervisor.  The Chief of Police is responsible for administering the employees performance appraisal within the police department.


OBJECTIVES OF THE PERFORMANCE APPRAISAL PROCESS               

1.   	Allow fair and impartial personnel decisions.               

2.   	Maintain and improve performance.               

3.   	Provide a mechanism for regular performance observation.

4.   	Facilitate proper decisions regarding probationary employees.               

5.   	Provide an objective and fair means for recognition and measurement of individual performance in accordance with prescribed guidelines.               

6.   	Identify training needs.


17.1	ADMINISTRATION

17.1.1	PERFORMANCE EVALUATION PROCESS               

1.  	General:  Performance evaluation serves a variety of purposes, such as: 

	Vary salary adjustments based on determinations of individual performance.
	Encourage excellence in each employees performance by helping to identify strengths that may be built upon and weaknesses that may be corrected.
	Support the human resource planning efforts by providing a more accurate basis for identifying and developing promotable individuals.
	Promotion.
	Career development.
	Special assignment.
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The departments performance appraisal plan has certain key features, 	including:

	Performance factors and goals
	Performance reviews
	Forms and procedures

The appraisal system employed by the department is structured to incorporate measurement definitions, procedures for use of appraisal forms, supervisor/employee responsibilities and supervisor (rater) training.  

Appraisal focuses on the best use of human resources and identification of personnel problems that can be dealt with promptly and fairly for employee job satisfaction.                    

A Performance Appraisal is a most important function, yet it may not be as effective as designed, if supervisors are reluctant to address negative performance and if employees are not receptive to constructive critique.               


2.	Ratings for each period (April - April) must be turned in by the first of the month.  If an employee changes assignment during a period, the employee will receive a joint rating through a combined effort of both supervisors.  
	
	
All appraisals will be documented on forms provided and will be based solely on employee performance during the specific rating period.  The specific period and year of rating will be indicated. 

Each performance appraisal will be prepared and signed by the rating supervisor after reviewing the appraisal with the appropriate Division Commander.  The rated employee will also sign the report to indicate the employee has read it.  Employees may comment on the report in writing in the space provided or on supplemental attachments.  The rater's supervisor will review and initial the report.   A copy of the appraisal will be provided to the employee.                  

Unscheduled appraisals may be requested by respective Division Commanders or the Chief of Police as circumstances dictate.  Specific dates covered by such appraisals will be indicated.       
All entries on the appraisal form shall be type written or printed in black ink. The appraisal report due date shall apply to all employees regardless of anniversary dates.               

3.	Performance Factors and Standards
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A performance factor is an activity or responsibility of an employee of sufficient importance to be identified and defined.  These Core Values are not limited, but are generally of the following:

● Professionalism
● Personal Appearance
● Interpersonal Skills
● Problem Solving
● Work Productivity
● Organization and Results
● Oral Communications
● Written Communications
● Work Quality

4.	Performance Goals

	Performance goals should be objective, meaningful, realistic, and measurable (or observable).  The employee and their supervisor should verbally discuss and set performance goals, which should be based on the individual and department performance.  Performance goals are not limited.  An example of a performance goal could be relating to the level of work output from an employee.

5. 	Performance Levels

	The three performance levels are as follows:

	● Exceeds Expectations-Performance is consistently above requirements. This rating describes the performance which regularly exceeds expectations and demonstrates the willingness to assume additional responsibilities.  This rating may also be used as special recognition for extraordinary performance which has significant impact on the organization.

	● Meets Expectations-Performance is fully acceptable and results achieved.  This rating describes performance which demonstrates the required skills and knowledge for the position and 	sometimes exceeds expectations.

	● Failed to meet-Performance is clearly below the level of accountability.  	This rating describes which has not kept pace with changing requirements, 	successes, which have been occasional, or performance which has been 	deteriorating.  This performance level could be from a new employee.  	Individuals with ratings in this category should either move up in 	performance level or out of the position in a short period of time.



