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ABSTRACT

This study seeks to formulate a recommendation for the improvement of the
Royal Thai Navy Officer Performance Evaluation System. The research methodology
includes the following three comporients: (1) a stidy of pertinent performance
evaluation literature, (2) a study of U. S. military evaluation systems, and (3) an
analysis of the questionnaire survey regarding the present Royal Thai Navy Officer
Performance Evaluation System.

After assimilating and categorizing relevant information, it is concluded that the
Royal Thai Navy Officer Performance Evaluation System must be modified to more
accurately and effectively document officer performance.

Specific recommendations are offered to bring about the necessary changes.
These include a proposed RTN Officer Performance Evaluation form and a feedback
to the evaluated officer. Finally, based on the research results, an alternative for
modifying the evaluation format is suggested to increase the efficiency and
effectiveness of the current system. It is hoped that this study will set forth ideas to

improve the performance evaluaticn of Royal Thai naval officers in the future.
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L INTRODUCTION

A. THESIS CONCEPT

A military force is only as good as its people. A force with dedicated, competent
members has the potential for success in combat. A force whose members lack
dedication and competence is unlikely to succeed under the strains of war. The central
concem is that presently there is no system in place to determine what is good so that
it can be nurtured and built upon, and to determine what is unsatisfactory so that it can
be corrected.

The Royal Thai Navy (RTN), as an integral part of the Royal Thai Armed
Forces, has a multifsced mission to sccomplish. The Royal Act of the Ministry of
Defense Organization of 1960 broadly defines the function of the RTN as follows:
"The Navy is responsible for the preparation of naval forces and the defense of the
kingdom" [Ref. 1:p. 1]. According to this function and military policies of higher
commands, the RTN specifies its major missions as follows:

1. To organize, train, and equip naval forces (also including naval

air wing and marine forces) in ordes to be ready for naval, land,
and air operations during emergency and wartime periods.

2. To control the sea at a particular ares of operations and on
specific time whenever the need arises.

3. To secure the sea lines of communications in the Gulf of
Thailand.

4. To protect the coastal waters of Thailand and maintain the
kingdom's sovercignty within its territorial waters.

e i o, s
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5. To guard national interests on the continental shelves and high
seas in accordance with intemational laws, tresties, and agreement.

6. To enforce laws at ses.

7. To keep participate in defensive and counter offensive operations
with allied forces in order to defeat the enemy aggression.

8. To keep the naval power in balance with Southeast Asian
countries.

An intrinsic part of assuring that capable men are fulfilling these missions is the
RTN Officer Performance Evaluation System. The heart of this system is Navy Form
2-85, "RTN Officer Performance Evaluation Report, (RTNOPER)" 'ne Navy
impiements the policy of the Supreme Command by managing the naval forces in the
defense and security of Thailand from potential threats. The Navy should also be able
to take an active role in successful nationa! development.

Thailand is a developing country which needs an effective utilization of
technologies to manage its existing resources and to develop its own organization. A
new management orientation of navul officers in every job level is necessary if the
Navy is to allocate its limited resources efficiently and effectively. Even in the era of
modemn and complicated weapon systems, attention to the technical side of the job is
not enough. The human element remains vitally important, since the ultimate success
in military actions lies with people. The most sophisticated weapon systems cannot
operate without human intervention.

Although Thailand has had relatively small naval components throughout much
of its long history, the development of a modem navy capable of catrying out combat
missions dates from the period after World War II. Since then, the size and efficiency
of the RTN have increased steadily.
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Today, the RTN plans to modemize its naval forces. Many new ships equipped
with modemn oquipment and wespon systomus will replace obsolets ships. The
increasing technical nature of the Navy requires greater need for technically skilled
persormel. The Navy must provide sufficient qualified persomnel to man highly
technical equipment and weapon systems.

The resaarcher has worked in various positions aboard RTN ships and has been
actively involved in using the current performance evaluation system for subordinates.
In general, each commanding officer judges each individual on recorded information,
demonstrated performance, and behavior. Taking all aspects of performance into
account, the commanding officer uses his opinion to decide who is "the best." There
are nc standard guidelines for evaluating subordinates. Consequently, documented
performance compariscns may be inequitable and in the end unfair. This study
examines the current evaluation procedure and suggests ways to improve the evaluation
of Royal Thai naval officers,

B. OBJECTIVES

The objectives of this thesis are: (1) to review the development of the
performance evaluation in the RTN and in the U. S. military services, (2) to examine
the present method of evaluation in the RTN, (3) to identify, through an empirical
study, primary criteria by which naval officers are evaluated, and analyze the system
by determining whether or not the naval officer evaluation form provides the necessary
information required to support the promotion and selectior process in the RTN.




C. SCOPE y'
To accomgplish the objectives, research has been dirocted into the following areas: '
1. A study of pertinent performance evalustion literature. . .
2. A review of the RTN evalustion systern and that of the U. S. military

(including the Navy, Marine Corps, Ammy, Air Force and Coast Guard).
3. An snalysis of the questionnaire concerning the current RTN officer

performance evaluation system.
4. A study of deficiencies of the cutrent system based upon a litsrature review

and analysis,
5. Recommendations and/or itupiications based upon the foregoing study.
In particular, the study highlights whether the evaluation system best serves the

needs and future leadership requirements of the Navy, By using the strengths and

weaknesses of the U. S. military evaluation system as a model, this research

investigates the need to further develop or modify the RTN evaluation system to better

serve the needs of the military member and the system as a whole.
In conclusion, this thesis makes specific recommendations conceming the RTN

officer performance evaluation system. These recommendations are based on the

results of the above studies and questionnaire results.

DP. METHODOLOGY
The pressnt format of the officer evaluation system of the U. S. military will be '

examined and compared with the RTN system. The researcher has drawn upon

management theories studiod at the Naval Postgraduate School and practical theories | -. )

relating to personnel management and performance evaluation.
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The rasearch method includes a description and analysis of information from
textbooks, joumnals, related papers, and questionnaires.

For questionnaires, 325 officers above the rank of lieutenant junior grade were
randomly selected from numerous officer achools in the RTN Advanced Education
Institute.

E. ORGANIZATION

Chapier II is designed to give the reader an overall picture of a performance
evaluation--specifically, the methods, criterion, process, methods, executive qualities and
uniqueness of military evaluation. In Chapter III, the current RTN and U. S. military
officer evaluation systems are outlined and discussed to identify the significant
characteristics of each. Chapter IV analyzes the questionnaire survey of the RTN
Officer Evaluation System performed by the Naval Command College. Chapter V
discusses the deficiencies of the current RTN system. Recommendations to improve

the current system and final conclusions are presented in Chapter VI.

F. BENEFITS OF STUDY

Although the evaluation form has changed many times since 1947, few changes,
if any, have been made which would relate items to the evaluation of specific tasks an
individual is required to perform,

Since the Navy Form 2-85 is the sole evaluation instrument used for promotion
selection of those best qualified for positions of higher responsibility and leadership,
its value and credibility is critical. It is hoped that this study will set forth ideas to
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improve the performence evaluation of the RTN officer, and produce a more reliable
method of measuring individual perfoemance.
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IO. CONVENTIONAL APPROACH TO PERFORMANCE EVALUATION

A. BACKGROUD OF PERFORMANCE EVALUATION

Performance evalustion is frequently used in organizations as a basis for
administrative decisions such as employee promotion, transfer, and allocation of
financial reward; employee development, including identification of training needs and
performance feedback; and personnel research [Ref. 2:pp. 375-387]. A problem that
diminishes the utility of evaiuation is the secemingly impossible task of obtaining
accurate evaluation of employee job behavior, a difficulty most often attributed to
fauits in the rating format used, deficiencies in evaluation content, evaluator resistance
to judging others, and the implications of the specific purpose of evaluation for the
evaluator and the evaluatee [Ref. 3:pp. 251-263).

"The evaluation of individual performance is a fundamental ect, the origin of
which is shrouded in the mists of antiquity.” [Ref. 4:pp.109-114] Since the beginning
of time men have been evaluating one another, and their evaluations have encompassed
many personal factors which have been used in a variety of different circumstances
with differerit purposcs in mind [Ref. 5:pp. 512-514]). Bvaluation is the measurement
by any of a variety of methods of what a man does. Long before the tremendously
large business enterprises of today were in existence, men watched other men and
evaluated their behavior against their own personal goals and standards [Ref. 4:p. 109].
It is only natural for people to evaluate each other daily and to measure the

performance of others and compare their performance against those they admire most.




Persons in daily contact with one another cannot help judging others and reacting to
their judgments. It is management's objective to make these evaluations fair,
systematic, and useful. Since this is so, managers should have a geod understanding
of what evaluation is, how accurate it can be, and what they can realistically expect
from the evaiustions they make [Ref. 6:p. 15].

Through the years some form of evaluation system has been used to evaluate the
sbilities and the performance of officers in the Navy. This system was based upon
word-of-mouth reputations passed betwe~n commanding officers to our present well-
defined method of annual written performance documentations of all officers. A formal
system of evaluation appears to have begun in the Navy 1947,

There can be no doubt that in an organization such as the RTN, an evaluation
system of some kind is mandatory. The Navy iz a continually changing organization;
personnel are on the move attending to schools, being promoted, being sent on special
assignments, and leaving the service due to separation or retiternent for civilian life.
To select the best personnel for Navy life and for all of its many programs requires
a vast smount of effort. Without an evaluation system, the task would not be possible.

In genersl, purposes of the performance evaluation system are:

(a) To promote the most qualified officers to the highest levels of
responsibility,

(b) To pemmit the commanding officer to positively influence
advancement opportunities of outstanding individuals.

(c) To select personnel for advancement, awards for personal
excellence and conduct, assignment to special duties, and for
special training programs By various selection boards which
review officer records. [Ref, 7:p. 10]

e maizs.- S Ted s
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. However, the evaluation system is used for many more purposes than those listed
above. Most notably, it is used to determine those who will be promoted in the Navy.
Evaluation is conducted for certain benefits in addition to the principal objective

of obtsining irformation upon which to base promotions and assignments. It is a
method of training subordinates and instills a sense of respomsibility in them. It
stimulates interest in management development by both the evaluator and the evaluatee.
The evaluator will find that it sharpens his control over his own activities. The system
clearly delineates responsibility for results. The evaluator gains perspective in sizing
up and comparing his subordinates and is given an opportunity to demonstrate, via the
review process, his own executive ability. It is & time-consuming but necessary and
worthwhile task. The organizction as a whole benefits from the identification of the
best qualified leaders. The evaluatee mnd the evaluator benefit from the secondary

effects.

B. OBJECTIVE OF EVAI UATION

The inajority of performsnce evaluation systems in use today have stated or
implied objectives of justifying wage and selary actions, validating selection and
promotion procedures, setiing goals, detennining training needs, providing a historical
background to aid in the justification of personnel actions, and providing either positive
or negaﬁve feedback concerning performance.

According to Cummings and Schwab [Ref. 8:pp. 4-7], performance evaluation
is differentinted on the busis of whether the purpose of evaluation is to evaluate past
performance or to develop future performance. The evaluative or judgmental role of

performance evaluations focuses on past activities for the purpose of making
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' adininistiative decisions such a$ proraotion, selection, placement, demotions, transfer,

and terminations. On the other hand, developmental evaluation focuses oh improving
performance and the potential for performance by identifying areas for growth and
personal developmient. Figure 2.1 shows the major differences betwcen the evaluation

role and the developmental role.

Evaluative Role Davelopmantal Roly
al 9f Apprajgel
Focus On past performance On improvement in
future performance
Objective Improve performarite Inprove performance
by more effective par- through self-learn-
sonnsl and raward ing and growth
administration
Me thod Variety of rating and Serles of develop-
ranking ' procedures wental steps as re~-

fleoted, for example,
in management by

objectives.
Role of To judge, to evaluste To counsel, help,
Superior or guids
Role of Passive or reactive, Aoctive Involvement
Subordinate frequently to defend in learning

hinself/herself

Figure 2.1 The Evaluation Role and Developmental Role.
Source: Comming and Schwabs, 1973,

Within the context of Figure 2.1, it is becoming increasingly apparent that,

depending upon the individual being rated, either the developmental or evaluative role

may be of greatest benefit to both the organization and the individual.
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Evaluation msy vary from simple notes to a formal program. Likewise, the

frequency of reporting may vary. But within a large organization it is generally

rocognized that there should a periodic planned system of some kind for recording
performance results. [Ref. 9:p. 17)

In conclusion, because of multi-purpose performance evaluations in the military,
the function of a performince evaluation is to provide which focuses on the
improvement of evaluatees, with written evaluatioa and oral counseling, us the guide
for the individual's future goal setting.

