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Abstract 
 

The problem was that the Verona (WI) Fire Department (VFD) has no method by which 

to evaluate its employees.  The purpose of this applied research project was to determine the 

contents of an employee evaluation process then determine how an employee evaluation process 

would benefit the employee, department, and community.  This applied research project utilized 

the evaluative and action research methodologies to answer the following questions: 

1.  What are necessary components of an effective employee evolution process? 

2.  How would an employee evaluation process benefit the employee? 

3.  How would an employee evaluation process benefit the employer? 

4.  How would an employee evaluation process benefit the community? 

The procedure used to answer research question one was to identify elements of an 

employee evaluation process by literature review, surveys and locating examples to fit the VFD.  

The procedure used to answer research question two was to identify how an evaluation process 

would benefit the employee via literature review and surveys.  The procedure used to answer 

research question three was to identify how an evaluation process would benefit the employer via 

literature review and surveys.  The procedures used to answer research question four was to 

identify how an employee evaluation process would benefit the community via literature review 

and surveys. 

As a result of this research it was recommended that an employee evaluation process be 

designed and implemented for the VFD.  The research resulted in an employee evaluation 

process being adopted and implemented by the VFD. 
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Introduction 

The problem is during a recent Verona District Commission meeting, the President  

raised concern regarding lack of employee records to assist in making a personnel related  

decision.  This came after a number of personnel matters had come to the Fire Commission and 

the lack of some form of employee evaluation had made disciplinary actions difficult.  Both full-

time and paid-on-call employees had expressed a desire to have progressive disciplinary actions 

based on proper employee evaluations.  There is also a requirement within the Fire District 

Agreement that the Fire Chief evaluate the Department officer staff and that this has never taken 

place.  The purpose of this research project was to identify what could be done to assist in 

properly recording employee performance both positive and negative so as to benefit appropriate 

disciplinary procedures. 

This applied research project utilized the evaluative and action research. 

Methodologies to answer the following four questions:  (a) What are the necessary 

components of an effective employee evolution process?  (b) How would an employee  

evaluation process benefit the employee?  (c) How would an employee evaluation process  

benefit the community?  (d) How would an employee evaluation process benefit the community? 

Background and Significance 

The VFD serves a population of approximately 14,500 people over about 36 square miles 

including a response territory crossed between urban and rural.  The department is a combination 

agency with three full-time Inspector/Fire Fighters, a part-time Chief, and the remaining staff 

being paid-on-call.  The VFD is considered an all hazards response agency that does not include 

EMS.  Apparatus operated by the VFD are as follows; 1 - heavy rescue, 3 - engines, 1 - ladder 

(quint), 1 - brush unit, 2 - tankers, and 3 support vehicles. 
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The VFD serves the City of Verona, Town of Verona, and a portion of the Town of 

Springdale.  The City of Verona has been one of the fastest growing communities in Dane  

County located next to the State Capitol, Madison.  Verona has transcended from a bedroom 

community to a City that now experiences large population influxes during typical work hours 

with continued growth expected.  The growth of the City of Verona and surrounding areas has 

caused an increase in calls for service.  The challenges don't stop there.  VFD hired its first full-

time staff in 2003 followed by two more in 2005.  The VFD is a department in transition in more 

ways than one. 

Community growth comes at a time when it is more difficult to gain part-time staff to 

meet the new challenges.  This has resulted in working with neighboring agencies to develop an 

auto-aid program to supplement incident staffing for a more efficient resource implementation 

process.  A computer software company has decided to build its world headquarters in Verona.  

The company has just completed the first of a possible five campuses.  Each campus includes a 

parking structure for over one thousand vehicles along with five buildings housing 

approximately 1,500 employees.  This company has had a ripple effect in our community in that 

other businesses have been attracted to Verona.  Along with the businesses comes those that 

work for EPIC or other businesses building homes in and around Verona.  The City of Verona 

and surrounding Townships have had to enhance their infrastructures in order to meet the 

continuing demands of local growth. 

This local growth has been experienced by all of Dane County which has had an impact 

on Verona, especially its thoroughfares.  Traffic has also greatly increased through the Verona 

Fire District causing traffic crash response to be a large portion of the VFD call base. 
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The challenges are not just external.  With full-time staff comes the need for a higher 

level of accountability by the employee, the employer, and the community.  The VFD attempted 

to discharge an employee for an ethical work rule violation.  The employee was not discharged 

and discipline resulted in time off from work without pay.  The employee as well as other staff 

voiced concern over no record during the employee's work tenure to date to help justify the 

discharge that was requested by the Fire Chief.  Another incident involving a paid-on-call 

employee resulted in the Fire Chief once again reducing discipline.  Again, this was a result of a 

question of progressive discipline and the lack of documentation to justify the requested 

discipline. 

These were just two examples of problems with discipline due to lack of documentation.  

Out of these incidents, post disciplinary discussions came the question of why documentation 

wasn't maintained regarding the employee's overall performance to include both positive and 

negative actions.  Discipline was not being considered progressive or based on overall 

performance of the employee.  The VFD does, and is in the process of actively designing and 

implementing policy regarding a variety of topics.  The VFD does not have a disciplinary policy 

and has held off on this policy until an evaluation process has been studied and implemented.  

An additional concern was that the full-time staff were about to unionize.  An employee 

evaluation was believed to be more important as an agency policy issue and not just a union 

matter.  

This research and ultimate action relates to the United States Fire Administration's 

Operational Objectives for reducing the loss of life in all civilian age groups and firefighters.  

This research project is also conducted to meet the requirements of the Executive Development 

course and fulfill the course goal of developing and integrating change management and 
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leadership techniques necessary in complex organizations (Federal Emergency Management 

Administration [FEMA], 2006, 3-27 - 3-30.)  A primary concern here is to identify ways to 

increase performance among fire department staff as to insure accountability in incident 

responses.  Executive Development instructs students to be proactive in order to identify a 

potential problem before it becomes a problem.  This can be performed by using A.P.I.E. 

(analyze, plan, initiate, and evaluation) (FEMA, 2006, p. 3-4) method of implementing change 

through the fire service.  In this case it is believed that some form of performance evaluation is 

needed now, and in the future.  If a performance plan is not implemented, it was believed that the 

disciplinary problems would simply get worse.  As the VFD transmissions from a paid-on-call 

agency, to one with more career staff, an evaluation process with be necessary.  An evaluation 

process would help the employee to know whether their performance falls within acceptable 

parameters prescribed by the agency.  An evaluation process will assist the agency in meeting its 

mission by noting whether the employee base is conducting them according to agency policy.  

Overall, the community will be the winner in knowing that its fire service is proving 

accountability internally and externally. 

The fire service is a major component of every community thus, needs to act as a leader 

within the community by identifying potential problems and affect appropriate change.  The 

VFD can take this opportunity to be a leader among local emergency services by leading the way 

to justify an employee evaluation process. 

Literature Review 

In order to determine what had already been written on this topic, a literature review was 

conducted.  Resources were consulted to determine what other agencies under similar 
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circumstances have done to alleviate a similar problem and determine what options could be 

implemented.  This literature review included government and private sector references. 

My literature review began at the National Fire Academy's (NFA) Learning Resource 

Center (LRC) while attending Leading Community Risk Reduction, January 2007.  I was able to 

prepare a problem statement and define a purpose.  During this process, publications and 

periodicals, along with on-line sources were identified for potential resource use.  Once I 

returned home from the NFA, I continued to identify sources and conduct research at the local 

level.  Literature reviewed was significant and contributed to the applied research project. 

I read materials (Buckman, III, 2006, 132) showing that fire fighter performance includes 

key factors such as level of productivity, timeliness of work, its quality, and whether the work is 

performed in a safe manner and according to agency policy.  Additionally, the leader has a key 

role in the effectiveness of fire fighter performance through developing skills and monitoring 

attitude.  In order to produce highly performing fire fighters, the leader must help the fire fighter 

to build necessary skills to perform their job and the required level.  While building the fire 

fighter's skill, the leader must simultaneously monitor their attitude.  Is the fire fighter willing to 

learn? Or are they apathetic and unwilling to participate in skill development? 