6.	Performance Review and Interview with Supervisor

An employee’s appraisal shall be held annually for the period:

	April 1st to April 1
		

The appropriate appraisal form shall be used to record the appraisal.  The PCPD form executed for the period of April – April will list the employee’s performance factors. These performance factors will be reviewed by the employee and his or her supervisor to discuss their performance.  As a result of this verbal review the employee/supervisor will set goals to achieve.  

7.   	Supervisor Preparation for Appraisal:                    

a.  	A performance appraisal is an essential part of our employee career development program and an essential part of the process whereby supervisor and employee counsel together and determines career objectives, set targets and timing of planned actions to improve performance, etc.                    

b.  	All supervisors are mandated by the Maryland Police Training and Standards Commission to attend Supervisors School.  A part of the course lecture is devoted to the preparation and completion of performance appraisals.  Additionally, prior to the end of each appraisal period, Supervisors will review those Written Directives which may affect the outcome of the appraisal.                    

c.  	Each supervisor will document the employee's performance on a daily basis.  When the supervisor begins the appraisal process, he will refer to this documentation to assist in arriving at a fair and equitable rating.  The documentation will then be attached to the completed performance appraisal form.        

Other supervisors, if appropriate, will also do a worksheet on those employees evaluated and attach the documentation to the completed appraisal form.              

d.  	Every person rated would like to know why a particular rating was assigned and this is often quite difficult for the rating supervisor to explain.  It is very helpful when the rater can cite specific instances of performance, either good or bad, for assigning a specific rating.                 

8.   	Criteria for Appraising:

a.  	The performance appraisal shall be prepared as specified by the Chief of Police.                    

b.  	Each employee shall be appraised by his/her immediate supervisor who is in the position to objectively evaluate the job performance.                         

	1) 	If the employee is on extended leave or unavailable for 	justifiable reasons, the appraisal:                         


a) 	Will be submitted with the notation that the employee was not available to review and acknowledge the appraisal;                              
b)	Will include the reason why the employee was unavailable; and                              

c)  	The appraisal will be made available to the employee upon their return.                    

c.  	A special appraisal may be made at any time during the year for outstanding or unsatisfactory performance of assigned duties.            

11.   	Appraisal Guide for Supervisors/Superiors                    

a.   	The performance appraisal process, when properly controlled and executed by supervisors at all organizational levels, is a means of job enrichment, employee development, and improvement in critical supervisory skills.                         

1)  	The process should encourage open and honest supervisor‑employee communications that contribute to continuous discussion, coaching, training, and improving performance of employees while improving the quality and responsiveness of the work force.                         

2)  	The formal performance appraisal form should reflect the process by summarizing the successes and failures in that supervisor‑employee relationship; it should provide specific examples of performance by recording significant coaching, performance observation, and training efforts, as well as any necessary corrective or disciplinary actions taken.                         

b.   	Supervisors must learn to meet with employees and openly discuss performance deficiencies on a routine, ongoing basis.                         

1)  	Supervisors may be unwilling to address employees about unsatisfactory performance for fear that they will lose the employee's friendship and goodwill.                         


2)  	Supervisors may take corrective action when they observe performance that does not meet satisfactory standards.

c.   	Supervisors should have a clear knowledge and understanding of the job responsibilities of each of their subordinates.                         

1)  	Tasks and standards should be communicated to the employees.                               

a)  	These standards should be thoroughly discussed with each employee.                              

b)  	The use of tasks and standards familiarizes employees with requirements for satisfactory completion of their duties and permits supervisors to accurately evaluate performance of those duties according to how they should be performed and not necessarily the way they are presently being performed.                              

c) 	Standards should be used daily to reinforce supervisory expectations and ensure that employees gear their work efforts towards fulfillment of those expectations.                              
d)  	Standards should generally be structured to express a range of acceptable performance and should not be interpreted so narrowly that they become inflexible to the point that perfection is the only acceptable standard.                              

e)  	Comments in performance appraisals should be keyed to standards established for the job.                         