C. CRITERIA OF AN EFFECTIVE PERFORMANCE EVALUATION SYSTEM
Criteria are standards for measuring how much the evaluatee achieved given
objectives during the period of evaluation. This is very helpful in terms of promotion,
selection, placement, and performance documentation. It is used to predict a
relationship between a test instrument such as performance evaluation forms and the
evaluatee’s actual work performance [Ref. 10:p. 102). The work performance "score™”
of the individual can be obtsined by using & performance evaluation process. A
performance evaluation process includes various imperfections such as bias, an
incomplete evaluation system, and the misuse of the forms as they were designed or
intended. Therefore, a major goal of the performance evaluation is to reduce these
imperfections. The criteria are reliability, validity, and accuracy.
1. Common Rating Errors in Performance Evaluation
All systems have one or more common evaluation errors. Frrors occur when
a person allows conscious or unconscious prejudice, emotion, or subjective opiniqn to

enter into the evaluation process. The evaluators may unknowingly commit errors in
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judgment. Bven if the systém is well designed, problems or errors can arise if the
- ovalustors (usually supervisors) are not cooperative and well trained. Evaluators may
not be comfortable with the process of evalustion, or what Douglas McGregor called
"playing God" [Ref. 1l:pp. 89-94). Often this is bocause they have not been
adequately trained or they have not participated in the design of the program. These
etrors are generslly due to evaluator biss and misperception; and they can be placed
in eight categories, as described below.
a. Central Tendency Errors

Central tendency is rating error in the form of distortion. The evaluator
fails to discriminate between superior and inferior employees. Central tendency error
refers to the rates’s unwillingness to assign extremely high or extremely low ratings.
Central tendency works to provide a rating of averages around the midpoint for all
qualities. As Mcfarland point out "this usually occurs as a result of the evaluator’s
lack of knowledge of the evaluatees he is rating, or from haste, indifference, or
carelessness” [Ref. 12:p. 329]. The rating resuits with central tendency are actually
worthless because the ratings fail to discriminate among the evaluatees. One way to
minimize this error is by clearly explaining the meaning of the various factors [Ref.
10:pp. 317-318;.

b. Leniency and Severity Errors

Leniency and severity are other widespread rating errors. Leniency
occurs when the rater evaluates the cvaluatee’s performance higher than his actual
level of performsnce; while severity occurs when the rater evaluates the evaluatee’s

performance lower than his actual level of performance. Leniency errors occur for

12




many reagons, including the desire to avoid antagonizing subordinmtes, the desire to
support wage increase requests, the desire to avoid reflection on themselves, or because
the employee is older, has long service or a superior wants to avoid unpleasant
feedback and the posgsible criticisms that may result from low evaluation [Ref. 13:p.
208]. The evalumtor may think that ke motivates his subosrdinates or earns their loyalty
by giving them high performance marks. These errors usuaily occur because the
evaluator has applied personal standards derived from his or her own personality or
previous experience. [Ref. 12:p. 313]
¢. Helo Errors

Halo errors are evaluations (good or bad) baged on the evaluator’s
general feeling sbout an svaluatee. Thus, the evaluator generally has a favorable or
urifavorable attitude toward the evaluatee that permeates all evaluations of this person.
This occurs when one or two good or bad characteristics of the evaluatee influence on
the evaluator's judgment of the overall performance. The error also ogcurs by the
group or team to which the evaluatee belongs. If the group or team, for example,
gives the evaluator a good impression, this may bias the evaluation of the team
members [Ref. 14:pp, 452-468). In general, halo is considered to be the most serious
and pervasive of all rating errors [Ref. 15:pp. 218-244].

d. Spillover Effect

'This effect occurs when past perforrance rating results influence current
ratings unfairly [Ref. 16:p. 13]. Past performance rating (good or bad) results in a
similar rating for the current period, although the demonstrated behavior does not
deserve the rating (good or bad).

13




¢. Racency Effect
“The recency of good or bad performance near the time of rating can
1lso influence the evaluator’s judgments by cancelling out a previously established good
¢ bad history through the whole evaluation period (Ref. 12:p. 328].
J.  Proximity Ervory
Proximity error, also known as order-effect, is the effect of responses
to previous evaluation items on subsequent responses. The error is generally evidenced
by sputiously high correlations for items (nat :ve sdjacent on a scale. For example,
if a officer received a favorable rating on ome item of a summated scale, the
favorability "set” may carry over to the next item on the scale. Similardy, an
unfavorable "set" can be fostered as well. These results continue to occur even though
different rating procedures and different kinds of rating techniques are adopted.
Therefore, three ways to avold these errors are (1) all evaluatees must be evaluated for
one evaluation item, (2) similar iterns must be separately placed far enough apart, and
(3) clear distinctions should be drawn among similar traits [Ref, 17:p. 177].
g. Logical Errors
These occur when evaluators conduct similar rati.gs on traits that
logicaily appear related. For example, if an evaluatee is quite diligent, his productivity
may also be highly rated because of his diligence. Therefore, ". . . halo results from
an apparent coherence of qualities in the same individual; logical errors result from an
spparent logical coherence of varous traits, imespective of individuals . . . ." [Ref.
10:p. 318). To avoid this, the evaluator can evaluate all evaluatees for one item, and

then for the next item, and so on.

14




k. Similarity and Contrast Ervors
These occur when an evaluator evaluates his subordinates based upon
the evaluator himself. Therefre, "same a3 me" may cause giving the evaluatee a
rating higher than deserved (leniency) because the evaluatee has qualities similar to
those of tite evaluator and "different from me" meay cause giving the evalustee a rating
lower than deserved (scverity) becsuse the evalustee has qualities dissimilar to the
evaluator (Ref, 16:p. 13].
2. Reliability

Reliability refers to a consistency or stability measure. A measure should
yield the same estimate on repeated use. While that estimate can be inaccurate, a
reliable measure will always be consistent [Ref. 18:pp. 121-122]. ‘Three major types
of reliability must be measured by (a) test-retest reliability, (b) equivalent-form
reliability, and (c) internal conaistency reliability, Test-retest reliability is achieved
when the same test is taken by the same person through one form at two different
times. Equivalent-form reliability is measured by correlating two alternative forms of
the same test where the two forms are equivalent measures of the same concept.
Intemal consistency reliability is a statistical test in which a population is split into two
equivalent parts and taken to the same person for scoring; then, the results are
correlated.

3. The Validity of Evaluation Information

Validity refers to accuracy and precision. Validity is the degree of accuracy

of an inference made about a direct miationship between a particular outcome of a

testing device and the demonstrated performance of the individual being tested [Ref.

15
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16:p. 347]. A reliable test (consistent) may not be valid, but a valid test is usually
relisbie (consistert). For instance, an evaluator and a senior evaluator can make the
same decisions on a subordinate, but they may not all be correct. The validity of an
evaluation is generally discussed in terms of one or more of the following types: ()
construct, (b) comsent, (c) criterion-related, (d) incremental, (¢) convergent and
discriminant, end (f) synthetic.

Construct validity is the most theoretical and complex. It deals with
measurement of abstract varisbles such as thought process intelligence, motivation and
anxiety [Ref. 18:pp. 126-127). Content validity involves the degree to which a
predictor covers a rcpresentative sample of behavior being assessed. It provides a
measure of the relationship between evaluation items on s performance evaluation
form and the actual performance of the evaluatee. Face validity is a form of content
validity. It is the observed similarity between the content of the predictor of
performance and actual job content. If a test is content valid, it should appear to be
actually job related. However, content validity is sometimes not covered by
appearance. For example, when an evaluator evaluates a rated officer’s patriotism in
the officer performance ¢valuation, each evaluation factor may not appear to Ihave
precise validity. But if the evaluator chooses one among those factors, it may have
content validity, [Ref. 16:pp. 347-348])

There are two kinds of criteria-related validity: concurrent and predictive.
Concurrent validity is the relationship between different measures obtuined at the same
time [Ref. 19:p. 17). For example, suppose a test for a naval officer has been
developed, and the Navy wants to determine the validity of the test. In a concurment
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validation study, the test would be administered to a group of officers, and then soon
afver, performance evaluation scores on this ssne group of officers would be obteined.
If those officers who received high test scores also received high performance
evalustion ratings and those who received low test scores likewise obtained low
performance evaluation ratings, the result would be & high positive cosrelation between
the two sets of scores. The inference could therefore be made that the test sppears to
predict the performance of officers fairly well; that is, it is valid. Predictive validity
is a "future status” statigtion] correlation betwoen predictor faciors and subsequent
criteria indicators of performance [Ref. 16:pp. 348-349]). Scores on the predictor are
obtained at one time, and at a later date, criterion measures are obtained. For example,
an evaluator evaluates an officer as promotable; the officer receives a promotion and
does well on the job. This may be an indicator that the cvalustion instrument has
predictive validity. In this case, performance evaluation has been used as a selection
device. In the example given earlier conceming the naval officer test, the study could
have involved predictive validity, In this case, the test would have been administered
to the officers at one time, and then at a later date, the performance evaluation ratings
would be obtained and the correlation between the two sets of scores determined. In
this example, past performance evaluation ratings also could have been used as
predictors of futu.e success, and their validity would be determined by their correlation
with the future evaluation rating on the new officer’s duty.
Incremental validity refers to the ability to measure somewhat better than
other tools already available. A new test or procedure would probably need
incremental validity before researchers would adopt it over some method already in use.
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As Landy snd Farr writes "Convergent validity is shown when two or more
methodologically distinct messures of the same trait are significantly correlated with
each other." [Ref. 19:p. 21] Discriminent validity is defined ss the degree to which
scores on one measure of a constiuct are not related to measures of other constructs
[Ref. 17:p. 162]. Synthetic validity is relevant when developing teats to measure job
akills.
4. Accaracy of Evaluation System

Acouracy is concerned not only with consistency of measurement (reliability)
and with the construct being measured (validity) but also with the sbsolute level of
performance [Ref, 19:p. 23). Accuracy implies both relisbility and validity, but the
reverse is not necessarily true. If the evaluation system acourately and precisely
measures the "true” state of a given phenomenon, it would be the bost altemative tool
in the performance evaluation, However, accuracy and preciseness in the performance
evaluation system concem the statistical characteristics of evaluation in the actual work
performance. [Ref. 20:p. 68]

In Figure 2.2 these evaluations are not accurate because, although the proper
order of the evaluatee's performance is correct (valid and reliable), rate A’s evaluations
are too low and rate B's evalustions are too high in reference to the level of each

evaluatee's actual performance.
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Figure 2.2 Valid But Inaccurate Perfonnance Evaluation.
Source: Sink, D.S., 1985,

The reason why accuracy is quite important is that inaccuracy may seriously
affect the cutting score to be used in the purpose of performance evaluation such as
promotion, placement, and so on.

5. Feedback

One of the most frequently cited purposes of performance evaluation is to
foster improvement in performance through feedback.  Numerous writers of
performance appraisals maintain that the use of more behaviorally specific formats will
result in better feedback and ultimately in better performance than will the use of other
tating formats. [Ref. 17:p. 197] Bemadin and Beatty believe improvement is best
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fostered by specific verbal feedback provided by a supervisor or other ~valuator as
close in dme to the exhibited behavior a3 postible, and followed by suggestions on
how fuwire perfoanence can be improved.

Experts agree that foodbeck is the single, most important means for changing
behavior. Typically, feodback iets & person kaow where he or she stands in relation
to some goal ot standard, and i3 most effective when it ia delivered openly and
honestly in a constructive ateempt to improve performance. Feedback as a process can
range from immediare "pats on the back" for a job well done to a more formal and
planned session.

Feedback has two functions, It serves both as a source of information and
motiration.

1. As a source of infoxination. Feedback provides information about the
outcomes of behavior. Given a specific goal, or standard, a performer with feedback
har a direction for insprovement. Without faedback, the performer has no way of
knowing if his or her performance is adequate or what has to be done to improve it.

2. As a source of motivation, Ofticers who know how they are doing try
harder and persist longer at tacks than officers who do not. In contrast, officers who
receive little or no feedback lack of the infornation they neea to ~valuate their
perfoimance.

Figures 2.3 and 2.4 show a sample of the performance feedback worksheet
which is cumvently in use in the U.S. Air Force.