When the leader notices that the fire fighter's performance is lower or not at the expected 

level, the leader should check two things.  The first question is; why?  Why is the performance 

below the expectation of a standard?  The leader should next determine if the performance 

reduction is due to the leader in part or total. 

As it relates to performance, there may be a number of areas to look at.  Does the 

firefighter possess the skills and competency to perform?  The second would be what is causing 

the poor performance?  Further analysis should consider whether the firefighter was provided 



Performance Evaluation 9 

appropriate training and education for the position.  In addition, is the standard to be met 

unrealistic?  This means that the leader must also insure that performance standards are 

consistent with department expectations.  Department performance standards should be set high 

enough to be attainable, yet not beyond typical capabilities.  They must be achievable. 

In order for the firefighter to be successful in their performance, they also need to be 

supplied with proper resources.  The firefighter may not know how to use resources supplied, or 

how to locate them.  The firefighter may have the resources and know how to use them, but is 

held back somehow by the leader.  Not being provided with the opportunity to perform without 

being directed by the leader at every turn.  The firefighter is over managed and can become 

frustrated. 

The firefighter is and employee that requires some periodic feedback in the form of 

positive and negative.  The leader should provide feedback so that the employee knows when 

they are performing as expected, yet also to know where improvement is needed.  Feedback may 

help the leader to assist firefighter in maintaining a proper attitude.  Attitude may be the basis for 

poor performance and the negative attitude being displayed. 

Performance can also be documented by providing the firefighter with some form of 

appraisal in order to make this process more formal.  This provides the employer a more formal 

setting to provide feedback relative to positive and negative performance while maintaining a 

record for future use. 

Appraisals can be objective or subjective.  Objective is about the employee meeting 

measurable standards while the subjective relies more on the opinion of the appraiser.  Objective 

appraisals tend to be more accurate and acceptable by employees. 
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An (Graner, 2006, p. 149) employee appraisal may focus on some primary performance 

standards.  Some examples may be as follows; does the employee provide the amount of work 

expected by the employer?  Does the employee's quality of work meet expectations of the 

employer and community?  Does the employee cost the employer money due to carelessness and 

breaking or damaging equipment?  It the employee timely for work or accomplishing tasks?  

Does the employee work in a safe manner or are they involved in performance resulting in 

property damage or personnel injury. 

Some methods of appraisal may include the employer supervisor administering an 

evaluation appraisal based on their monitoring the employee.  Some agencies provide the 

employee a self-appraisal yet this is believed to not be objective as the employee may over-rate 

themselves or may be reluctant to include positive things they have done.  Another method that 

isn't recommended is to have employees appraise each other.  A recommended method of 

appraisal is the combination evaluation.  The employee is provided with an appraisal tool to 

complete.  The employer provides an appraisal.  The employee and supervisor then discuss their 

appraisal.  The intent of an appraisal system is to evaluate each firefighter against specific 

criteria. 

An employee can be terminated for not meeting the acceptable standards, especially if the 

employee is on probation.  The facts must be documented by a supervisor and presented to a 

department head for this process to be successful.  Part of the documentation must include what 

the supervisor has done as a part of the process of trying to make corrections.  This is referred to 

as progressive discipline.  Any counseling of the firefighter must be documented.  This 

documentation doesn't have to immediately be placed in the firefighter's personnel file but if it 

isn't placed there, it may be included later in disciplinary actions.  If the supervisor maintains the 
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information in a firefighter log or notes, it may play a vital role in noting developing patterns that 

should be dealt with on a formal level.  These notes should not contain repeated failures to 

perform without formal recording of activity and actions.   

Rules of public service require that employees be treated with respect and that they will 

perform their duties as expected.  This applies to subordinates as well as administrative staff.  It 

is also the requirement of the government entity (fire department) to establish fair and equitable 

policy, and standards of performance for all employees.  Additionally, it is the responsibility of 

the department administrative staff to ensure that all employees are performing as required. 

An evaluation process begins with education (Sargent, 2006, p. 165) so that all 

employees understand how the system works and have a clear understanding of expectations of 

the organization and supervisors.  If the employee doesn't understand what's expected, they won't 

know how to perform.  Feedback from the supervisor is also critical so that the employee 

receives feedback regarding whether performance meets, or doesn't meet organization 

expectations.  This is also a part of the learning process and the opportunity to make necessary 

adjustments. 

The day-to-day contact of the supervisor and employee provide opportunities for the 

supervisor to coach and mentor the employee, often by using other employees or team members  

to mentor employees in need of assistance.  This helps the employee and mentor grow within 

their occupation and enhance their performance and build on communications between  

employees and the supervisor. 

It should be remembered that employees will try and fail at times.  We should allow some 

innovation and questions to help identify new and improved methods to get the task done within 

standards.  An evaluation shouldn't surprise the employee as it should contain that which has 
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already been communicated between the supervisor and employee.  If the employee is surprised, 

the supervisor didn't perform their job of communicating expectations and feedback.  This sets 

up a communication barrier between the supervisor and employee. 

Most employees are committed and conduct themselves as expected.  An evaluation of 

this employee is just as important and used to reinforce positive performance, set goals and help 

the employee work toward career goals and aspirations.  Don't forget to thank them occasionally 

for their commitment to the agency and meting organizational needs. 

An evaluation process is a means to open communications.  A company or command 

officer may use communications to seek feedback on their performance.  Subordinate officers 

can talk with their staff to see how they are performing.  Additionally, the commander can talk 

with their subordinates, or have them complete a survey to get their input.  This can help the 

commander to evaluate their progress, communications, and expectations.  The supervisor must 

be prepared for honest feedback and take it seriously.  It's important for all to be honest. 

Discipline is meant to change behavior and should not be confused with punishment 

which is about consequences.  Agency policy may or may not be flexible on how the supervisor 

disciplines.  A supervisor needs to know agency policy so as to reprimand when required by 

policy.  Spend time wisely with staff to help them progress as time well spent with staff that 

want to progress will benefit the organization and those employees.  Time spent with an 

employee that doesn't want t excel may be time wasted if too much time is spent.  A supervisor 

must spend time with all staff, yet spend it wisely to help promote the employee to meet 

organization expectations.  A supervisor needs to spend some time with the employee who only 

wishes to meet the basic requirements yet recognize where the real benefit is to the organization 

that of those that wish to meet organizational expectations. 



Performance Evaluation 13 

The most difficult employee is the one that is consistently below expectation and may be 

referred to at the fringe employee.  It is vital that the supervisor maintain records of this 

employee's performance and make sure they are in the official employee personnel file for 

potential discipline and or punishment.  Some things to keep ion mind during this is to make sure 

to list what was done wrong, what rule or policy was violated, what should have been done, what 

will help if this takes place again, what is expected in the future, how will this be done by 

preparing a plan, and getting the employee to sign it. 

The evaluation will include everything the supervisor has done to that point to include; 

positive notes, mentoring sessions, and coaching sessions to improve performance.  If it's not 

contained in the final evaluation, it may cause the evaluation to not be acceptable, especially if 

the end result is some form of discipline or punishment.  It is important that all levels of the 

chain of command are informed of employee evaluations, especially in the case where the 

evaluation may result in punishments or removal from the job.  Employee evaluations are a part 

of the agency record system and the agency should have a records management policy.   

An evaluation policy is good and should be used as a guide, but each employee should be 

evaluated based on their individual merits or weaknesses.  A key word to consider in evaluations 

is negligence.  Was the error somehow negligent?  Did it contribute to a safety matter or is a 

consistently repeated violation?  A time to not accept mistakes is during an emergency operation.  

Assessment tools may be used to evaluate training, hiring, probationary periods, etc…in order to 

assess whether what is expected is happening.  If it isn't, changes can be made.  This is true of 

the employee evaluation. 