2)  	Performance standards ensure that mere completion of work assignments, production and job knowledge are not.
	Consideration is also given to:                              

a)  	time‑‑did the employee complete the assignments within the time period specified?                              

b)  	quality‑‑did end products measure up to supervisory expectations?            

c)  	employee career development.                    


d.   	Documentation of performance should be by exception and should contain the following elements.                         

1)  	Date and time that a particular incident or incidents occurred;                         
2)  	The action taken or the behavior exhibited by the employee;                         
3)  	The resulting consequences of that action or behavior on the employee's total work performance and/or the operations of the work unit and department;                         
4)  	The response of the supervisor to the employees action or behavior; and                         
5)  	The employees reaction or response.                    

e.   	Documentation ‑ An important Task                          

1)  	Since no supervisor can recall the exact details surrounding every specific incident of exceptional performance or behavior for even one employee over a long-term period, he or she must record each instance good or bad, when it occurs.  It is a means of ensuring that a performance appraisal or disciplinary actions are valid.                    

f.   	Review and analyzation of "incidents" of employee performance        

                                   1)  	An important planning step is examining the observable "incidents" of employee performance which have been recorded throughout the appraisal period on the employee's Performance Observation Form.  These "incidents" should be evaluated by the supervisor in the following way.                              

a)  	Review all "incidents" from the standpoint of the date of occurrence.  This review is to establish calendar trends and the following possibilities should be kept in mind.                                   
	
	  	Poor performance "incidents" grouped in a short 	period 	may indicate personal or other outside 	reasons for their 	occurrence.                                   


 	Poor performance "incidents" spread throughout the period may indicate that the employee is poorly trained, does not have sufficient experience or background, is not properly motivated or does not understand the job expected of him/her.                                  

 	Poor performance "incidents" at the beginning of the appraisal period and decreasing at the end of becoming good performance "incidents" may show that the employee is improving in job expertise and is progressing well.                                   

 	Good performance "incidents" at the beginning of the period and decreasing at the end or becoming poor performance "incidents" may show that the employee needs assistance and redirection in his/her work effort.                                   

  	Good performance "incidents, either grouped or distributed throughout the appraisal period, may indicate better than expected performance by the employee.                                   

 	No "incidents" or only a few scattered throughout the appraisal period may show generally the expected job is being performed, or the supervisor has not been closely aware of an employee's performance.                    


g.   	Review "incidents" on a responsibility by responsibility basis        
                 
1)  	This review should be more detailed than the date of occurrence review and should provide the supervisor with valuable insight for use in evaluating the performance of each staff member.  The supervisor should look at one responsibility at a time and consider the following:                              

a)  	Only one "incident, either good or poor, recorded for a job responsibility probably is of minor importance for appraisal purposes.  One outstanding performance "incident" or one failure during the rating period may not be a valid reason for commending or criticizing performance levels for a job responsibility;                              

b)  	An accumulation of "incidents, either good or poor, over a period of time will show a pattern of performance.  This is important and should be discussed with the employee;        
                      
c)  	Both good and poor "incidents" may be recorded for one job responsibility.  The number of good and poor "incidents" and the nature of each "incident" reflecting their importance, will determine how they should be weighed in making the appraisal.  

d)  	Job responsibilities having no recorded "incidents" may mean the job responsibility and/or associated performance measures are not applicable to that employee or merely that no "incidents" have been observed;      
                        
e)  	A number of repeat "incidents" under one job responsibility show a potentially serious situation if they are poor performance "incidents.  It may mean that the individual continues to make the same mistakes over and over.  This is especially serious if the situation has been discussed with the employee; and                              


17.1.2	UNSATISFACTORY PERFORMANCE RATING FOR NON-PROBATIONARY EMPLOYEES              

1.   	Any employee whose performance is deemed to be unsatisfactory during the  rating period will be advised by their supervisor concerning the affected area(s). 
                          