Iigen, Fisher, and Taylor presented a model of the feedback process and
concluded that the perception of feedback depends on three faciors; the characteristics
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of the source of the feedback, the characteristics of the object of the feedback, and
the feedback itself [Ref. 21:pp.349-371].

6.  Accepiabliiity

The success of any performance evaluation system depends as much on the
attitudes of those that participate in the system as on the technical soundness of the

system itself. User acceptance and joint collaboration in developing evaluation systems,
is vital. [Ref. 22:p. 406]

For an evaluation system to be effective, it must have the support of the
people who are judged by the system. Obviously, a performance evaluation system
must be acceptable to the evaluator, the evalustee, the organization, and society in
general.

There are thrse factors which influence the evaluated person's acceptance of
the performance evaluation process. First, is validity. The evaluatee must perceive it
to be a valid measure of job performance. Second, is the evaluatee’s participation.
The more that they are allowed to give opinions during the evaluation, the higher
satisfied they will be with the system. [Ref. 23:pp. 544-549] Third, is feedback. The
degree of positive feedback that an evaluated person receives from the evaluator during
the observation period has an influence on the evaluatee’s acceptance of the evaluation
process and satisfaction with the evaluator. [Ref. 24:pp. 163-168]

For an evaluation system to be acceptable to everyone, it should include some
fonn of an appeal process that allows grievances to be faitly adjudicated. Since an
evaluation system serves a variety of purposes, the evaluatee sees due process as an

additional sign of faimess, which suppresses both conscious biases and careless
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-yeporting on the part of the evaluator. The knowledge that an evaluation is going to

be reviewed both from the orgxnizationsl and the evalustee’s standpoint should increase
the perceived probability that an inaccurate report will be detected and corrected. [Ref.
25:pp. 425-477]

D. THE ACCURACY OF THE EVALUATING PROCESS

An individual’s job or goal to be achieved is performed based upon his own
ability and motivation. Therefore, the accuracy of evaluation feedback in a
performance evaluation may affect the evaluatee’s future motivation which, in tum,
affects his job performance. [Ref. 26: pp. 635-640]. Figure 2.4 shows a process of
the performance evaluation.

In Figure 2.4, determinants of evaluator motivation are perceived consequences
of appraisal, perceived adequacy of instrument used, purpose of appraisal, organizational
policies and procedure, appraisal format, and rating standards. Evaluator motivation is
possible when the evaluator is motivated to make accurate judgments about the
evaluatee. Rating result feedback affects the performance evaluation accuracy of the

evaluator.
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Figure 2.4 Performance Evaluation Process

Source; DeCotiss, T.A., and Pettit, A., 1978,

Evaluator ability is a technique in which a evaluator judges an evaluatee.
Evaluator training, characteristics, opportunity (o observe an evaluatee’s job behavior,
organizational policies, job characteristics, and the appropriate rating standards affect
the evaluator's ability to assign accurate evaluations. For instance, an evaluator who
takes _vemter care in observing an evaluatee and is well trained in performance

evaluations may be better equipped to assign accurate performance ratings.

25

4




Rating standards are a function of organizational policies and procedures, rating
format, and the evaluatee’s petsonal and job characteristics. Rating format includes not
only instrumentstion but rating content. Gender, race, personal background, and
oducation are personal characteristics. The more consistericy between the evaluatee’s
job context and rating standards, the higher the accuracy of the rating.

Rawer training can reduce common psychometric errors such as halo effect and
leniency [Ref. 27:pp. 60-66). Rater truining is particulardy effective when training is
extensive and allows for rater practice [Ref. 28:pp. 72-107). The effect of rater training
on the accuracy or validity of performance evaluations has not received much research.
Available results are mixed. Borman [Ref. 29:pp. 410-421] found that rater training
produced no difference in the accuracy of the evaluation. Pulakos [Ref. 30:pp. 581-
588] found that by instructing evaluators on the meaning of performance dimensions
and on the types of behaviors which are appropriate within performance dimensions,
evaluation accuracy can in fact be improved.

The accuracy of a performance evaluation is possible when the evaluation works
systematically as an entire process. An evaluator affects the results critically because
he is an evaluator as well as an evaluatee and has more impact through the

implementation of top meanagement policies.

E. EVALUATION METHODS

1. Background
Early performance evaluation systems were designed mainly for
administrative purposes to help management decide who to promote, transfer, fire or
give a mise. During the 19205 and 1930s they tended to focus on the rating of
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subjective characteristics that were thought to be associsted with successful
performance. The approsch consisted of brief descriptions or word checkiists from
which the evalustor selected adjectives that he thought were appropriate to the
individual being rated.

This trait approach is now being replaced by a series of complex techniques
that have been designed to describe behavior and measure achievement within the
corporate setting.

2, Performance Evaluation Methods

Designing an evaluation syscem must include considering the evaluation
method for the purpose of the evaluation, ease of use, and validity of the system based
on traditional background. According to Milkovich and Boudreau, there are four
categories of performance evaluation:

(1) Rating, in which zssessors evaluete employees on separate characteristics, (2)
Ranking, in which supervisors compare employees to each other, (3) Critical
Incidents, in which assessors log statements that describe a mnge of actual job
behaviors and evaluate whether they constitute effective or ineffective behavior,
and (4) Other methods in which the criteria for evaluation may vary, such as
management by objectives (MBO), [Ref. 13:p. 193]

The general characteristics of these methods are discussed below.
a. Ratings
(1) Graphic Rating Scale. 'This is the most widely used performance
evaluation method, Individuals are rated on a number of traits or factors, The
evaluator judges "how much” of each factor the individual has. Usually performance
is judged on a 5-or-7-point scale, and the number of factors ranges between five and
twenty [Ref. 18:p. 31]. The more cornmmon dimensions rated are; quantity of work,
quality of work, practical judgement, job knowledge, cooperation, and motivation. The
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graphic scales are usually supplemented with a series of adjectives or short statements
describiing the factor [Ref. 31:p. 18]. This method may not yield the depth of narrative
cssays or oritical incidents, but it (1) is less time consuming to develop and
administer, (2) pemits quantitative results to be determined, (3) forces the evaluator
to consider several ditnensions of performance, and (4) is standardized and , therefore,
comparable amcng individuals. On the other hand, a graphic rating scale gives
maximum control to the evalustor [Ref. 22:p. 418]. The disadvantages are difficulties
in constructing and choosing the rating items, Also, each rating item can be affected
by halo error, leniency, or central tendency. According to Oberg, for many purposes
there is no need to use anything more complicated than a graphic scale supplemented
by a few cssay questions. [Ref. 32:pp.61-67)

(2) Checklists. ‘This is the simplest form of a set of adjectives or
descriptive statemments. Evaluators evaluate the evaluatee's performance. by checking
off observed behaviors, but if not observed, it is left blank. The values for all
behaviors checked off are added to yield rating scores [Ref. 33:pp. 306-307]. A rating
score is totally weighted and these weights are unknown to the evaluator. The method
gives information that can be used in counseling personnel on how to improve their
performance. The most difficult aspect of this method is arriving at a proper weighting
factor each item on the checklist.

(3) Forced Distribution. This is a most useful method when other
evaluatee comparison methods are limited (i.e., when the sample size is large), The
procedure is based upon a normasl distribution and assumes that a subordinate’s
performance is normally distributed as well. The distribution is divided into five to
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seven categories: 10% outstanding, 15% excellent, 0% average, 20% poor, and 3%
very poor. The method "forces” the ovaluator to distribute the subordinates in several
categories, It is thus impossible for all evaluatees to be rated excellent, poor, or
average. |Ref. 18:p. 315])

b. Rankings (Personnsl-compearison Methods)

Individual ratings are sometirnes less useful for comparstive purposes
when it is nocessary to compare employees who work for differont supervisors. These
methods involve the question of whether varistion represents true differences in
performance or creates a false impression of large differences when they are in fact
small. The two most effective methods are altemation and paired comparison ranking.
Altemation ranking begins by first selecting the best person and then the worst person.
Of those who remain to be rated, the second best person is then selected followed by
the gecond worst person. This procedure is completed when all persons have been
ranked [Ref. 17:p. 111). In a paired comparison, cach person is compared to every
other person in the group being evalusted. The evaluator selects which of the two is
better on the dirnension being rated. This method is typically used to evaluate persons
on a single dimension--overall ability to perform the job. The person marked most
frequently is placed on the top of the list and so on, until the person with the least
number of marks is on the bottom. A major limitation of this method iy that the
number of comparisons made dramatically with large numbers of employees [Ref.
17:pp. 110-111]. The major problems are that it is almost completely subjective and
the fact that it is not relative. Therefore, this method is useful when combined with
multiple runking. [Ref. 32:p. 66]
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¢. Critical Incidents

(1) Critical Incident Method. This method requires the supervisor to
keep a record of the subordinate’s performance throughout a rating period. Both good
and bad performance is recorded and then relaved to the subordinate during an
evaluation interview [Ref. 34:pp. 327-358). 'This method demands continuous and
relatively close observation. The primary advamtage of this method is that an
ovaluatee’s performance as well as his personal behavior is evaluated. Problems with
this method are that it highlights extreme performance to the exclusion of day-to-day
performance, which usually is the real measure of a person’s effectiveness [Ref. 31:p.
18]. Even though the rating is subjective, making a lite of the critical incidents can
contribute to faimess of the evaluation because this is an official record.

(2) Behaviorally Anchored Rating Scales. A Behaviorally Anchored
Rating Scele (BARS) was first developed in 1963 by Patricia Cain Smith and Lorne
M. Kendall in an attempt to correct some of the differences in graphic rating scales.
This method is a combination of behavioral incident and rating scale imethods.
Performance is rated on & scale, but the scule points are anchored with behavioral
incidents. This method will be a breakthrough for more reliable, effective, and valid
performance appraisals, Becanse of the increased specificity of the rating scale, it is
possible that this method will function better than the graphic rating scale. But a
problem exists in identifying implicitly applicable behavioral statements in an
organization with several missions. [Ref. 35:pp. 66-73)
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d.  Other Methods (Unspecifiad Criteria)

(1) Managemeni-by-Objectives (MBO). MBO involves employees
helping to determine their own future performance goals and then being rated on how
well they attain these goals [Ref. 36:pp. 63-70]. This method can focus on the
performance of individuals in organizations. MBO is not & measure of employee
behavior; it is an attempt to messure employee effectiveness or comtribution to
organizational success and goal attainment [Ref. 17:p. 116). This method gives the
manager a great deal of flexibility in choosing priorities and setting standards, and
makes the rater evaluate the evaluatee's performance, not his personality, Another
advantage is that it gives the manager a chance to focus on the future rather than the
past. In addition, somc practitioners claim that paperwork, excessive time to
implement, and an ability to compare one individual with another are major difficulties

of an MBO system [Ref. 37:pp. 130-132).