A goal of the employee performance appraisal (Edwards, 2005, p. 145) is to improve 

quality of work and the individual employee involved in that work.  It is critical in the fire 
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service that safety and service delivery matters that performance is monitored and maintained at 

the upper levels and that it be attentive to individual and unit performance.  The evaluating 

system must be comprehensive and fair.  This system is used to make decisions about employees 

relative to promotion, salary, commendations, transfers, and termination.  Therefore they must be 

fair and equitable.  The manner in which employee performance is rated can impact moral as 

well as productivity.  If administration helps educate the employee about the evaluation process 

and what it is intended to be used for, the higher the likelihood that the employee looks favorably 

on it and the more it's used for development opportunities. 

Performance management is described as the process of observing an employee's 

performance in relation to job requirements over a predefined time frame, setting goals, 

documenting performance during this period and then proving feedback in the form of an 

appraisal or evaluation. 

Some techniques that may help in performance evaluation will be the result of a job 

analysis to determine the knowledge, skills, and abilities that an employee needs to perform the 

job properly.  Due to the complex nature of the fire service, it is necessary to have the supervisor 

conduct observations of the employee performance.  Other ways to include performance 

evaluation is to look at the work of the employee, i.e. are there complaints about the?  Have they 

changed behavior for the positive after providing feedback?  Have there been compliments about 

the employees work?  The employee's performance must be monitored on a regular basis in  

order to establish accurate data for the regular evaluation.  If the performance isn't monitored 

and noted on a regular basis, the performance may be documented inaccurately. 

Some attributes that can be evaluated are leadership, teamwork, judgment, and others 

specific to the position.  The employee observation will also look for actual behavior an 
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employee must exhibit to be successful on the job.  These behaviors must be job related, actual 

and observable job performance.  Most are from an in depth job analysis so that behavior that is 

identified are measurable and valid.   In the fire service many of the job related behaviors may be 

infrequently performed, therefore scenarios may be used to evaluate the employee rather than 

wait for an opportunity. 

Some performance evaluation techniques are as follows:  A graphic rating scale is simple 

as it has a series of boxes with varying levels of performance.  The evaluator only needs to check 

the appropriate box.  This method is easy but it often times includes various definitions under 

one row, therefore not being as specific as may be needed.  It may exclude definitions that may 

be important to the fire service.  Another method is the critical incident method that tends to 

capture highly favorable and highly unfavorable behavior.  It tends to focus on critical incidents 

and only capture very good and very poor behavior, but miss relevant data that may be in 

between.  Another evaluation tool is the ranking appraisal system where the supervisor puts all 

employees in a rank order as it relates to overall performance.  This system tends to rank 

employees against each other based on a standard performance.  The ranking differences 

between employees aren't well defined therefore resulting in a firefighter being ranked last in  

one group when he could have been first in another.  This system doesn't promote good 

teamwork in the work place which is vital to the fire service.  Ranking is often based on one 

criterion.  A better system is the behaviorally anchored rating scale (BARS) with various 

performance levels along a scale and relies on employee's specific job behavior and a job 

analysis.  It is based on measurable standards such as: the fire fighter can perform a specific fire 

service action in a prescribed period of time.  The focus is on job behaviors rather than traits or 

characteristics and reducing subjectivity while depending upon observation of important job 
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functions.  This system is easier to use as there are different supervisors within the organization 

and makes it easier for the employer to compare performance across the organization.  This 

system provides an opportunity for the supervisor and employee to communicate regarding good 

performance or the need to enhance performance and possibly develop a plan for improvement. 

Management by Objectives (MBO) is a system by which the employee and supervisor 

agree on a plan and then review the plan later to determine the success.  This requires more 

communication between the two and more input by the employee regarding their performance 

and motivation to improve.  Some keys to this process are that the employee who is involved in 

planning also tends to demonstrate high levels of commitment and performance.  Clearly 

identified objectives encourage employees to strive toward desired results.  Performance 

objectives are measurable.  The down side of this system is that it may focus too much on the 

quantitative objectives and neglect other important areas.  If not monitored, it can develop into a 

numbers driven evaluation.  This system or portions of it may be beneficial, yet need to be 

implemented appropriate to the agency expectations. 

Total Quality Management (TQM) includes subjective as well as objective methods of 

employee evaluation.  Subjective may include other supervisors, peers, public, etc…dealing 

with attitude, initiative, and communications skills.  The objective side deals with work related 

issues and processes dealing more with problems and potential solutions like cause and effect.  

This system focuses on teams and groups and how they meet organizational objectives rather 

than the individual. 

The evaluation process the fire department chooses depends upon what is taking place 

within the department and the goals.  An employee evaluation process that combines various 

points from the mentioned systems may be the best.  A key to all of this is the management and 
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how they use the system.  Success will depend largely on the level of commitment of the 

supervisor for the staff. 

The following points can help provide a more valid and reliable evaluation system by 

rating employees on observable dimensions rather than traits.  Evaluation criteria is clearly 

defined and understood by supervisors and employees.  Criteria and scales are job related 

supported by job analysis and carefully developed.  Those involved in the system are well trained 

on its application. 

Some critical issues to avoid during employee evaluation are as follows.  Failure to 

distinctively separate performance areas and allow one to influence others is the halo or horn 

effect.  The central tendency method is when the rater tends to evaluate all staff as average rather 

than being specific.  When a supervisor wants to avoid conflict they will evaluate employees 

higher than they deserve causing leniency.  On the other hand, the supervisor may rate below due 

to unrealistic standards or selection perceptions.  These are known as the leniency or severity 

error problem. 

When a supervisor rates employees against each other rather than an established standard 

based on performance expectation of the job, they are using the contrast effect.  This is often due 

to unclear criteria or performance standards.  A sampling error may take place if the supervisor 

doesn't see much performance by an employee.  The supervisor will rate based on what little  

they observed.  Another error is referred to as the recency error.  This is when the supervisor 

rates on recent events rather than activity throughout the evaluation period.  The opposite of this 

is the primacy effect where the supervisor places most of the evaluation weight on events at the 

beginning of the evaluation period rather than from throughout.  If the supervisor rates the 
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employee against his/her personal standards rather than that of the organization this is referred to 

as the frame of reference error. 

A supervisor should also remove personal bias from the employee evaluation process as 

it relates to the employees race, religion, gender, disability, or age.  This is considered 

discrimination and is illegal under federal law and should not be tolerated. 

Overall, employee performance evaluation is important to the fire service as it allows 

supervisors to link employee activity and performance to the goals of the organization in a 

meaningful manner.  Employee performance is based on a system in place by the department and 

the employee is rated at specific intervals.  This allows the employee and agency to grow and 

improve.  This helps link the employee performance to the organizational goals and helps 

administration make decisions and provide feedback to the employees. 

An example of an employee evaluation may include seven steps.  Step one is 

performance criteria.  This is an analysis of the job to determine what the criteria should be for 

an effective performance to ensure legality, validity, and reliability.  Validity relates to the job 

analysis while reliability relates to the consistency by which a supervisor rates an employee in 

successive evaluations or the consistency with which two or more supervisors rate the 

employee's performance.  Step two is training for all staff so that they understand how to 

evaluate an employee, and that the employee understands when they are being evaluated on.  

This will help all to understand their responsibilities and avoid errors.  Step three is an 

expectation-setting meeting where the supervisor meets with the employee and works with the 

employee on expectations for the next evaluation period.  This is like a plan and it includes 

expectations.  The fourth step is feedback which should be supplied to the employee on a regular 

basis.  This helps the employee to know if they are meeting expectations and should be done 
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when performance related items take place.  The fifth step is self-assessment where the employee 

uses the evaluation criteria to check their own performance.  This should be done at the halfway 

point in the evaluation period and just before the end of the period in preparation for the 

evaluation meeting.  Another element is the midway feedback session where the supervisor and 

employee meet to discuss progress since the beginning.  This provides the employee an 

opportunity to make changes if needed and to further clarify if something has been forgotten or 

the employee misinterpreted.  The supervisor should note the date and time of the meeting for 

the final review especially where performance isn't meeting expectations.  The final element is 

the performance review at the end of the evaluation cycle.  This is where the supervisory and 

employee meet to discuss the employees' evaluation and the supervisor comes to a final rating 

for the employee.  If the supervisor has done his/her job, there will be no surprises on the part of 

the employee.  If the employee doesn't agree with the final rating, they should be afforded an 

appeal process to take the issue to a higher authority within the agency.  This meeting also 

includes starting the next evaluation cycle and laying out the expectations for that cycle. 