2.   	It is incumbent upon supervisors to advise employees as to their level of on-the-job performance of assigned duties, not only when performance appraisals are due, but on a regular, continuous basis as entries are made on the Performance Observation Form   If an employee's performance is deemed to be unsatisfactory, he/she will be advised in writing
                 
a.   	Following the completion of the appraisal, the rater shall conduct a private discussion with the employee with respect to the appraisal report.  This discussion or interview serves to give the rater an opportunity to verbally highlight areas of strength and weakness on the part of the employee and to give specific examples of each.  Coaching and guidance may be provided by the rater concerning the employee's performance and the employee can identify specific personal needs for training or experience.  Questions concerning appraisal criteria may be resolved; position tasks and performance expectations, levels, and objectives for the coming period can be identified and agreed upon.                    


	b.   	Performance ratings are scaled and will be clearly explained in written 	portions of the report or in supplementary material attached thereto.                    

	c.   	Following the rater‑employee discussion the rater will give a copy of the 	appraisal to the employee and will forward the original via the chain of 	command for review and filing.                


17.1.3	CONTESTED APPRAISAL PROCESS               

	1.   	Employee Responsibilities:                    

	a.   	The employee will have an opportunity to discuss each performance 	appraisal with the rating officer.  Positive feedback resulting from this 	discussion may include:                         

           1)     Clearer understanding of individual strengths and weaknesses as                           	perceived by the rater.                         


2)        Understanding of opportunities available to improve areas of strength and reduce areas of weakness.                         

3)  	Mutual agreement as to tasks and levels of performance factors and goals expected for the next performance.                         
4)  	Opportunity to request particular training or experience.                         

5)  	Opportunity to clear up any misunderstandings or to verbalize needs not currently being met by the rater.                    

b.   	The employee will sign each performance appraisal indicating that it has been reviewed.  In addition, the employee may choose to comment in writing, on the form or as an attachment thereto, concerning any part of or the form as a whole.  If the employee believes the report inaccurately evaluates the past period's performance, such comments should be included.  Such comments will be reviewed by the reviewer and their written comments included with the performance appraisal with copies provided to each party involved.                    

2.	Employees who feel they have been subjected to unfair applications of the appraisal process may file a grievance in compliance with the City of Pocomoke Employee Handbook.



17.1.4	RETENTION OF APPRAISAL REPORTS               

Performance appraisals will be filed permanently as part of the rating process.


17.1.5	RATERS ARE EVALUATED BY THEIR SUPERVISORS REGARDING THE QUALITY OF RATINGS GIVEN EMPLOYEES               

1.   	Division Commanders shall review all appraisals completed on employees under their command and forward to the Captain..  The Chief of Police will be advised of all below average appraisals and a proposed course of action to improve the employee's performance.         

2.   	Reviewers will:                         


a.  	Be concerned with the fairness and impartiality of ratings, uniformity, and utility and usefulness of the ratings in terms of providing the employee with needed guidance and counseling so as to cause improved work performance.                     
b.	Review and initial completed signed performance appraisals, adding written comments concerning any contested appraisals.  In contested appraisals, a conference which includes reviewer, rater, and employee may be beneficial to all.                         

c.  	Reviewers will consider the quality of ratings given by the rater when the rater is judged.


17.1.6      PERSONNEL EARLY WARNING SYSTEM (PEWS)	

Policy			

It is the policy of the Pocomoke City Police Department to establish and maintain a system for tracking and reviewing incidents of potential risk to the public, the department, and/or involved employees. The Personnel Early Warning System shall be used to identify and assess employee performance and provide intervention where appropriate.

Purpose

A. The PEWS is a resource to assist in identifying employees who show symptoms of job stress or other performance related problems including health, marital, family, financial, substance abuse, emotional/stress, etc. The purpose of the PEWS is to ensure that the Pocomoke City Police Department is not faced with a serious case of misconduct that could have been abated through earlier intervention. The PCPD is concerned about the well-being of all employees in the organization. 

B. The intent of the PEWS is to pro-actively provide all employees with the assistance and training necessary to perform their assigned duties in an effective and efficient manner.

C. Each incident is reviewed at the time of occurrence by a supervisor and the chain-of-command. These incidents may appear acceptable by themselves, but a pattern of less than optimal job performance may be developing that is more difficult to identify. Several indicators detailed in this program will allow supervisors to examine the totality of each individuals actions and make a more accurate assessment of the employees well-being.