{2) The Essay Method. This method requires the rater to write a
paragraph or more describing the evaluation's strengths, weaknesses, accomplishments,
estimated potential, and 50 on. Although this method may be used independently, it
is most frequently found in combination with others. The strength of the essay method
depends upon the writing skills and unalytical ability of the rster. This method can
consume much time because tiw evaluator has to collect the information necessary to
develop the essuy and then must write it. Moreover, since each essuy contains
different aspects of the evaluatee’s performance or personal qualities, this method is
quite difficult to combine or compare. [Ref, 16:p. 168)
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(3) The Field Review Method. In the Field Review Method, the
evaluetor, normelly a staff member of the specific work unit interviews the employee's
immediate superior and others who have observed or have knmowledge of the
employee’s work. Then the raters evaluste tho evaluatee. This is quite useful to
prevent various bisses and emors, or when the rating results are required for
comparison among evaluatees for special purposes. This method affects the fairness
of the evaluation, [Ref. 16:p. 170)

As described above, each evaluation method hus advanteges and
disadvantages. Therefore, the majority of the appraisal form in use today incorporates
clements from two or more of the above evaluation methods, because two or more
evaluation methods adopted together can complement each other in advantages and
disadvantages and give a more complete view of the rated individual,

3. Evaluutor and Evaluatee Relationships
Within the context of the above evaluation methods, the following evaluator
and evaluatee relationships can exist:
a. Immediate Supervisor Evaluate system

This is the classical evaluation system in which the superior passes
judgment on the past performance of a subordinate, this system is also atnenable to a
group of superiors combining their views to pass judgment on a subordinate. This is
because he is probably most familiar with the individual’s perfonimance and has the
brosdest opportunity to obseive this performance in the light of the orgunization's
overall goals. There are problems such as unfamiliarity with the job requirements or

duty and physical distance from subordinates. [Ref. 38:pp. 61-G3]
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b. Peurs and Co-Workers Rating Syxtewi
A rating by those of equal rank or position in a hierarchical secial
rystem is wrmed s peer rating. Because peers or co-workers are closest to the
evaluatte, they may understand the evalustee's purformance or personsl traits well.
Peers and co-workers may also be valuable sources for identifying leadership skills and
future poteitial, A major problem in this system is that the criteria for evaluation may
be useful to the evaluator but not mecessarily to the organization. They look at jobs
and employee outputs differently from the supervisors of these jobs. A common
problem is negative or positive friendship bias. [Ref. 16:pp. 33-37]
c. Self-Appraisal
Self-appraisal is a method whereby the subordinate rates himself and
then compares his results with his supervisor's rating of him {Ref. 39:pp. 364-367].
To reduce differences between the subordinate and the superior an interview is
requized. By setting goals and then analyzing successes and failures gained in goal
achisvement participating employess are provided a valuable opportunity for self-
appraisal. This method enhances communication hetween superior and subordinate
during the appraisal interview, Additionally, this method is especially veluable for self-
development and identification of trajning and development needs, A major problem
related to self-uppredeal is that the great majority of employces feel that they are

average or above average performers. [Ref. 16ipp. 32-33)

d,  Immediate Subordinatss Evaluation System
Thisy method requirves the subondinate to rate a superior. This is most

effective when the supetior is rated on such {temns as training subordinates, providing
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performance feedback, and providing a suppertive atmosphere for subordinates to
function within,. However, the subordinates cannot see the "big picture” to evaluate a
superior on all facets of his performance. The rating results provide the subordinate’s
feedback to the superior in order to improve the effectiveness of superior as a leader.
A major weakness of subordinate appraisal is lack of information regarding acceptable
performance standards (Ref. 16:p. 37].

The performance evaluation method has long served multiple purposes
in formal organizations. Indeed, a contemporary insight about performance evaluation
is that it cannot successfully achieve different objectives at the same time. To some

extent, various evaluation methods better serve some objectives than others.

F. EXECUTIVE QUALITIES

The problem of deciding what to look for in potential future executives is
complex and difficult. No one ag.>es or what makes a top executive or in what
respects he differed in earlier yeots from many of his forrner contemporaries. The
definition of terms so that many different appraisers will derive roughly the same
meaning from them is difficult. In a rough way, most evaluation systems attempt to
measure present performance, identify the degree of present skills and abilities, and
determine the capacity for further development [Ref. 40:p. 86].

The danger of all systems is their tendency to unconsciously produce a
stereotyped pattsm. The sameness or similarity of the men who reach the top in a
rigid evaluation system may provide limits to the diversity and flexibility of the
management team. Different kinds of people in outward appearance and in important

personality attributes may have the qualities wldch make them successful leaders "under
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certain circumstances.”" General Ulysses S. Grant is & good example of a man whose
pessonality and appearance niasked grea: qualitics of combat generslship. No two
executives will approach & particular problem in quiic the satne way, and no one of
them could do his job as well as if he were tequired to do it sccording to some pre-
conceived, generalized exccutive pattern. [Ref. 9:p. 78]

Change iz the grest danger for an organization that stersotypes its mansgeinent
levels to gear ltself for an existing set of circumstances. Nothing in life is static, much
less a particular set of operational circumstances which daily confiont a large
organization. Changes an: constantly taking place, but usually in small increments so
that they are not readily perceived by people.

In devising a system of appraisal, career management and executive selection,
controls must be built into the system to ensure a certain diversity of character and
personality in the management levels of the hiervarchy.

The quality needed at high executive ievels may differ in kind and degree from
those required at lower levels. One writer singles out five areaz of high-level
appraisal. These are: the degree to which the executive is grounded in the principles
of scientific management and has arrived at 4 philosophy of management; the quality
of his personal motivation; the extent of his vision; and his interest and participation
in community affairs [Ref. 9:p. 128). Another general attribute could be added--the
ability to “see the forest through the trees,” to grasp the essential and the significant.

Five major sppraisal areas seem effective in practice:

1. Tangible performance

2, Managerial skill
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3, Personal traits and behavior characteristics

4. Health and stamina

5. Attitudes, motividon and understanding [Ref. 9:pp. 8-9]

The last two tems meontionzd 2bove are probebly the most important
considerations of l.ng-range growth potential, These characteristics that tend to
separate the fe'w qualified for Ligh promotion from the many that aie performing well
in. theur presont duties have been the subject of much study and discussion.

Judgment is another fundamental sttribute of a successful manager. He must be
able to make sound and wise decisions. A negative, fault-finding approach is not a
substitute or not the same thing as good judgment. Administrative skills are another
funuamental attribute. The good manager has to have planning ability and orderliness,
both in his public and his persoual life. [Ref. 41:p. 20)

‘The good manager has a positivz attitude. He inspires confidence and enthusiasm
in the people around him. Vigorous good health derived from proper food, play, and
rest contribute to his overall impression «f leadership. Coursge and character are the
last of the six essential attributes. The leader must be willing to take a calculated risk;
to make a decision when he does not have all the facts. He must have the courage
in delegate and still take full responsibility for decisions made even whun they mre
wrong. [Ref, 41:p. 20]

The evaluation of such intangible characteristics described above is necessarily
subjective. If thess qualities are essential attributes of a menager, then some way must
be found to reflect them in appraisal reports. Subjective evaluation of characteristics

is important. Performance evaluation should be the main criteria of effectiveness,
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particulardy in middle and lower echelon executives. If they are getting results, to a
degree it may be assumied that they are employing somx combinstion of leadership
characteristics, effort, diligence, energy and other traits thet .10 desirable and effective.
Pesformance evaluation requires that the job be carefully described with a cicar
delinestion of responsibilities. In Jower ochelons it may be possible to key the
evaluation of performance to quantitative yardsticks, but this becomes more difficult
the higher and broader the responsibilities. Results and job performance shouid be the
main criteria, but traits must be considered [Ref. 9:p. 19].

Traits or characteristics may be the root of a sudordinate’s poor perforraance, or
they may be significant factors in judging his qualifications for a proposed job or
future promotion [Ref. 9:p. 100]. The entire area of trait evaluation is fraught with
dangers and pitfalls. There are some 18,00 different terms in the English language that
can be used to describe an individual [Ref. 9:p. 105]).

The personal likes and dislikes of the evaluator is an area of subjectivity which
cannot be entitely eliminated. Sectional, religious, racial, schoolclub, and class
prejudices may subconsciously enter the evaluation picture. Personalities of superior
and subordinate may antagonize to the disadvantage of the subordinate. Weak
superiors may downgrade a particularly capable subordinate for fear that he poses a
threat to thein [Ref. 9:p. 20].

Outward behavior on the job should be the criteria rather than deep probing of
the psyche to discover the causes, Characteristics evaluated should be important to the
performance of all positions where the appruisal is applied, easily observable and
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identifisble by the evaluator, and clearly distinguishuble from esch cther [Ref. 42:p.
94].

Vitality, energy, physical endurancy snd intelligence are the attributes that often
come to the force in descriptions of top businees inaders. Ambition and the desire to
advance are other traits of ieaders. As Osbom writes, "They ure always prepared for
the next move, and for the one after that. And when the main chance presents itself,
they are quick to spot the opening." [Rf. 42:p. 32)

Health, stmina, and physical endurance are definitely requirements of an
executive position. Without them all other good qualities may be cancelled, Part of
the appraisal system for executives at all levels should include the results of an annual
medical check and an evaluation of this factor by the immediate superior. [Ref. 42
p. 33]

The other crucial quality is decisiveness. This is difficult to assess. Lack of
decisiveness iz often more apparent to subordinates than to the superior [Ref. 9:p. 77].
The attitude of the superior tends to make his subordinates more or less decisive
depending upon the leeway he gives them for initistive, mistakes, and methods different
from his own. Indecision is often manifesied at lower levels by postponement of
decisions about people such as, for example, to avoid the unpleasantness ettendant upon
having to discharge or discipline someone. A man may have all the other attributes
of leadership but be unfitted for high responsibility due to lack of decisiveness.

Job performance should be the main criteria of evaluation reports, accompanied
by an ¢valuation of traits. An effort should be made to make early identification of

the attributes most common to the men ai the top--namely, drive, energy, good health,
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intelligence, decisiveness and the ability to handie peopie. Most executives are called
upon to interpret policy, not to initiste it. Their decision-making or risk-taking
responsibilities are limited. This is true in a military organization and is manifested
by reliance on detailed regulations and orders rather than self-initiated decisions,

G. THE UNIQUENESS OF MILITARY EVALUATION

There are many similaritics and differences between military and civilian systems
in terms of performance evaluation. Both would operate fairly and are highly
competitive selection procedures at job entry. Civilian firms can actually hire new
employees at any level. On the other hand, the military usually has a closed
organization due to its general inability to bring in new resources above the junior
officer level.,

A first difference from civilian conditions is that the military requires acquisition
of strong commanding authority. Because the purpose of the military existence is to
achieve ultimate success in a mission or combat, the cormmanding officer takes the
responsibility for the success or failure of the unit and requires that his subordinates
absolutely obey him under any situation. Also, the military requires its nissions to be
achieved prior to the individual’s. These are some reasons why the militery requires
4 strong commanding authority more than unlike the civilian system.

A second difference from the civilian system is that the ultimate criterion measure
is success in combat. Because it is almost impossible to measure, readiness for combat
may sometimes be substituted as a criterion. Therefore, there exists a lack of militery
criteria that are sufficient to define system performance being obtained as each

individuel achieves his goals. Individual performance in the private sectors can be
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easily messured in the form of productivity and profit or loss statements, but it is not
casy in the military. Because much of an individusl’s activity in & military setting is
often: not the performance of ultimate interest, it is difficult to decide who is more
suitsble snd who is less suitable for future combat. [Ref. 43:pp. 233-256]

The last difference in the military is the frequent movement of duty stations in
a career path. Generslly, the tour is from one to three years. Because the evalustor
also has to move to another duty station after onc to three years, the actual rating
period may be less than a year, This short rating period would influence both in terms
of observing of the evaluator and exhibiting potential traits of the evaluatee. According
to & Locher and Teel survey, evaluations were conducted annually in 52 percent of the
surveyed organizations, semiannually in 24 percent, and at variable intervals depending
on organizational level in the remaining 24 percent. [Ref. 44:p.247)




L THE MILITARY EVALUATION SYSTEM IN USE TODAY

A. INTRODUCTION

The purpose of this chapter is to study the cuwent systems of officer performance
evaluation in the RTN and the U, 5. military. The first section of this chapter presents
how the RTN officer performance evalustion system has been developed. In the
second section, the purposes of officer evaluation in the RTN, the report form, and
the rating procedures are discussed. The current evaluation systems of the U. S.
military are presented. The strengths and weaknesses of the various systeins are
discussed as the resesrcher perceives them. The fact that there is probably no agreed
upon, fool-proof method of evaluating an individual officer within & given service is
reflected by the dynamic nature of the majority of service fitness report systems.
However, the evaluation system that the RTN has not yet adopted can be studied
through the U. S. military evalustion systems.

The following discussion of the various service evaluation svatems in use today
is meant to point out the differences between the various service systems as well as

point out the strengths and weaknesses of the various systems as the researcher

perceives them.
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B. THE RTN EVALUATION SYSTEM
1. Backgrownd of the System

The RTN Officer Performance Evaluation Report (RTNOPER) was adopted
in 1947 and has been revised four times. One of the distinctions in the revised
evaluation at that time was that evalustors have to describe a given factor of the
evaluation form by using an essay appraisal. Because there were many personnel in
the Navy at that time, it adopted the evaluation form from essay appraisals to a graphic
rating scale to achieve the goal of the evaluation system. Performance is judged on
a five-point scale, and the number of factors are twenty. The current form is used for
the officers from ensign to captain. The evaluation result is a classified report and the
evaluated officers cannot see their own reports, The report would be sent to the Naval
Personnel Department and it would be entered in the official record for final evaluation
process. The cvaluation systern was focused on physical fitness, personality traits,
knowledge, job ability, and quality of work. The total point scale possible is 100.
The evaluators are the iramediate supervisors, Three evaluators evaluate each section

by the same form.