Preparing for the evaluation review meeting will help the supervisor and employee.  The 

supervisor should be very familiar with all the elements of the evaluation.  The supervisor may 

wish to prepare a list to follow or agenda so as to not forget something.  A way the supervisor 

can be better prepared is by maintaining good notes throughout the evaluation period.  This can 

be done by maintaining a log that captures the date of the event, a brief description of the event, 

and the level of performance.  Another method is to note positive events on one side of a sheet of 

paper and negative on the other side.  The supervisor should try to keep the meeting from 

becoming confrontational.  If the supervisor and employee have been communicating throughout 

the evaluation period, it is likely the meeting will not become negative. 
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The supervisor should have a draft of the evaluation for the employee to read.  This 

provides an opportunity for feedback and to add something to the evaluation that may have been 

missed.  It also provides the employee with the opportunity to be a part of the evaluation 

construction process which builds respect and trust along with communications between the two. 

People vary in their ability (Brown, 1987, p. 33) to be successful.  Brown relates that 

people who succeed at something to so because they have been able to develop a successful habit 

about conducting a task where others have failed.  Brown says that good work habits are only the 

tip of the iceberg and comes from good performance.  That good performance is from good 

mental discipline which is described as a chain reaction.  That we too often focused on the 

activity that people should engage and on the results we desire.  That this would naturally come 

from activity, habits, and results.  We need to pay attention to an accepted thought that creates a 

feeling in their mind that affects activity.  The activity need to be rewarded as the rewarded 

activity leads to habits which in turn lead to results.  In other words regular rewarding of positive 

activity results in the activity being done properly on a regular basis, i.e. habits.  This promotes 

good physical performance which is in direct relation to mental discipline.   

This chain reaction has a lot to do with the employee being able to see what the value of 

positive performance (Brown, 1987, p. 43) is in their eyes.  If the employee sees the value in 

performing the task properly they will perform in this positive manner.  They don't perform 

completely for money, but for self-esteem.  An employee will perform highly for this which, 

over time, creates positive work habits.  The employee will take much pride in this and take 

performance to ever higher levels.  The employee is typically looking for success and this is the 

beginning of that. 
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Performance standards can come from (Coleman, 2003, p. 287) certification systems and 

standardization of education and training programs.  That over time these standards have become 

a standard that we use to evaluate an individual based on their completion of training.   

Student performance evaluations (Coleman, 2003, p. 299) are generally conducted 

through written and/or practical testing.  That this testing must be fair, based on training 

objectives and real world actions, and must be valid and reliable.  Evaluations should not 

discriminate and be based on an occupational analysis and real world activities.  Additionally, 

the evaluation must be valid and reliable in that it can be measured.  A pre-hire physical agility 

evaluation should be based on a person's ability to perform certain accepted firefighter functions.  

Certified training and physical agility tests are available that are based on national professional 

qualifications.   

The quality of leadership in the department affects the (Coleman, 2003, p. 205) 

performance of the staff.  The primary task of fire department leaders is to guide service 

delivery.  That the fire department is tasked with preventing harm, building a safe environment, 

educating people to avoid dangerous behaviors or conditions, responding to emergencies, and to 

ensure the competence of the overall system's performance.  

There must be organizational anchors (Coleman, 2003, p. 213) that define expectations, 

provide clarity, and keep the organization moving forward through its people.  Four 

organizational anchors are; 1.  Clearly defined mission and clear customer expectations.  2.  

Shared organization values and an understanding of the organization culture.  3.  Well managed 

financial resources.  4.  Appropriate levels of training on policies, standard operating procedures, 

and definitive strategic and operational plans.  These anchors require regular attention and help 

the employees operate with proper focus and direction, and expectation.  If the employee's first 



Performance Evaluation 22 

line supervisor provides proper coaching and counseling, the employee will exhibit proper 

behavior performance.   

Employees want to know about how well they are doing (International city/county 

management association [ICCMA], 2005, p. 76) at work yet often dread the session between 

them and the supervisor.  The employee looks at the meeting like their school days and the report 

card meeting with the teacher.  At the same time the supervisor also has concerns about 

providing honest feedback as this doesn't come naturally.  It's important to remember that the 

evaluation process should not be viewed as a once a year activity, but a continuous process that 

is on-going.  The employee and supervisor should view themselves as on the same side and 

looking for ways to reach agreement upon goals.  

The evaluation helps to establish benchmarks in order to determine if positive changes 

are, or will be made in the employee's performance.  A regular meeting of once a year is 

established for consistency and that the assessment session will take place and not be forgotten 

about.  This will only happen if the agency is committed, and establishes and follows through 

with policy criteria.  The process can be co-designed with input from all staff at all levels.  Using 

job standards will help the process to be objective and remove subjective analysis.  This process 

may also be used for the supervisors to hear feedback on their performance from the employees.   

Some other reasons for employee performance evaluation is; improve employee 

performance, define employee responsibility, eliminate misunderstandings about job duties, 

clarify expected results, provide an avenue for employee development, provide a written record 

to support personal decisions, provide a record of strengths and weaknesses in employee 

performance, improve communication with employees.   
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The formal process of performance evaluation also eliminates the casual or informal 

evaluation based on opinions.  This can be the result of making assessments about people based 

on personal values, attitudes and behaviors which will most likely differ from the objective and 

agency criteria's.  A careful and formal evaluation will help to insure that mistakes about the 

employee's performance are not the basis for evaluation as this could hurt the employee and be 

difficult to overcome.   

An evaluation process starts the day the employee is hired.  The supervisor must be very 

familiar with the agency evaluation process in order to insure that it's conducted fairly based on 

job description.  The first three to six months are critical to the success of the employee as the 

supervisor must explain things to insure they understand as they may be reluctant to ask 

questions as they may feel they will look bad.  Supervisors often don't include sufficient 

information to the new employee.  The supervisor should maintain notes to capture good 

performance as well as deficient and use the notes to identify trends in the employee's 

performance.  The supervisor should also provide immediate feedback to the employee so they 

don't think they performed correctly when they didn't.   

The performance evaluation is a method to capture progress, goals, objectives, and 

observations, yet not over depend on this rather than providing regular feedback.  These items 

should not be imposed, but established as a cooperative effort between the employee and 

supervisor. 

The employee should be assisted by the supervisor in goal setting.  The goals should 

match the job description, realities of the job, yet be attainable by the employee and time 

specific.  Some things that can be included are as follows; timely for work, participate in 

training, good personal appearance, display proper demeanor and language, keep driver's license 
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valid and violations to a minimum, maintain assigned equipment in proper condition, inspect 

assigned equipment regularly, will complete written reports and other agency paperwork in a 

neat, accurate and timely fashion just to name a few. 

Setting standards is important in order to monitor the employee and meet  

regularly so the supervisor can praise them, yet also make corrections on a regular basis.  Many 

agencies meet annually which may be too late to make corrections.  The evaluation process 

should not be viewed as punitive or disciplinary.  This can be achieved by focusing on results 

and not on the personality for the employee and their shortcomings or failures.  The supervisor 

should praise regularly yet note when to help the employee to improve something by looking for 

ways to do this.  Reprimands should be handled as they take place and not help for the annual 

meeting.  New goals should be noted and noted for the next evaluation period. 

Supervisors should meet with the employee for formal evaluation interviews at  

least once during the performance evaluation period.  These sessions can help the employee to 

measure progress and receive needed feedback, and discuss problems while current yet also 

discuss positive issues.  This action will help the experience to be viewed as positive rather than 

negative.  These sessions can provide praise yet also help coach the employee who needs attitude 

and work habits reinforces.  These sessions require some planning and have best results if not 

held as a surprise.  This will lead to no surprises in the formal evaluation process and annual 

meeting.  