II. Procedures

A. Negative changes in behavior are often preceded by warning signs, such as:

1. Personality or attitude changes;
2. Chemical dependency;
3. Declining performances;
4. Energy changes;
5. Extreme disorganization;
6. Personal appearance change; 
7. Known family or social problem;
8. Verbal threats and/or threatening actions;
9. Use of excessive sick leave;
10. Citizen complaints;
11. Use of force incidents; and
12. Workers compensation claims.

B. If an employee exhibits three or more of the above or similar types of behavior in a twelve month period (April - April), the employees supervisor shall record such findings on the performance observation form(s)(these observations should also be noted on the annual Performance Appraisal form PCPD 150 and shall recommend the employee receive intervention efforts such as counseling with a supervisor of their choice or with the departments psychologist. The recommendation(s) will be forwarded to the appropriate Lieutenant as appropriate.

C. If it is determined that an employee is charged because his/her work performance is adversely affected due to a problem in report writing, comprehension of the departments written directives, etc. the employees supervisor will personally help or recommend participation in the appropriate class. The employee and their supervisor will confer with the Patrol Lieutenant and the remedial action will be resolved. Generally, similar resolutions as the above shall apply to other lesser infractions such as lateness, minor discourtesy, etc. If lesser infractions develop into a trend rather than an isolated incident(s), the employees supervisor shall recommend counseling and this along with the Performance Observation form, PCPD 123, to the appropriate Lieutenant. Any positive or negative interactions between superiors and subordinates will also be documented on the Job Observation Record, PCPD 150a,  that each supervisor will complete during this annual period. This record requires acknowledgement of the supervisor and the employee.


Upon receipt of the Performance Observation Form(s), the Patrol Lieutenant shall promptly review the current patterns of collected material with the previously collected material concerning the employees work history. The employees personnel record shall be reviewed in an effort to determine if there are any mitigating or aggravating circumstances. The review will consist of the following:

1.	Past Performance Observation Forms and Appraisals
2.	Awards and number of complimentary letters
3.	Citizen complaints
4.	Use of excessive sick leave
5.	Workers compensation claims
6.	Internal Affairs
7.	Disciplinary history

Upon conclusion of the Patrol Lieutenants review, he/she will make recommendations as deemed appropriate. Whatever the Patrol Lieutenants recommendations, it will be documented on a Performance Observation Form, PCPD 123, and forwarded to the Captain, who will then review and forward to the Chief of Police along with any other Performance Observation Forms and Performance Appraisal Forms.

Upon review of the documented material, the Chief of Police shall confer with the Captain. If the Chief concurs with the recommendation, the Captain shall schedule an immediate appointment with the psychologist and advise the employee that he/she is ordered for psychological counseling. The privilege of confidentiality will not apply to information which impacts the employeess ability to perform the duties and functions of their job. Other personal information will remain confidential. The function of counseling is to protect and support the officer. It is deemed to be a benefit, and an opportunity for change and progress, not a disciplinary action.

D. [bookmark: _GoBack]If it is deemed that an employee is still exhibiting difficulties after counseling with the psychologist, he/she may be ordered to undergo a fitness for duty evaluation. Employees waive their privilege of confidentiality for all information obtained during the fitness for duty evaluation. 
E. Critical incident debriefings (e.g., hostage/barricade/shootings, etc.) by the departments psychologist will be ordered by the Chief of Police as needed.


F. All employees are encouraged to help fellow employees believed to be experiencing a problem by documenting their concern in memorandum form to the Chief of Police via the chain of command; an employee may also voice his/her concern confidentially to the Chief of Police. Such communication is viewed to be supportive and protective, and not as a chastisement of the fellow employee.

G. Annually, the Captain shall make an evaluation of the system. The report will be sent to the Chief of Police and shall contain at a minimum:

1. Total number of employees who received professional assistance from the departmental psychologist;

2. Evaluate degree of progress and the effectiveness of the system; and

3. If believed necessary, recommend modification or adjustment to the system.
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