2. The Current System
The purposes of the RTNOPER, as stated in the Navy Order No, 99/1985,
is us follows: ", .. this report is the information to support personnel process in
assignment, promotion, reward, improvement of the naval officer for top management,
and other requirements . . . ." [Ref. 7:p. 5]. The Navy Officer Evaluation System has
been designed to serve six specific purposes:
(1) To provide information upon with important personnel
management decisions rogarding individual officers can be based.
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Bspecinlly esignificant among these are promotions and

sssignments

(2) To set standards by which the performance and charster of each
officer can be evaluated.

(3) To inform each oifficer what is expected of him or her.
(4) To evaluste of an individual’s past performance and conduct.

(5) To recommend and comment declsive in the carser of the
individual.

(6) To encourage the professional development of the officer for the
potential promotion as future executives. [Ref. 6:pp. 1-2]

In general, the RTNOPER improves the efficiency of individuals, establishes
commanding authority, and provides fundamental information for a feir personnel
management process. Normally, all ranks of officers from ensign to captain have to
evaluated once a year through the evaluation report (Navy Form 2-85). The system
requires an evalustion period of at least 180 days by the evaluated officers immediate
superior and the senior officers of the evaluators. The immediate superior is the most
familiar with the day-to-day performance of the evalusted officer and directly guides
th: evaluated officer's participation in the unit mission. The senior evalustors are the
senjor evaluating official in the evaluating chain and both are the superiors of the
immediate evaluator, Two senior evalustors ure designated by the Navy to prepare an
officer evaluation report. Usually, the senior evaluators are the immediate evaluator’s
evaluators. The senior evaluator reviews the rating and comments of the evaluator for
completencss. All ranks except captain (below the division level) must be evaluated
by the immediate evaluator. For example, an immediste evaluator of a ship is a
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commanding officer and senior evalustors are the chief staff officer and squadron
commmander of that ship. Nommally, the lowest rank of senior evalustor is commander.

Navy Form 2-85 (see Rigure 3.1), is tho only form in use for naval officers.
The report is required to be completed for the squadron level by 31 March and for the
Personnel Department by 17 April every year. Navy Form 2-85 is for all ranks
(except flag officer) based on every twelfth month since being assigned to a duty
position. The primary contents of Navy Form 2-85 are as follows: administrative data
and job description during the evaluation period; ability and performance rating;
additional comments; recommendation of evaluator; overall evaluation; and
evaluators'signature. By design and uge, the priimary rating mechanisms of Navy Form
2-83 are the graphic raiing scale of Section 2, Blocks 2.1 through 2.4, The end of
Block 2.4 is the overall evaluation of an officer's potential. Section 3 is a short
narrative section of Blocks 3.1, 3.2, and 3.3. Section 3, Blocks 3.2.1 through 3.2.4
contain checklists for decision-making purposes, It is obvious thut numerous evaiuators
have a unigue view of the distribution that s to be followed for grading desirability,
In the absence of established guidelines, this section is relatively worthleas,

The value of the graphic rating scale of Seotlon 2 is: 1 (poor or unacceptable
performance), 2 (below average), 3 (average or qualified to the generally accepted
standards), 4 (above aversge or higher qualified), and S (excellent).

The narative sections serve s areas in which to expand on the varlous grades
given on the graphic rating scale to comment on wignificant factors not specifically
covered by the gruphic rating scale, and to report "critical incidents” in the officers
career during the rting period. Specific criticisms and recommendations for
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improvement of the evaluated officer snd further actions will be made In Section 3,
Blocks 3.2.1 through 3.2.4.

In genzral, Section 3 is the most important for this report, because there is a
requirement that the evaluator pass judgraent on the timing of the ovaluated officer's
promotion (acceleratod, decelerated, or with poers) and suitability for command (or
incteasod responsibility) of ships or sircraft, [Ref. 7:p. 5]

The total marks are summed up by the final (third) senior cvaluator and the
repoit is sent directly to the Personnel Department, Headquartess of the Navy, The

results are clussified and are not released for any reason,

€.  THE U, §. MILITARY OFFICER EVALUATION SYSTEMS

1. The U. S. Navy Report On the Fitness of QOfficers

The U. S, Navy Report on the Fitness of Officers (FITREP) is the mujor
document used for evaluating naval officers, The current FITREP system has been in
use without major modification since 1974 [Ref. 45:p. 1], The FITREP I the primary
basls for comparing and selecting officers for promotion, assignmert, selection for
coramand and subspecialty, retention, term of service, professional development truining
and other career actions as vequired. Eisewhese in the document, references are made
to using it for providing junior officers with personal counseling and for recording
extraordinary performance, such as misconduct. The fitness report form hus two
distinct sections, one for numercal quantificetion of personal qualities aud another for
a written summary of the ofticer's performance. To accomplish this, a rater first
completes an sppraisul work sheet (NAVPERS 1611/W) (see Figure 3.2) which serves
as a guide for completion of the report on the fitness of officers (NAVPERS 1611/1
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Figure 3.2 Appraisal Work Sheet (Continued).
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Figure 3.2 Appraisal Work Sheet (Continued).
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Rev. 7-84) (se Figure 3.3), designed tir - = ~wased by optical character recognition
(OCR) equipment. A few evaluation factors i the appraisal work sheet were
! reinforced on 31 July 1984 (sce Figure 3.4). The sppraisal work sheet is used to

define the measures based on Specific Aspects of Performance and Personal traits, and
a rating scale from A to X is used in grading the various performance aspects and
personality traits. Completing this sheet, the rater interviews with the rated officer.
After finishing this appraisal work sheet, the rater grades a rated officer on a
Specific Aspects of Performance, Warfare Specialty Skills, and Subspecialty
Performance based upon the previously completed appraisal work sheet. Bach grade,
combined and described by the required narrative comments, is the basis for
determining the Misgion Contribution evaluation. The Mission Contribution is
differentiated in High, Mid, and Low. A rated officer placed in the highest range of
the Evaluation section can be recommended for promotion, but this requirement is not
mandatory. A recommendation for carly premotion is entirely acceptable for such
nomination to be made regardless of the time in grade or promotional eligibility, for
this procedure serves to identify the "head and shoulders" type performers. The
Summary block provides the distribution of the total evaluation marks given other
officers of the same rank and competitive category. The rate: must rank thece officers
numerically from one to the total number. Also, this sect i is left blank below the
level of licutenant. The first two copies of the Report on the Fitness of Officers are
sent o the Navy Headquarters, the rater maintains one copy, and another is sent to the
rated officer. If discriminations of the rated officer from the old report during the next
rating period occur, the rater completes the next rating report based on the
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Figure 3.3 U.S. Navy Report on the Fitness of Officers.
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Figure 3.3 U.S. Navy Report on the Fitness of Officers (continued).
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Figure 3.4 Added Flement of the Appraisal Work Sheet.
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discrimination such as improvement or backward movement. This method usually
encourages the rated officer to improve. [Ref. 46:pp. 1-28]However, a rater must
complete the Report on the Fitness of Officers with 88 ovaluation items per rated
officer as well as the appraisal work sheet. Such complexity in the evalustion process
gives the rater & heavy workload, One other important factor is that only one rater
does the evaluation. When an evaluation being donc by only one rater is considered
with the previous argument, the results of the evalustion may be questionable in
wouracy. On the other hand, one of the characteristics in the Navy system is the
attempt to separate the personal traits from performance based upon Mission
Contribution, Second, the Report on the Fitness of Officeis takes advantage of the
machine readsble OCR feature of the form and statistical analysis of performance
marks,
2. The U. S. Marine Corps Fitness Report

The U. S. Marine Corps (USMC) Fitness Reports are the principal record
of performance for Marines above the grade of corporal. The primary purpose of the
performance evaluation system of the Marine Corps is to support the promotion,
selection, and retention of the best qualified Marinés and additionally to aid the
assignment of personnel. Marine Corps Instructions for the completion of Form
NAVMC 10835 are included in the USMC Order 1610.7C. Broadly speaking, the
fimess reports present a composite judgment of military character and relative merit
compared with other officers of the same rank and comparable experience. It assists

seleciion boards in determining which officers are best suited for promotion and
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provides the commandant and staff with information as to each officer’s qualifications
for variong types of duty.

The Marine Corps Evaluation System is required to be accurate, timely,
complete, and informative for Selection Boards. The Marine Cotps Order P1670.7C
govemnd the evalustion system: and USMC Fitness Report (1610) (see Figure 3.5) with
an OCR liko the Navy system. There are four sections in the USMC Fitness Report.
The evaluation portion of the report contains a graphic rating scale and narrative
description,  Evalustion factons are divided into performance characteristics,
professional qualities, potential, and preferences factors. Block 15a, "General Vilue to
the Service” is the rater’s asseasment of the rated officer’s current contribution to the
Matine Corps and career capsbilities. Thexefore, it has to be a measure of the whole
Marine in relation to his or her contemporaries, not a mere summary of Blocks 13 and
14, Because of thls importance, Block 15s has i1 rating scales from “outstanding” to
“not observed." Block 15b is the distribution of marks for all Marines of this grade
and appears 10 be the "guts” of the Marine Corps system for promotions, retention, and
assignment to critical positions. According to Marine Corps Order P1670.7C:

"Block 15b must reflect all others Marines of the same grade under the reporting
senior supervision at the time of the repont, as If all had been included in the
reporting occasion. Inclusion of all other Marines of the same grade in this
distribution is mandatory whether or not reports are sctually submitted on sll
others at this time. The reporting senior, ordinary, is the immediate commanding
officer or the head of the staff section of the rated officer, and must exercise
utmost care and attention, ensuring that the numbers distributed in items 15b are
accurate and actually reflect the actual evalustion assigned (or that would have
been assigned if report were submitted on) il Marines of the same grade.
Artificial cluster or false distribution is unacceptable.” |Ref. 47:p. 5.5}
Therefore, Blocks 154 and 15b are the bottom line of the Marine Corpa Fitness

Repont.  Seotion C refers to mandatory comments, guided comments, wmxd comments
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by grade. There are two kinds of rating methods; the absolute evaluation method in
Block 15a and the relative evaluation method in reporting seniur’s and reviewing
officer's certification of page 2. This assures evaluators accuracy and credibility in
evaluating their subordinates. It is the responsibility of the rated officers to submit a
signed fitnoss report, with Section A completed, to their reporting senior at the
proscribed intervals. The reporting seniors then fill out the remainder of the report,
which, and send it to the immediate superior in command (or other designated higher
authority) for review and comment (if appropriate). Fitness reports are considered as
privileged information and are handled with utmost administrative privacy, although
they are not classified. In particular, to ensure Maxines are provided feedback on their
performance evaluation records on file at Marine Corps Headquarters, a faw months
after rated officers have submitted their finess report, they receive a computer-printed
receipt (Fitmess Report Recoipts Notice, FRRN) (see Figure 3.6) from Marine Corps
Hemiquarters. The recolpt containg a summary of the markings, less section ¢
comments, and Official Military Personnel File (OMPF), which is the rated Marine’s
complete military history from the day of entry into the service through present. This
may assist the rated Marines in reviewing themselves and improving their menits.
Rated oificers may also request a Master Brief Sheet (see Figure 3.7), summarizing all
past markings from the Carcor Planner section of Marine Corps Headyuarters (code
MMCE). If they desire professional guidance in interpreting and planning their career,
they may eeoek the guidance of the Headquarters Career Counseling staff. [Ref. 47:ch.
1-7]
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Figure 3.6 1.5, Marine Corps Fithcss Report Receipt Notice,
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62