A performance evaluation interview should be planned to avoid distractions, in a  

neutral location, stick to work related topics and issues, and focus on the employee's 

development.  The interview should be held where conversations are private yet eliminate 

barriers for open discussion.  Topics for discussion should be employee duties, performance 
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standards or goals, completed appraisal report and overall job performance and goal attainment.  

The employee should be provided with a copy of the performance report to follow along with.  

Avoid discussing personal traits and focus on work achievements with the positive performance.  

The supervisor should be constructive and provide negative feedback about any failures for the 

employee that was expected such as goals and what can be done to improve performance.  

Improve future work by looking at what was learned in the past appraisal.  The employee should 

be encouraged to be open and discuss any and all issues.   

Any and all information about the employee's performance should be noted by the 

supervisor and maintained in the personnel file.  Notes should be about goal achievement, work 

performance, supervisor intervention as well as recognitions and accomplishments.  These notes 

should be accompanied by feedback with the employee.   

Performance appraisal also must avoid legal challenges by meeting the following criteria.  

The evaluation process should be based on the systematic analysis of the individual job, accurate 

and current job description, focus on job specifics and related behaviors, performance standards 

or goals are communicated to the employee, supervisors are trained in the evaluation process, 

and documentation on the appraisal process is maintained.   

The supervisor must be aware of pitfalls and avoid them.  The tendency to rank the 

employee on all performance issues down the middle of the scoring method. This can be referred 

to as the "central tendency effect."  Basing performance on the most recent activity rather than 

the whole time frame called the "recency factor" should also be avoided.  Allowing one area of 

performance to affect rank of another area rather than treating it specific called the  

"halo effect".  Avoiding supervisor personal biases or rating too harshly or to lenient across the 

whole evaluation.   
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After a firefighter has been hired (ICCMA, 2005, p. 272) they must be continually 

evaluated and provided feedback about their performance.  A performance appraisal system can 

be the basis for promotion, discipline, transfers, training, and employee development.  There are 

two basic types of appraisal systems.  One is the narrative or essay style that includes written 

information from the supervisor and employee.  These types of appraisal tools can capture 

weaknesses, strengths, and potential or development.  These lack of quantified information 

required for personnel decisions and tend to be unstructured, often this is dependent upon the 

writes capabilities.  They do provide for the exchange of information between employee and 

supervisor and used in occupations that require abstract knowledge and skills.  They are most 

effective if related to performance standards.   

A graphic rating scale is like a report card.  This system will include particular titles or 

sections that can include a numerical rating system such as one through five scale, or a rating 

scale such as satisfactory, unsatisfactory, average, above average, below average, or superior.  

This type may include a written comments section for the rater.  This system is easily applied to 

a variety of different occupations and tends to be quite consistent.  Some negative of this system 

is that the grading terms don't allow for any variance by the rater who tends to judge the 

employee more lenient.  These rating systems tend to by subjective and don't lend themselves to 

employee feedback and training.  Supervisors tend to avoid the comments section and usually 

give a satisfactory rating.   

Another system is called the forced choice where the rater completes a form that allows 

them to pick from statements that best describe an employee.  The rating may represent a poor to 

outstanding performance yet due to the manner in which the statements are constructed, the rater 

will not know what the scoring weights are as there will not be a number of further description.   
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This scoring method is constructed by trained specialists.  A third party interprets the results of 

scores and explains them to the rater who in turn explains the results to the employee.  This 

system doesn't provide for an easy method of feedback, counseling, or advice on career 

development due to the third party interpretation.  This system is more expensive and is typically 

used for middle or lower management positions. 

Another method of rating is the behavioral anchored system of rating scales that are 

developed by job knowledge experts that describe typical successful job performance.  These are 

formed by looking at job analysis and statistical analysis to identify behavior between effective 

and non effective performance.  Employees are rated based on the frequency with which they 

engage in each kind of behavior.  The scale will include a numerical and word descriptive range 

to score.  An example of this would be; almost never 1 2 3 4 5 almost always.  This system is 

expensive and time consuming to develop.  It is also difficult to link the performance dimensions 

to the behavior especially when the employee must exercise judgment and discretion in their job. 

Another type of appraisal is the critical incident based system.  The rater and employee 

must identify incidents critical to successful job performance.  The rater matches actual incidents 

against a predetermined critical incident scale to which numeric values can be assigned.  This 

process is time consuming and may be costly if technicians are used to identify critical incidents.  

A job analysis is essential to the development of this type of system.  The system may be used in 

a less formal manner where the rater keeps notes of actual incidents that are positive and 

negative behaviors.  It is then used to discuss performance with the employee but is limited in 

application with respect to future performance. 

A system that employs comparative ranking where employees perform similar work are 

compared to each other.  Some negative to this is the number of times an employee may be 
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ranked above others which could be based on rater bias and the inability to determine the 

differences between employees. 

Alternation ranking is another method where the rater must decide between the most 

valuable and least valuable employee and a final list is constructed.  These systems are easy to 

use, yet are subject to easy manipulation and tend to score low in reliability and validity.  This 

system doesn't explain why there may be intervals between individual's rankings yet the system 

is successful for making employee decisions where multiple judgments are used.  

Each of the listed systems has positive points and negative points.  They can provide 

input relative to career counseling, organization development and motivation.  An effective 

performance appraisal system has many of the following criteria's; 1) System is based on a job 

analysis, 2) The purpose of the system is clearly defined, 3) The system is based on a job related 

behavior that is clearly defined performance standard, 4) Appraisals are conducted on an ongoing 

basis, 5) Appraisers receive extensive training in the use of appraisal techniques and in 

counseling employees, 6) Provision is made for appraisal discussion and positive feedback.  

Performance strengths and weaknesses are clearly spelled out along with clear plan of action of 

what is needed to correct faults and improve performance, 7) There is a clear link between good 

performance and reward system. 

Whichever method of appraisal is selected, it must be fair to the employee while avoiding 

grievances.  Management will want to make sure that the appraisal system doesn't yield 

disappointment due to poor research in its construction.  Management needs to look at all 

systems to build what works for their agency while striving to avoid the negatives.  The process 

needs to have a clear plan on what the system is to do and plan for ways to meet supervisory 

resistance.  The system may rate what the employee is doing rather than results.  Job 
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requirements must be defined as it relates to what the desired performance is.  Supervisors must 

be trained to understand the process and how to communicate with their employees.  Employee 

performance needs to be documented in clear behavior and job-relevant terms.  The supervisor 

that provides regular feedback will improve the employee motivation and productivity.  The 

supervisor should link past performance with what is expected in the future to include career 

development opportunities.  The established performance standards should be a basis for 

measuring progress toward results and monitor the process to insure that it's working properly.  

This helps formalize the evaluation process as supervisors will rate employees even if there is no 

system which could result in poor judgment of their staff. 

A personnel development program integrates recruitment, selection, training and 

education, career planning, career counseling, performance appraisal, and other human resource 

considerations into a single system.  This means that management is also responsible for 

personnel development in order to help develop employees for future promotion and 

responsibilities.  The performance appraisal is only a part of the overall personnel development.  

This helps to build a pool of staff that will be the futures specialists, supervisors, managers, etc… 

This is an integration of career development and management development. 

Many agencies are quite progressive and will prepare documents that will help their 

employees to be successful within the organization as the employees have information to help 

them with promotion exams, interviews, prerequisites, and selection methods.  This helps the 

employee to know what's expected while having a sense of perspective.  This system provides 

career counseling and advancement to help the agency to be prepared for the future.  The agency 

may also move staff around to different responsibilities and allow staff to serve on various 

committees that provide some insight for career development. 
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Performance appraisals (Gitlow & Gitlow, 1987, p. 120) accomplish a number of things:  

They help the supervisor to monitor the subordinate and to conduct coaching, to motivate the 

subordinate to provide feedback on how they're doing, provide back-up documentation for 

management decisions concerning transfers, dismissals, promotions, etc…, improve 

organizational development by identifying employees with promotional potential and by 

identifying development needs, to establish documentation as a basis for reference and personnel 

decisions. 

Some literature and practices suggest that performance appraisals don't really help most 

people meet the above goals.  It is viewed as a necessary evil and that there is no better 

alternative so most management and staff accept this process.  If it is to be accepted, there must 

be a positive relationship between the supervisor and staff.  The supervisor needs to receive 

ongoing feedback and assistance in reaching their goals.  That objectivity and fairness are 

difficult to attain. 

It is believed that performance appraisals can destroy teamwork because they are more 

concerned about themselves than the common good and tend to do what they can to impress the 

supervisor rating them.  It may reduce initiative and risk taking because employees are more 

concerned about meeting their goals and lose creativeness.  The supervisor may be holding 

people down and won't listen to new ideas.  Employees often just try to fit into the mold that the 

supervisor has for all employees and don't want to rock the boat, look foolish, or feel like they 

are threatening the supervisor.  The employee may also spread out their goal attainment over a 

couple of evaluation periods rather than surpass it as they could do.  It may also create overly 

precise and useless measures of performance as the person who complains about their low 

evaluation tends to get higher appraisals as the supervisor doesn't want to deal with the 
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employee.  It also may not distinguish between people and the system since the employee is only 

one element in the process, they are held responsible for the outcome.  The employee may not 

have control over other influences such as processes, materials, machines, methods, people, 

etc…suggesting that the system has some randomness to it and the employee shouldn't be 

rewarded or punished based on this.  Employees will increase variability of performance by 

adjusting for the next evaluation period based on what is expected and earn a better evaluation.  

The evaluation process causes focus on the short term rather than long term based on the 

evaluation period or employer based time frames rather than fairly assessing employee's abilities 

and guiding their careers. 

I found that an evaluation (International Fire Service Training Association, [IFSTA], 

2004, p. 113) determines how effective and efficient an item, program or process is compared to 

a benchmark or established set of criteria.  The analysis is objective, evaluating is subjective, 

dependent on the knowledge and experience of the evaluator.  That evaluation is defined as  

the appraisal of a person, project, or organization in relation to stated criteria or standards, the 

interpretation of the criteria or standards is subject to personal bias. 

Evaluation methodologies use statistics or other methods to determine the efficiency, 

effectiveness, quality, and coverage of a program, policy or activity.  That there are two types of 

evaluation processes; formative and summative.  Formative evaluation processes include; an 

ongoing process, allows for alteration during operation, primarily forward looking, identifies 

strengths and weaknesses with intention to improve, develops habits, shapes direction of 

professional development, relies on feedback, and reflects on effectiveness or past similar events.  

While summative evaluations focus on overall effectiveness of the program, generates new 

programs or projects, documents achievements, documents habits that were relied upon by 
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participants, shows the results of variations on the traditional approach, relies on evidence, 

depends on any information developed through formative evaluations. 

There are two basic types of evaluation methods.  They are qualitative and quantitative.  

Qualitative relies on non numerical basis in that the evaluation is to deem wither the item, 

project, or program meets the intended value or outcome.  Data is gathered via open ended 

questions, interviews of participants, content analysis, participant observations, and non-

participant observations.  This process is difficult to tabulate into neat, precise categories. 

Quantitative evaluation is based on a numerical or statistical analysis.  The item, program 

or project is judged against numerical criteria previously established.  This works better when 

dealing with a large evaluation pool of respondents.  Information may be gathered locally and 

judged against statistics gathered on a national level.  Data is gathered from questionnaires that 

contain yes or no questions, checklists of information or preference scales.  This may prevent 

fresh input or ideas and this process doesn't allow for it as it is based on prescribed scales.  This 

process also tends to gather on a 50 percent return rate. 

It's important (IFSTA, 2004, p. 195) that managers, supervisor and Chief Officers must 

periodically evaluate personnel under their charge.  Evaluations may take place as a part of the 

hiring process, during probationary periods, annually as part of an ongoing performance review, 

for promotional purposes, or for disciplinary or termination purposes.  An evaluation schedule 

shouldn't prevent the supervisor from providing regular and ongoing feedback to the employee. 

Some advantages of a personnel evaluation program are; formal procedures for 

appraising employee abilities and accomplishments at all levels within the organization, note 

employee strength and weaknesses, becomes a part of the permanent record, can be used for 

awards, promotions, transfers, discipline, and termination, identify the need for additional 
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training, new programs could be developed to deal with common deficiencies, allows 

management to become more familiar with personnel, allows for effective use of personnel, 

develop a better succession system, help to motivate personnel toward improvement, upper 

management becomes more aware of lower-level managers and supervisors abilities, identify 

specific skills of an employee resulting in that employee being used in other areas of the 

organization, help improve efficiency of employees and organization. 

Some characteristics of the evaluation process are as follows.  Evaluations are timely 

relative to the event of unsatisfactory performance.  Criteria should be clearly stated with goals 

and objectives with job-performance criteria written for review in successive evaluations.  Avoid 

discrimination by applying job performance standards, not gender, sex, ethnicity, age, etc… The 

evaluation must be consistent and apply equally to job-performance standards through the 

organization based on the type of job or duty the employee is performing.  Maintain thorough 

and complete records of each evaluation in the employee's personnel fire.  Provide the employee 

with a copy of the evaluation yet recognize that this record is not public so confidentiality must 

be maintained.  Evaluators must be trained on proper evaluation procedures.  The evaluation 

must be objective therefore personal bias must be put aside and based on established criteria as 

objectivity is essential. 

The evaluation process begins with the employee meeting with a representative of 

management so that organizational expectations for job performance may be communicated and 

established.  Performance standards are outlined and agreed upon by both the employee and the 

supervisor.  This evaluation process is an opportunity to generate positive change in the 

organization.  Change can be accomplished by focusing on the positive accomplishments of the 
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employee and involve that employee in setting goals and objectives, and creating an atmosphere 

where the employee can feel comfortable and accepted. 

An evaluation schedule will be communicated to the employee as this is typically based 

on the probationary period.  The information communicated at the initial meeting sets the stage 

for expectations during the probationary period.  The supervisor must monitor the new employee 

regularly and provide regular feed back.  Feedback can be in the form of praise, adding 

additional information about what is expected.  If the supervisor doesn't provide feedback on a 

regular basis, the probationary period may be difficult for the new employee. 

After the probationary period has concluded it is important for the supervisor to continue 

to provide job-performance evaluations.  This is a time to establish an annual evaluation period 

and review quality of work and establish performance goals and objectives.  If feedback is 

provided on a regular basis, the formal evaluation reinforces that feedback and ensures a 

successful evaluation.  The supervisor can continue to insure that the employee is aware of roles, 

responsibilities, and authority of their position.  Allow opportunities for the employee to 

establish or alter performance goals and objectives.  The formal evaluation should be handled 

like a formal interview and time needs to be set aside for this private meeting and eliminate 

interruptions.  The evaluation at this point should not have any surprises for the employee. 

The supervisor should be using a 360-degree feedback evolution process where the 

supervisor gathers pertinent information on the employee throughout the evaluation period and 

use it as input for the formal evaluation.  This could include input from other supervisors, peers, 

other employees, subordinates, citizens that may have regular contact with that employee.  The 

observations should be based on observed performance.  Responses must remain confidential to 

protect the people providing the information and confidentiality must ensure that they will speak 
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freely and not hesitate to provide constructive criticism.  Feedback should back up a plan to 

improve any behavior that is perceived as below standard.  Coaching, mentoring, continuing 

education, and specialized skills training are just a few ways to help an employee improve so as 

to meet performance expectations.  The supervisor should be trained in order to provide a proper 

evaluation with proper interpretations. 