3. The U. 8. Army Officer FEvaluation System
The U. S. Army Officer Evaluation System (OES) is designed to assess an
officer’s performance and t estimate potential for future service based on the manner
of that performance. The primsry focus of the evaluation is on (1) a comparison
between the officer’'s performance and the duty position requirements and (2) the
potential evaluation, which is & projection of the performarnice accomplished during the
rating period into future circumstances that encompass greater responsibilities. The
primary focus of the potential assessment is the capability of the officer to meet
increasing responsibility in retention of peers.
The current OES has been in use since 15 September 1979 [Ref. 48:p. 236).
Under the OES, every officer is evaluated on their performance and potential.
According to Ammy Regulation (AR) 623-105:
(a) The Officer Evaluation Reporting System is a subsystem of the Officer
Eval' .'on System. It includes the methods and procedure for organizational
evaluaion and assessment of an officer’s performance and an estimation of
potential for future service based on the manner of that performance . . .The
primary function of the Officer Evaluation Reporting System is to provide
information from the otganizational chain of command to be used by DA for
officer personnel decision . . . .(d) A secondary function of the Officer Evaiuation
Reporting System is to encourage the professional development of the officer
corps . . . .(¢) The Officer Evaluation Reporting System contributes significantly
by providing a natural impetus to continual two-way communication so that the
rated officer is made aware of the specific nature of his duties and is provided
an opportunity to participate in the organizational planning process . . . .The
senior/subordinate communication process also facilitates the dissemination of
career development information, advice, and guidance to the rated officer. [Ref.
49:p. 16-17]
The current evaluation system procedure usss three forms. DA Form 67-
8 (see Figure 3.8) is the Officer Evaluation Report (OCR) form. An OER is prepared

on each officer in the Army at least annually, or more often as prescribed by the
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regulations (AR 623-105). The compisted OER is forwarded to the Department of the
Armmy (DA) where it becomes a permanent portion of the rated officer’s service record.
A Support Form, DA Form 67-8-1 (see Figure 3.9), is designed to involve the rated
officer in a meaningful way in the evaluation process and to improve counseling.
The third form, DA Form 67-8-2 (see¢ Figure 3.10), is designed for use by
Headquarters, Department of the Army. This form is titled Senior Rater Profile Report,
and is provided to mwintain a rating history of each senior rater. DA Form 67-8
imiudes graphic rating scales of professional attributes, a recommendation concerning
promotion, and the descriptive comment sections. In part IV, Professionalism is
separated into professional competence and professional ethics, and each graphic scale
requires narrative comments. In Part VII, a reporting senior has to place a rated
officer numerically within a hypothetical population of one hundred contemporaries.
This is an outstanding tool to prevent several biases such as leniency or severity,
Because the ruted officer, for instunce, should have outstanding qualities to be placed
within second ranki:ig, and this is the relative comparison to one hundred
contemporaries, the reporting senior cannot help being careful in rating subordinates,

The DA Form 67-8-1 is used by the rated officers and rating chain, The
Army is exploring an MBO system including a measure of self-evaluation by indicating
the rated officer's major performance objectives and listing the rated officer’s
significant contributions. The purpose of DA Form 67-8-1 is to encourage the
communication process between the rater and the rated officer and to permit the rated
officers to describe their principal duties, objectives, and significant contributions.
Therefore, performance improvement of Army officers can be enhanced by increasing
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communication between superior and subordinate. This may positively affect the
overall morale of the personnel.

DA Form 67-8-2 is used by the DA headquarters to track the rating history
of cach senior rater and makes this information available to both the senior rater and
the DA. One copy of this form iz made available to each U. S. Ammy senior rater to
make him or har awsre of their performance as an evalustor and ¢ second copy is
filed in the senior rater's official military personnel file (OMPF). This form works to
prevent the inflation of marks as with Part VII of DA Form 67-8.

The Ammy’s OER system has been in operation since 1979. It is reportedly
working without serious inflation by senior raters and with strong selection board
endorsement, The strongest selection board feedback is that thosa se-der officein who
focus primarily on the top box are "losing their vote" and "hurting their subordinates”

chances” for selection and promotion [Ref. 45:pp. 24-25].

4. The U. S. Air Force Officer Evaluation System

The Air Force Officer Evaluation System (OES) was introduced on 1 August
1988. It is the newest U. S. military officer performance e¢valuation system. OES is
primarily designed to measure the individual’s effectiveness, select the right officers to
do the job, and to promote in the Air Force. The OES and its components--the
performance feedback, officer performance reporting, and promotion recommendation-
-are the keystone of the Officer Professional Development Program. According to U.
S. Air Force Regulation (AFR) 36-10, the Officer Evaluation System has three

purposes:

70




The first purpose is to provide meaningful feedback to officers on what is
i of them, advise on how well they are meeting those expectations, and
sdvise on how to better meet those expectations. The second is to provide a
relisble, long-term, cumulative record of performance and potentiai based on that
performance.  The third is to provide central selection boards with sound
information to assist them in selecting the best qualified officers. [Ref. S0:p.
6]
Also, the Air Force Professional Development Program states the three msjor
goals of OES:
(1) To increase an officer’s qualifications and ability to perform his or her duties
now and in the near future,
(2) To prepare officers for future leadership challenger.
(3) To ensure the people who are best qualified are advanced in grade and
respon~iliiiity, [Ref. 51:p. 3]
Air Force Regulation 36-10 explains the Air Force Officer Evaluation
System. Al officers in field grades (O-4 and above) are evaluated on AF Form 707
A "Field Grade Officer Performance Evaluation” (see Figure 3.11). AF Form 707 B
"Company Grade Performance Evaluation” (see Figure 3.12) is used for all officers in
company grade (O-3 and below). For line officers on the active duty list, reports are
prepared semiannually until an officer has two reports on file, and annually thereatter.
A non-line officer on the active duty list will receive semiannual reports until he or
she has four reports on file as a non-line officer, and annuclly thereafter. In general,
AF Forms 707 A and 707 B are similar. To evaluate putential, & two-block system
("Does not mest standards” and "meet standurds") iy used by three evaluators: the rater,
an additional rater, and the reviewer [Ref. $1:pp. 26-27).
The rater is the first officer in the rating chain serving in a grade equal to
or higher than the ratee. In moat cases, the rater is the officer's immediate supervisor.

The additional rater is the rater's supervisor. For all officers below the grade of
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colonz], the additional rater must be at least one grade senior to the officer being rated.
The reviewes for msjors and below is an official in at Jeast the grade of colonel or
equivalent in a wing commander or equivalent position. For licutenant colonels and
colonels, the reviewcr is the first general officer or equivalent in the rating chain.

The report is reviewed ut several levels. The additional rater has an
opportunity to add a broader view of the rice’s performance and potential based on
performance. The additional rater may disagree with ecither one or more of the six
performance facior ratings in Section V, or with comments made by the rater in
Secticns IV or VI, or with a combination of all three. The reviewer has an
opportunity to concur or not concur with the additional rater’s evaluation and
comments. A "quality review" is the reviewer’s primary responsibility. If the reviewer
agrees with the report, no comments are necessary. If any part of the report is deemed
inaccurate, the report is returned to the rater for consideration.

The AF Form 724, Performance Feedback Wcerksheet (PFW) (see figure
3.13), is provided by the rater as on required basis. This element provides a formal
evaluative feedback, which is needed to assist in future professional develo,)ment [Ref.
S1p. 3]

The Promction Recommendation Form (PRF), AF Form 709, (see Figure
3.14), is the final component of the OES. This element gives the promotion board a
basis for differentiation which is driven by performance. This form is prepared by a
senior officer who has direct access to personal knowledge of the officer's performance.

The person who makes the recommendation for all officers in a given organization will
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be the same senior rater. The selection bonrd will disregard the grade of the senior
rater.

One advantage of the Air Force system is that users of AF Forms 707 A
and B in the Air Force Headquarters can easily and ompletely understand the rated
officer’s performance achievements and individual's traits bocause AF Pamphlet 36-
6 is quite detailed and provides all ‘nformation sbout the OES.

A second advantage is that three steps such as the rater, the additional rater
and the reviewer in the rating chain are used to increase accuracy. A third strength
of the Air Force is that since AF Pamphlet 36-6 is detailed, 8 rater can easily evaluate
a rated officer’s traits. Also, the Officer Personinel Evaluator’s Hundbook with details
are distributed to all Air Force officers as a guide for rating. The use of a detailed
Officer’'s Guide provides a model for the RTN Officer Performance Evaluation System.

5. The U, S. Const Guard Officer Evaluation System

The U. 8. Coast Guard (USCG) was included in the study of U. 8. military
evaluation systems. Instructions for the U, S. Coast Guard Officer Bvaluation Reports
(OER) Form CG-5300 (Rev. 12-88) are found in Chapter 10 of the Commandant
Instruction (COMDTINST) M 1000.6 "U, 8. Coast Guard Personnel Manual." The U,
S. Coast Guard's current systeim was introduced on 1 July 1984 and represents the
third revision. Two forms are used in the evaluation process: (1) the Officer
Evaluaiion Report (OER) (see Figure 3.15) and (2) the Officer Support Form (OSF)
(sec Figure 3.16). The purpose of OER system is to supply information to the
Commandant for personnel management decisions such as promotion, assignment, and
career development. In addition, the USCG recognizes that the OER reinforces
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Figure 3.15 U.S. Coast Guard Officer Evaluation Report.
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Figure 3.16 U.S. Coast Guard Support Form (continued).
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command authority by providing a delineation of the lines of authority and
responsibility, with officers knowing the members of their rating chains. The OER is
designed to help msimtain Coast Guard values and standards. The OSF is an optional
workshoet and may used by the member to assist in delineating duties, erhancing
organizational communication, performitig counseling and reporting performance. The
OSF serves as a vehicle for clarifying the evaluated officer’s job responsibilities and
arcas of the job that eithor the officer or the supervisor feels should receive emphasis
during the reporting period. [Ref. 52:pp. 1-3)

The primary features of this evaluation system include the foliowing: (1)
the use of performance standards; (2) the high degree of headquarters administrative
roview and quality control; (3) a policy of placing responsibility for managing
performance with each individual officer; and (4) the rating chain,

The immediate supervisor reviews tae officer’s performence during the 6-
month reporting period and assigns a grade for each performance dimengion on the
OER. Grudes range from 1 (low) to 7 (high). An lmportant ¢lement of the Coast
Guard system s the policy of comparing officers. Therefore, each officer receives a
series of rutings and is not ranked against other officers [Ref. 45:pp. 26]. Bvery OER
is reviowed when it is received at the Headiuarters. OERs with substantive errors or
marks not supported by natrative comments and specific examplea of performance and
qualities are retumed to the rater for revision.

With the exception of ensigns and lieutenanta (junior grade), counseling is
optional unless the ruted officer requests it. Bach officer is responsible for his or her
own performance and for geiting the counseling that may be needed to measure up to
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standards. The reporting officer evaluates the evaluatee’s performance, personal
quantities, sbility to represent the Coast Guard, leadership, and potential for promotion
and special assignment, such a3 command. The reporting officer ensures that the
superior fully meets the responsikilities for administration of the OER by holding
supervisors accountable for accurate evaluations. The reviewer may return an OER to
the reporting officer to correct errors, emissions, or inconsistencies between numerical
evaluations snd written comments.

The U. S. Coast Guard system is a good evaluation system. It is a major
improvement over the previous Coast Guard system in that it moves from subjective
trait scales to objective behavioral ratings. It is a practical tool for the supervisor to
reward or discipline past performance as well as to plan for the future.

Evidence indicates that it is working well. Evaluations have not been inflated
beyond use and less than ten percent of the reports are being returned. Coast Guard
officials claim that this is the best system they have ever used in meking selection.

(Ref. 53:p. 123]

D. SUMMARY

The RTN evaluation system is focused on the individual's job knowledge, ability,
and personal traits. The Navy Form 2-85 is annual and mainly focuses on the latest
performance and personal traits of the evaluated officers. The system does not focus
on improvements in future work performance as a counseling tool as well as past
performance of evaluated officers. In Section 2, the total points possible is 100. But

50 points is in Block 2.2 alone, assessing the personality of the evaluated officer. The
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quality of work is only ten points. Obviously, this form is more concemed with
personal traits than with job or work performance.

The U. S. Navy FITREP may secem fair enough, especiaily to those who have
been rewarded by it [Ref. 51:p. 123]. The U. S. Navy FITREP is designed for use
with an OCR, but is complicated. The evalustion section on the report on the Fitness
of Officers is easily understandable because of the rank summary section. The Navy
system needs one rater in the rating chain. -

The Maririe Corps evaluation system adopts graphic rating scales with an OCR,
and uszes the absolutc and relative evaluation methods. The Marine Corps provides
only marking blocks in its performance and professional qualitics section of the
NAVMC 10035, and allows only a small space for appraisal elaboration in Section
C. The Marine Corps's scale uses the following marks: not observed, unsatisfactory,
below average, average, above average, excellent, and outstanding. On Block 15
(General value to the Service), four other marks are added. An interesting feature of
Block 15b is that the rater is required to tabulate the distribution of all subordinates
of the ratee’s grade whether or not they are simultaneously rated. Block 18 records
the frequency of observation by the evaluator (that is, daily, frequently or infrequently).
The reviewing officer can actively supervise the reperting senior through the Reviewing
Officer’s Centification. Also, the Marine Corps system uses manipulation controls by
listing alphabeticaily the names of all evaluated Marines (in a given grade) on the back
of all FITREP forms. This requirement minimizes the opportunity for inflating the

number of officers in the comparison group, thereby improving the accuracy of the
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ranking process. In conclusion, the Marine Corps Evaluation System focuses on
choosing "Combat Marines" in considering the Fitness Report.