An evaluation process should meet local, state and federal legal mandates by relating to 

the work behavior or skills that the employee is assigned to perform.  The evaluation must 

include definite identifiable criteria based on the quality or quantity of work or on specific 

performances that are supported by a documented record.  Evaluations must be objective and not 

based on subjective observations.  Evaluations must be supported by documentation. 

Job performance evaluations have benefits that are both tangible and intangible.  The 

intangible benefits are those not related to the job performance criteria, i.e. why they joined the 

department.  Tangible benefits are related to the terms of employment which may be mandated 

by the government, a part of labor and management agreements, or agreed to during the hiring 

process such as wages and benefits. 

Evaluating personnel beings (Staley, 1998, p. 135) with a self-evaluation for perspective.  

This can take place by conducting an evaluation of you based on the agency standard.  Take a 

look at yourself based on others, i.e. a supervisor, a subordinate, a person who favors you, and 

also an enemy.  Be truthful about how you believe they perceive you.  Compare yourself with 

other people by selecting a person you admire and compare their qualities to you.  Evaluate the 

last time you felt proud of an accomplishment and couldn't wait to tell others.  How did you  

feel?  Also evaluate the last time you did poorly and either covered it up or denied involvement.  

You need to be brutally honest with yourself when doing this by picking something very good, 
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and something very poor and examining your feelings about it.  Evaluate how other react to you.  

You may be doing the same things that you accuse others of doing. 

We can evaluate people (Staley, 1998, p. 135) by starting with yourself.  This can be 

done by using the following criteria.  Evaluate yourself by filling out the performance evaluation 

form of yourself based on its criteria's.  You can have some others tell you how they see you.  

Compare yourself with others.  Evaluate what happened during your last accomplishment.  

Evaluate how others react when you're around them.  This method may help you to identify  

areas that you need to improve upon.  At the same time you should identify your strengths which 

should build your confidence. 

Another method of evaluation is 360 degree feedback which entails evaluation by the 

supervisor as well as other supervisors that have contact with you.  This can also include some 

form of feedback from fellow employees.  This process provides an opportunity for consensus by 

the raters for the employee being evaluated.  When using this method on yourself or others it's 

important to be looking at the common responses.  This consensus is how others see this  

person's performance and the practice suggests that if all raters are seeing the same thing, then 

the issue must be present. 

This can then be used to evaluate other people, namely employees.  A rater must include 

praise yet provide the proper amount.  Not enough praise and the employee will wonder whether 

they are doing right.  Too much praise and the praise may become meaningless.  Praise should be 

attached to specific performance and used with caution so as to not become a problem later.  It 

can't be used to rate everything at once.  Praise may cause the person to think they are good at all 

they do.  The rater doesn't want to fill the personnel file with too much praise as there needs to  

be room for improvement and realistic performance recording.  No one is perfect. 
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Constructive criticism should also be used carefully.  Start with praise regarding certain 

performance, or of a recent positive issue before providing constructive criticism as the person 

will most likely become defensive.  The praise helps to balance the constructive criticism so it 

isn't taken as a complete negative.  The constructive criticism should also be focused on the  

issue and not used to broadly.  After discussing the matter it is important now to discuss the 

resolution or method by which the employee can improve the issue.  Allow them to provide a 

plan of improvement of their own before providing it to them. 

Informal evaluations (Coleman, 1978, p. 499) may be used to evaluate employee 

performance in a casual manner at smaller incident responses.  This is a time where the 

supervisor discusses a particular issue or incident with a small group of employees.  This could 

be a response to an incident where the supervisor wishes to talk with his/her staff regarding 

elements of their response.  This literature suggests that the supervisor gather the staff and use a 

white board or chalk board to illustrate pertinent information.  The supervisor may wish to open 

the discussion with a brief introduction as to why they are meeting.  The supervisor can ask some 

questions of the staff about what they knew about the call as they responded and then ask what 

they knew after arriving and discuss the differences.  The supervisor can then discuss his/her 

knowledge and operations along with size-up and objectives.  All get an opportunity to discuss 

their role and actions with the supervisor then asking how operations could have been improved.   

This same type of incident evaluation could be done with a single employee and provides 

the supervisor an opportunity to help the employee to learn from the incident as well as the 

supervisor providing feedback to the employee so they understand how they performed with 

improvement intended for future such responses.  Nothing written down or noted for future use, 

yet is a part of supervisory and employee evaluation.  The supervisor must be honest and 
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objective when doing this to include admission of any mistakes that they may have made.  The 

supervisor should be able to explain their decisions and actions.  This process will help motivate 

the employee(s) to perform properly, or better, in the future and help to open lines of 

communications so that all are more informed as well as building confidence in the employee(s).   

Formal evaluations are used to evaluate large incident operations.  This should be help 

about a week after the incident so that official reporting is done and the leader of the incident 

evaluation has time to review all aspects for the incident in order to be better prepared.  All 

participants in the incidents should be invited and asked to make notes of their involvement in 

order to assist them participate in the evaluation and provide necessary details regarding actions 

taken.  The session should be recorded in order to document the sequence of events.  The 

evaluation location should be large enough for all participates.  Information about the incident 

prior to the incident should be collected for use at the session.  This should include pre-plans, 

inspection records, building plans, response plans, etc...  A panel of selected staff will help to 

keep the incident evaluation on track and draw out the necessary information.  This should not be 

handled like a court room but to gather information to learn and not place blame.  There will be 

documentation of when things took place, where, and how. 

Each officer will provide details about their observations and actions when responding in 

to the incident.  After all pertinent details are discussed and recorded, the results of the fire 

investigation will be presented in order to provide perspective.  All participants should now ask 

and respond to questions and discuss the merits for the operation and also discuss other actions 

that could have been taken, or other hypothetical inputs.  The overall plan is to evaluator the 

response, but at the same time evaluating the human factor based on the performance of staff.  A 
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final report is completed and shall spell out whether actions were proper or not proper.  It should 

have recommendations to improve specific performance which could be employees.   

Organizational anchors (Compton, 1999, p. 3) can be implemented to enhance the change 

process.  An anchor mentioned is performance and positive outcomes.  That anchors can be used 

to improve the overall outcome of the agency by connecting with personnel.  A key 

organizational element is whether employees know what it expected of them.  Additionally, do 

employees have the latitude to perform and are they accountable?  Is the philosophy and culture 

of the organization defined so that both can be more effectively communicated and evaluated? 

Our employees (Compton, 2000, p. 15) are our internal customers and ethical issues are 

matters to be considered.  That it isn't permissible to abuse agency equipment or benefits.  That 

there are some basic unwritten behaviors expected along these lines and suggests some method 

to monitor this behavior and address shortcomings.  One way is to mandate employee's 

involvement in their jobs and participate in improvement efforts, especially in the areas that 

impact their performance.  That there shouldn't be an option and employees should be committed 

to performing and improving in the roles and job that they are assigned. 

That the importance is stressed of change and keeping the agency moving forward.  It is 

important for supervisors to be looking toward tomorrow and help their staff to move that 

direction.  Work related decisions shouldn't be based on favoritism of a particular employee.  

This is part of the unwritten ethical contract we have with our staff or our internal customers.  If 

not attended to properly issues can arise and get out of control and harm relationships, reduce 

effectiveness, compromise the mission, and make working with each other difficult. 

The supervisor should set the example (Compton, 2002, p. 22) and make sure that 

expectations are passed on, and encourage the employee to get involved in agency activities.  
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Good behavior and performance needs to be regarded in some manner at every opportunity and 

shouldn't be taken for granted.  At the same time, unsatisfactory behavior should not be 

rewarded.  If it is, watch for it to be repeated.  A supervisor should help employees to succeed 

and stay competent at all levels and help staff to be trained properly for professional growth.  A 

supervisor should always promote safety, physical, and psychological and emotional wellness.  

A supervisor should support those employees that perform the mission each day.  Staff also 

needs to know that there will be consequences (Compton, 2002, p. 27) for unsatisfactory 

behavior or performance and must be made clear.  When necessary this needs to be documented 

based on agency requirements and consistent for possible disciplinary actions.  The officers 

ability to balance discipline issues is important as if does affect the performance of the group and 

the quality of service. 