The U. S. Army Evaluation System uses a simple form in svaluating the detailed
evaluation factors and numerical criteris in potentia! evaluation in DA Form 67-8. The
Army DA Form 67-8 is similar to the Navy's FITREP in that it contains a duties
assigned block, a performance core section, and a natrative section for specifics of
perfc:mance and potential. The MBO system is also used in DA Form 67-8-1 and 67-
8-2 to supervise the raters in Headquarters Army. The Armmy's procedures, which
include immediate supervisors rating their subordinates, are designed to stimulate a
continual two-way communication so that rated officers are aware of the specific nature
of their duties and are provided an opportunity to participate in the specifications of
billets and duties. Structured communication between supervisors and subordinates also
encourages the perpetuation of discipline and desired behavior.

The U. S. Air Force system is tho simplest and newest system in the U. S,
military. The reviewer takes past in the evaluation, and the USAF officer’s Guide to
the Officer Evaluation System is used as a guide for evaluators. One distinguishing
feature of the Air Force officer evaluation system is that it uses separate forms for the
feedback and promotion recommendation process.

The U. S. Coast Guard's Officer Evaluation System is based on measuring
performance and individual attributes with behavioral examples as standards of
performance. A distinguishing feature of the Coast Guard’s OER is the use of
"performance standards”--that is, written descriptions of behavior that reflect

performance levels within each performance dimension.
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IV. ANALYSIS OF QUESTIONNAIRES

A. BACKGROUND

An RTN Officer Performsnce Evalustion System survey was conducted on 11
April 1988. A questionnsire was sent to all active officers of the Naval Advanced
Education Institute. The questionare concerned the RTN Officer Performance
Evaluation System (RTNOPE), and was designed to assess the acceptability of the
current evaluation system by the officer corps. The survey also asked how well the
system was perceived and implemented, Today, the results of this survey have not
been analyzed. To investigate the level of satisfaction with the system, this study was
designed to use this survey to analyze the current system. Some 325 questionnaires
were randomly distributed at the Naval Command College, the Naval Staff College, and
the Naval Engineer and Line Officer School. This survey was required at the Naval
Command College. The profile consisted of 4 Rear Admirals, 90 Captains, 135
Commanders, 30 Lieutenant Commanders, and 64 Lieutenants.

The questionnaire was divided into four parts. The first part addressed the
overall reaction of officers to the evaluation system. The second part addressed the
evaluation process. The third part addressed the main contents of the evaluation.
The last part focused on the usefulness of the evaluation information [Ref. 54: pp. 1-
15]. The RTN Officer Performance Evaluation System is analyzed in the foliowing
three ways: system policies, evaluation form, and feedback of the evaluation results
based mainly upon the questionnaires and Navy Regulations.
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B. SYSTEM POLICIES

1. Overall Reaction of Officers to the System
The overall reaction to the eveluation system was messured by the first

quesiion on the survey:

"Based upon your experiences with the evaluation system, do you believe that the
present system is good or not?"

The regponses to this questions appear in Table 1.

TABLE 1
OVERALL REACTION OF OFFICERS TO THE SYSTEM

Overall Reaction Number Percent
Positive 165 50.8
Negative 68 209
No Reaction 92 283
Total 325 100.0

The response to this question shows that officers are split in their reaction
to the current evaluation system. Over half of the respondents indicated that the
curent system is generally good. One reason is because the current system can be
used to develop future top management personnel for the Navy. Approximatly 21
percent of the respondents indicated that they did not like the present evaluation
system. The majority of the " No Reaction” responded that the current evaluation
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system is reasonable, but needs to be amended in the évaluuion factors and the overall
evaluation of the form. Some 32.5 percent are negative toward the current evaluation
system. The results suggest that the current systern may be perceived rather poorly by
some officers.
2. Required Role of the Evaluation System
The perceptions of the officers conceming the purpose of the current
evalustion system were gathered tarough the following question:

"Considering the purpose of the evaluation system and the usage of its results,
which part of the system needs reinforcement ?"

The responses to this question appear in Table 2.

TABLE 2

OPINIONS OF OFFICER CONCERNING PARTS OF THE
EVALUATION SYSTEM THAT NEED REINFORCEMENT

Parts Needing Reinforcement Number Percent
-Don’t need to be reinforced 0 0

~Need to provide information
for the personnel process 150 46.1

-Need the feedback of training
for the efficiency of

individual performance 165 50.7

-Need the maintenance of

command authority A0 —if
Total 325 100.0
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According to Navy Order 99/1985, "The Officer Performance Evaluation
System” is the most important to provide information for fair personal appraisal of
officers. However, 46.1 percent of the respondents feel this puspose is not met by the
officer performance evaluation. On the other hand, it shows that the majority of the
respondents feel the evaluation system contributes toward im < ..vement of the individual
officer’s efficiency, and establishing commanding officer’'s suthority, Additionally,
many officers are interested in potential feodback from the evaluation. Feedback could
assist them in improving their own efficiency and perfonmance.

C. PERFORMANCE EVALUATION REPORT
1. General

The responses to the present evaluation form was measured by this question:
"What changes are needed in the present evaluation form?"

From the above question, 59 percent of responses believe this evaluation
report is good for explaining 4 items, including: physical fitness and health, personality
and behavior, knowledge and job ability, and quality of work. Approximately 34
percent of the 325 respondents say that an additional form is needed to evaluate
physical fitness and health. About 7 percent of the respondents say that a doctor’s

evaluation is required. Table 3 shows the overall response to the evaluation form.




TABLE 3
RESPONSE TO THE EVALUATION FORM

—-Officer Regponges

Responses Number Percent
Nochanges necessary 192 59.0
Need additional
form for physical
physical fitness
and health 110 339
Need physicain input
for physical
fitness and health 23 1.1

Total 325 100.0

2. Section to be Evaluated

o. Physical Fitness. Approximately 86 percent of officers support the
military bearing and health evaluation in Section 2 block 1 of the report (Navy Form
2-85). Additionaily, they recommended to add a Pass/Fail Physical Fitness and Mental
Status Examination.

b. Pemsopality and Behavior. A total of 91 percent of the respondents gave
their support to the report, and 9 percent of "Others" want to remove certain items
such as Human Relations because of difficulties in evaluaton. They recommended
adding "punctual,” "personal appearance,” “exhibits loyalty," and "snticipates and solves
probleins.”

¢. Job Knowledge. Approximately 92 percent of the respondents agree with
six items in this section. Approximately 8 percent of respondents recommend removing
“writing ability," because writing ability should be included in "quality of work." The
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reason is that a junior officer (ensign to lieutenant) usually has little opportunity to use
this ability in his or her job. For the "foreign language ability,” evaluators should use
the RTN Language Training Center annual test results and should be evaluated only
for those officers who use an acquired foreign language.

d  Ouality of Work. Approximately 88 percent of the officers feel
positively toward the current system, but 12 percent recommended removing the
"special duty” because there are two meanings: (1) official work or (2) personal work.
Furthermore, some evaluatees have a special duty tht others do not have.

e. Rating Scale. Approximately 64 percent of the responses preferred to
use a 1-to-3 point rating scale. About 23 percent of the responses recommended a 1-
to-5 point rating scale, while 7 percent of the respondents preferred to use alphabetical
grades A through E. The "Others" recommended a 1-to-4 point rating scale, and
commented that if the evaluator cannot evaluate someone, the rating should be left
blank.

f. Suimary of Evaluation. Approximately 85 percent of responses favor
this section, "Others" recommend an intermediate evaluator and addition of "type of
appropriated assignment” more than the current form. It should be added that the
evaluators do not know the final result of their recommendations. Therefore, they are
generally not interested in this section.

g Released and Uneleased Rating Results. The following question was
asked on the survey:

"According to the evaluation regulation, one of the purposes of the performance
evaluation is to improve the efficiency of rated officers by airing the results. For
this purpose, whether the results should be released or confidential is quite

98

S

- —n -




important and also may have some advantage and disadvantage. Which is better
in your opinion?"

The responses to this questions are shown in Tables 4 through 6.

TABLE 4
RESPONSES TO RELEASED AND CONFIDENTIAL RESULTS

~—Officer Responses

Responses Number Percent
-No opinion 16 49
-Prefer to release the
rating results 245 754
-Prefer confidential
rating results 4 497

Total 325 100.0

Table 4 shows the overall responses of the above question. About 75 percent of
the responses would like to release the rating results,
Table 5 shows the responses of 245 of 325 officers who preferred to release

rating results from this question:

"According to the evaluation regulation, one of the purposes of the per{formance
evaluation is to improve the efficiency of rated officers by airing the results. For

this purpose, if you prefer to release the rating results confidential, what is your
reasons?"
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TABLE §
REASON FOR RELEASING RATING RESULTS

Responses M
~Impossibie to keep the
results completely closed 19 78
-Helpful for self improvement 173 70.6
-Expects faimess in the rating 3 216
Total 245 100.0

Table 5 shows that 70.7 percent of the 245 officers who preferred to release the
rating results thought it would be helpful for self improvement, while 21.5 percent
expected it to contributs to fainiess in evaluation, On the other hand, 19.7 percent of
the responses in Table 4 support confidential rating results.

Table 6 shows the responses of 64 of 325 officers who preferred to keep rating

results confidential from this question:

"According to the evaluation regulation, one of the purposes of the performance
cvaluation is to improve the efficiency of rated officers by airing the results. For

this purpose, if you prefer to keep the rating results confidential, what is your
reasons?"
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TABLE 6
REASON FOR CONFIDENTIAL RATING RESULTS

. Officer Respopses
Responses Number Percent

-Demotivates the rated
officers who have low grades 40 62.5

-Based upon the traditional
consciousness 3 4.7

-Expect disagreements about

the final rating order 2 31

-Potential conflicts with

the evaluator 19 29.7
Total 64 100.0

As shown in Table 6, about 62 percent of the respondents prefer not to release
rating results since evaiuated officers may become unmotivated or disenchanted by low
grades.

h. General Opinion from the Suryey. These questionnaires gave an oppcrtunity

for all officers to criticize the system, since the RTN wants to use this current report
to select top management and improve personnel in the future. The researcher
summarized these responses as follows:

(1) The officer performance evaluation which the Navy uses today is a
good system for personnel management in theory. More than half of the responses

agree with this method of evaluating officers, but the Navy con improve some items.

101




(2) The evaluation system is not entirely appropriate for the Thai culture.
Most of t .. Thai people hesitate to criticize other people. It is difficult, in their view,
for the commanding officer or superior to "play God"; thus, the cvstem fails to evaluate
the performance of subordinates accurately due to cultural mores.

(3) The personnel process of the Navy tends to be ineffective. There is an
over-aburklance of policies and regulations that frequently serve to confuse more than
clarify or guide.

4) ‘Since the introduction of this system, the Navy has never really used
the results of the officer evaluation system in personnel management. Consequently,
most of evaluators are not concermed with the system.

(5) There are lack of satisfactory standards for making subjective
judgments,

(6) The current report is a classified document, and after the evaluation
process is completed, it cannot be released. As a result of this policy, it is less likely
to aid in improving the officer’s performance in the future.

(7) The superior may tend to inflate grades because of misplaced loyalty
or distaste for the responsibility of telling subordinates about their weaknesses.

In conclusion, releasing rating results may provide an opportunity for officers
to review and improve themselves. It may also improve the evaluator’s fairness in the

evaluation process as well as the evaluated officer’s potential.
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V. DEFICIENCIES OF THE CURRENT RTN SYSTEM

As discussed in Section B of Chapter II, the RTN Officer Performance
Evaluation System has been revised four times, and has sttempted different evaluation
methods. It has also been shown that important parts of this system are dislikeed by
many officers, as discussed in Chapter IV. In this chapter, deficiencies of the current
system (based on the contents analyzed in Chapter I and IV) are discussed.

1. The objectives of the RTN Officer performance Evaluation System are not
met; about 46 percent of the respondents feel that the system needs to provide
information for a fair personnel appraisal in line with current Navy policy. It does
incorporate interviews or counseling and does not have any subsystems other than
promotion, selection, or placement to reinforce its use.

2. Due to poor feedback of the rating results, the unreleased rating result
influences both the evaluator and the evaluated officer since it may lead to an unfair
rating and be useless in improving the efficiency of evaluated officers. It does not
give evaluated officers an opportunity to review themselves. The released rating results
system may improve the evaluator’s fairmess in the performance evaluation as well as
the evaluated officer’s desi:c to succeed and excel.

3. 'The current evaluation system is based primarily on personality. About half
of the evaluation is based on the "pemoqdity" evaluation of officers. Only 40 percent

of the evaluation is actually concerned with “job knowledge” and "quality of work."
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s 4. There are deficiencies resulting from using a 1-to-5 point rating scale in the
‘ current system. Evalustors have to evaluste by using a 1-to-5 point rating scale (1 =
poor/unacceptable performance, 2 = below aversge performance, 3 = average
performance, 4 = above average performance, and 5 = excellent performance). With
no details of these rating scales, it is very difficult for evaluators to use these scales,

S. There are no clearly stated job descriptions or billet codes, so the
evaiustions cannot be sccurately keyed to performance.

6. In the ".TN, training could be provided in how to write an evaluation. This
would be extremely beneficial to the superior in better evaluating subordinates as well

as in understanding the system.
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VI. CONCLUSIONS AND RECOMMENDATIONS

As with any system involving interaction betweer: human beings, there is always
room for improving an evaluation system. By the same token, no evaluation system
yet devised has totally eliminated the problems associated with personality conflicts,
inflationary rating trends, subjective grading, or intentional corruption of the system.
Because of the great importance to an organization of personnel evaluation and
development, the organization should periodically review its appraisal system with the
objective of improving that system.

The system as it operates today was examined critically and some important
suggestions have been proposed. In doing this, the issues were approached irom two
directions: (1) a review of the RTN evaluation system and the U.S. military evaluation
system; and (2) the attempt to gain feedback from officers through the analysis of
questionnaires done by the RTN Naval War College. The resulis of analysis are
summarized 4s follows:

(1) The first conclusion is that the vast majority of RTN officers are interested
in improving their potential abilities and merits. To satisfy these requirements, the
feedback of the evaluation results must be supported.

(2) A second conclusion is that Navy Form 2-85 uses a 5-point scale and this
has produced numerous deficiencies. However, the obvious fact is that the problems

mentioned here still continue, even through four revisions of *he evaluation system.

105




(3) The accuracy of the performance evaluation process results from evaluator
and evaluation standards. The feedback of the evaluation results further compels the
cvaluator to evaluate faidy and to help improve the: perforrnance of the officers under
his command. The Navy should adopt this reporting form and other alternstives to
control the evaluator effectively and control inflation of marks.

In surtnmary, the performance evaluation results must be accurate and contribute
not only to the Navy but aiso to the evaluated officers through feedback. Commanding

officers can use the evaluations to control or counsel.

A. CONCLUSIONS

An evaluation should be trusted and accepted by its users. Trust in the
evaluation process is the extent to which officers perceive that the evaluation data will
be rated accurately and fairly, and be used objectively for personnel decisions. If
evaluators and evaluatees find the evaluation method satisfactory and fair, they will use
it.

The following would be accomplished by incorporating recommended changes to
the current system:

1. Improvement of command management/goal setting

2. Better counseling and feedback

3. Simplification of evaluation forms for completion

4. Improvement of value to promotion and selection boards

There is no "cook book" approach to personnel evaluation, and this thesis is
therefore not intended to be the only solution to this very important aspect of our
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military personnel system. It is also not the intent of the researcher to rewrite Navy
Regulations and Instructions for this system.

The recommendations proposed in this study are not & cure-all. As long as
humans are evaluating others humans, human eirors, such as the "helo" effect, will
inevitably occur in any evaluation system. However, strict enforcement of guidelines
might tend to eliminate or reduce these errors and produce a workable aystem. Finally,
further study conceming the feasibility and format modifications of the officer
evaluation system should be carried out to find the most acceptable system for the
RTN in the future,

B. RECOMMENDATIONS

The following recommendations are offered in the spirit of building upon and
improving the RTN Officer Evaluation System.

1. An officer evaluation should be based primarily on job performance and
results. In addition, it should provide some indication of job-related characteristics
and traits to assist in predicting an officer’s development potential and suitability for
other assignments.

2. An important aspect of performance evaluation that seems to be overlooked
is training evaluators in writing the evaluation. The Navy officer’s first encounter with
performance evaluation is likely to be when he is handed an official form and told
to evaluate a person working for him. Every officer should be trained to become
familiar with the evaluation system, its purpose, the importance of conducting a proper
evaluation, and the appropriste goveming rules and regulations. The training program
may start at the Staff College, Naval War College, Line Officer School, Commanding
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‘Officer Course, or the Naval Academy, Conduct evalustor training on a district level
to ensure that the system is understood and that cc mments are properdy written. This
would esiablish performance schemata before the observation of behavior and reduce

| overall evaluator error. The evalustion systemn can work well it is accepted and valued
by both the evalustor and the evaluatee.

3. Physical and mental evaluation should be conducted by annual examination
from the Naval Hospitel at every buse. There are two kinds of examination the Navy
uses to test the personnel who will go oversea for training or official travel. Every
officer has to pass this examination. The details of the examination would be
coordinated by the Medical Department.

4, The quality of work is too vague, The contents of Section 2.4 “quality of
work” is the bottom line of the evaluation and too criticel to be used without clear
guidelines. Objective standards should he established to ensure that each officer is
considered on consistesit and equal criteria.

5. The narrative comment in Navy Form 2-85 Section 3 should be eliminated
except in the case of unsatisfactory perf rmance. The use of & narrative type
evaluation is ineffectivy  a Navy evaluation system, Narratives cannot easily be

* assigned a numerical grade or ranking mack. Tharefore, comparing the performance
of a large number of officers is virtuaily impossible. The greatest limitation with
narrative-type evaluations in the Navy is thm officers who fill out the forms vary
widely in their writing ability and techmques. In these cases, it is often the evaluator’s

ability, not the evalnated officer’s, *hat is recorded on the evaluation form, R
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On the present form, the additional narrative section might not detail & low mark
on the rating scale because the evalustor did not teke the additional time and effort
to write a narrative justification for a higher mark. The researcher believes that
narvative comments have no place in the officer evaluation system except to explain
the 1easons for assigning unusually low or unsatisfactory marks.

6. The evaluating results should be releasod to the evaluator and evaluated
officer after Navy Headquarters judges the final evaluating results.

7. The Navy should publish a booklet or handbook explaining the current system
and provide a standard guideline for evaluators and officers to know the standards of
performance in order to excel.

8. An evaluation form (Navy Form 2-85) could be reviewed not only for
promotion and selection boards but also for counseling purposes. It will provide
necessary feedback to the evaluated officer after the evaluation process is completed.

In conclusion, Figure 6.1 represents a proposed RTNOPER. Revisions are based
on a performunce factor section similar to the U. S. Air Force evaluation form. The
proposed RTNOPER includes the ten performance items of the current RTNOPER.
These ten performance items have been revised to reflect measurable objective criteria
as outline in Chapter III. In the proposed report, only one evaluator (immediate
evaluator) will rate the officer. Another two evaluators (senior officers) will review
the rating results and submit comments for the evaluated officer. In keeping with Navy
regulations, the report will remain confidential between the reporting chain and the

evaluated officer. A copy of the evalution form will sent tack to the evaluated officer
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for the feedback purpose. The author hopes this proposal will contribute to improving !
f ﬂnoﬂwevdnuimmmmdbemoﬁﬂtotheryinﬁnfum.
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ATN Offisar Pexformisnce Bvaluation Raport
(RTNOPRR 3-89)

SECTION I. Rvaluated Officer Ideatification Data

1. Wame/Raok o 2. Sexvice Wo.

i it ettt

3. Pay Gzxade Date of Rank

4. Paxiod of Report 8. Type of Repocst
Yzom Thru

6. Organiszation, Comsand, Location:

SECTION II. Job Resgxiption
1. buty Title

2, Duties, Tusks, and Responsibllities Assigoed:

SECTION IIX. jpezfoxmance Factors

1. Militacy Presence Rating

Looking and acting like a Navy (1-5)
officer in fitness, behavior, dignity,
and bearing at all times.
Appearing neat, smart and well
groomed in uniform or civilian attire.
Katablishing and maintaining effective
relationships with wmilitary and civilian

4330Cciates,

WAVY FPORM 3-89 1

Figure 6.1 The Proposed RTN Officer Performance Evaluation Report.
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2,
vedication and reselve a Wavy officer 1-9)
demunstrates to thoroughly snd conscientiously
accomplish all tasks. A measure of roysity and
honesty to the unit, Navy,&nd the Nacion,
Primary duties ¢ a Mavy billet assigrment,
. also the totally of duties and tasks assigned)
. to the officer,

P——

3.
Makes timely and accursve decision,
comaon sense. Thinking clearly and arriving at
preccical snd logical conclusions, R

4.
~ Ability to think and sct effectively
undez conditions that were stressful and/or
mentally or physically fatiguing. ———

s‘

Plans, coordinates, schedules, and uses
resources effectively, Schedules work for selt
and other equitably and effectively,
Anticipates and solve problem, meel suspenses.

6.
The ability to achievs objectiveness and
complete the mission by inspiring, directing,
controlling, end superviaing others.
The ability to develop subordinates by
counseling, motivating, and setting the example. —r

7. Job EKuowledae »
Ras acknowledge required to perform

duties effectively. Strives to improve this

knowledge to handle nonroutine situvations.

8.

sriefing, presentation, demonstration
ability to express verbal thoughts clearly and
effectively, coherently, logically and
extemporanecusly.

NAVY FORM 3-89 2

Figure 6.1 (continued).
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9. Eealth Rasing .

Health, physical fitness, and mental atatus {1=5)
result frxom the Waval Medical Department annually
examination.

10. Rnalisb Iancusge

$peaking, listening, and writing.
(By uasing shnually examination from the
Haval Language Centor)

Signature of offiocer eveluated:

Date
*I acknowledge that I have seen this report (page 1, 2,and J),
have beon apprised of my performance and rxight to make a
statement.”

NAVY FORM 3-99 3

Figure 6.1 (continued).
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wCTTOW IV. Eyaluster Mecosmeodabicns
1. Promotioca Recosmandation Narly Regulsr o

(chack orne)

Commants :

Signature of Immaediate Evaluatos:
Date

Title Duty

SZCTION V. aAdditional Evaluator Qvexall Bvaluation

COWNCOR HONCONCUR

t—— P )

—

fignature of Additional Evaluator:
Date

Duty Title _

SECTION VI. genlox Kvaluatox Revisw
CONCUR WONCONCUR

Signature of Sanior Evaluator:
Date

Duty Fitle

WAVY FORM 3-89 4

Figure 6.1 (continued),
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Inessuctions:

1. Rating Soales:
1 - Pooxr/Unacceptabs
2 ~ Below Average
3 -~ Average
4 - Above Averzge
5 -~ Zxcellent
Blank ~ Not obsarved or cannot make a decision.

2. A copy of page 1, 2, and J will be sent back to the evaluated
officer when the original is filled in the official officer’s
record at the Naval Personneli Departmant.

3. This report is private report between the reporting chain and
the officer avaluataed,

4. This repoxt, page 1, 2, and 3, have to be seen by the
evaluated officer, and have besen appraised of his or her
performance, bafore signing his or her name on page ).

5. Item 10 "English Language" g¢ives the information to Navy
Selection Board for special assignment, not for ranking the
officer for promotion.

6. Immediate Evaluator:

(1) focus your evaluation in S=ction II1 on what the
officer did, how well and how the officer contributed to
mission accomplishmant, Your recommendation in Section IV may
use in Navy Selection Board.

(2) if you choose "NO" promotion in Section IV, you have to
giva 4 comment. for explaining unsatisfactory performance of
this officer according to the performance factors in

SectionIllI.

7, Mdditionsl and fenior Evaluatox: ‘
(1) if you disagree with the previoua evaluators, mark
“NONCONCUR" and explain,

(2) do not use "MONCONCUR™ simply to provide comments on
the report.

(3) page 4 of this report does not become & permanent part
of the official officer’s recorxd but it is removed after the
promotion and selection process is completed.

8., For more detaills see in the “RIN Officer’'s Guide to the OPLS.

NAVY YORM 3-89 3

Figure 6.1 (continued).
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