I reviewed a standard that are used by the fire service (National Fire Protection 

Association [NFPA] 1201, 2004) the NFPA standard titled "Providing Emergency Services to 

the Public."  This standard provides guidance relative to the fire department providing  

emergency services to the public and how it should be done.  Chapter 4.5.3 - Policy Statement 

indicates that the fire department shall adopt policy regarding these services and to include 

delegation of authority to subordinates.  Chapter 4.13.4 under the training section includes that 

the agency leader shall provide reports regarding organization activity and performance.   

Annex A of this chapter includes section A.1.1 that describes the services the fire 

department supplies to the public, i.e. fire suppression, rescue, response to emergencies. etc... 

A.1.2 indicates that the standard shall provide effective and efficient protective services that 

operate in a sound manner to reduce risk to life and property as it relates to public fire protection.   
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Another standard (NFPA 1001, 2008) is the standard for Fire Fighter Qualifications.  

Under Chapter 1 Administration, section 1.1 indicates that this standard helps to identify 

minimum job performances requirements.  Section 1.3.2 indicates standards to develop 

instruction and training to prepare individuals to meet the job performance requirements.  

Section 1.3.8 indicates standards on how the fire fighter can maintain their levels for preparation 

via training.  

Another standard Chapter 4 (NFPA 1001, 2008) is the standard for Fire Fighter 

Qualifications.  Under Chapter 4 Entrance Requirements, section 4.2 Fitness Requirements 

indicates that the fire department should have a hiring fitness requirement to help insure the 

candidate is fit for duty.   

A review of standard (NFPA 1001, 2008) is the standard for Fire Fighter Qualifications.  

Under Chapter 5 Fire Fighter I, section 5.3 Fireground Operations, lists the standards regarding 

performing activities necessary to insure life safety, fire control and property conservation 

relative to the skills, the fire fighter needs to use fire related equipment and take care of it 

according to the NFPA standards and adopted procedures of the agency.  

A review (NFPA 1001, 2008) is the standard for Fire Fighter Qualifications.  Under 

Chapter 6 Fire Fighter II, this section also lists the requisite knowledge and skills that a fire 

fighter needs to operate during an emergency relative to safety, protection, risk management, 

etc...  I reviewed (NFPA 1001, 2008) the standard for Fire Fighter Qualifications.  Under Annex 

B section B.1 Explanation of the Standard and Concepts of Job Performance Requirements, it 

identifies minimum job performance standards as being able to be used for training design and 

evaluation, certification, measuring and critiquing on-the-job performance, define hiring 

practices, and setting organizational policies, procedures, and goals.  The evaluation process for 
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job performance may be used by the supervisor and employee to rate job performance on the job 

as well as after the task has been completed based on job performance requirements.  These 

professional qualifications can be used for employee development by both the employee and the 

employer.  This will help with the career path of all in the fire service.  Agency policies may be 

based on these standards.   

I reviewed (NFPA 1582, 2003) chapter 1 that shows that under section 1.2 Purpose, that 

the standard was developed to reduce the risk and burden of fire service occupational morbidity 

and mortality while improving the safety and effectiveness of fire fighters operation to protect 

civilian life and property.  Chapter 4, section 4.1.1 indicates that the fire department shall 

establish a medical program that includes medical evaluations for candidates and members.  

Chapter 5, section 5.1.2 of this standard lists that the medical requirements shall correlate with 

the job tasks as determined by the fire department.  Under section 5.1.3.1 the fire department 

must supply the physician with a list of tasks the fire fighter will be performing, i.e. using self 

contained breathing apparatus, exposure to toxic fumes, ventilating roofs and walls, conducting 

rescue operations, wearing protective clothing, climbing ladders, operating fire apparatus, ability 

to communicate, and other emergency operations.  Chapter 7, section 7.3.1 indicates that all 

members shall receive a baseline medical evaluation after hiring and prior to performing fire 

fighting emergency functions and at least annually thereafter.   

A review (NFPA 1500, 2007) Chapter 5 section 5.1.3 indicates that the fire department 

shall establish training and education programs that provide new members with initial training, 

proficiency opportunities, and a method of skill and knowledge evaluation or duties assigned to 

the member before engaging in emergency operations.  Section 5.5.1 indicates that the 

department shall develop a recurring proficiency cycle with the goal of preventing skill 
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degradation and potential for injury and death of a member.  Section 5.5.1 indicates that the fire 

department shall develop and maintain a system to monitor and measure training progress and 

activities of this member.  Section 5.5.3 indicates the fire department shall provide an annual 

skills check to verify minimum professional qualifications of its members.   

Another document (NFPA 1021, 2003) Chapter 3 section 3.3.8 Job Performance 

Requirements, lists that the department provide a statement describing a specific job task and 

items necessary to complete the task and define measurable or observable outcomes and 

evaluation areas for specific task.  Chapter 4 Fire Officer I section 4.2 indicates that under human 

resources management the officer has the duty to evaluate member performance when 

supervising personnel during emergency and non-emergency work according to job performance 

requirements.  Chapter 5 Fire Officer II section 5.2.1 indicates the officer shall initiate actions to 

maximize member performance and/or to correct unacceptable performance, given human 

resources policies and procedures, so that the member and/or unit performance improves or the 

issue is referred to the next level of supervision.  The requisite skill for this comes under section 

5.2.2 where the officer will evaluate the job performance of assigned members, given personnel 

records and evaluation forms, so each member's performance is evaluated accurately and 

reported according to human resource policies and procedures.  Chapter 6 Fire Officer III section 

6.1.2 General Prerequisite Skills, ability to research, to use evaluative methods to analyze data 

and to communicate orally and in writing, and to motivate members.  Section 6.2 Human 

Resources Management lists the duty to establish procedures for hiring, assigning, promoting, 

and encouraging professional development of members, according to the job description.  Annex 

A of this standard section B.2.3 Evaluation Parameters and/or Performance Outcomes lists that 

the job performance requirements guide performance toward successful completion by indenting 
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evaluation parameters and/or performance outcomes.  That consistency in evaluation is 

established by reducing the variables used to gauge performance.   

A review Graham's Rules for the Improvement of Performance Evaluations (GRIPE), 

retrieved 03/30/2008, from the World Wide Web:  

http://www.gordongraham.com/pdfs/GRIPE_Fire.pdf.  Graham indicates that a fire department 

should have a policy regarding performance evaluations for staff.  That it shouldn't matter 

whether the department has full-time, part-time, or volunteer employees.  That performance 

evaluation is critical and that they will enhance moral when staff meet performance expectations, 

and that fair warning should be provided to staff whose performance is unsatisfactory and where 

improvement is needed for them to meet the standards.  Graham also lists that supervisors need 

training on how to prepare the performance evaluation.  That the evaluation should be  

agency specific as one process doesn't fit all agencies.  The contents should be specific and 

include facts that can be articulated to support the rating.  The rater needs to be cautious about 

overrating and underrating of employees.  The evaluation should be accurate.   

A review (McNamara, 2008) indicates that performance reviews are critical to  

the organization and should be prepared annually. Avoiding performance evaluations can 

decrease morale, decrease credibility of management, decrease the organizations overall 

effectiveness and wastes more of management's time to do what isn't being done properly.  The 

performance appraisals should be job-related and valid; based on a thorough analysis of the job; 

standardized for all employees; not biased against any race, color, sex, religion, or nationality' 

and performed by people who have adequate knowledge of the person or job. 

A form should be designed to facilitate this process and should include the following 

items; employee name, date the performance form was completed, time interval of the 
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evaluation, performance dimension, a rating system, space for commentary for each dimension, a 

final section for overall commentary, a final section for action plans to address improvements, 

and lines for signatures of the supervisor and employee.  The evaluations should also include 

responsibilities from the job description, any assigned goals from the strategic plan, along with 

needed skills, such as communications, administration, etc...  A rating system using poor, 

average, good, and excellent can be used. 

I was able to locate an example of a firefighter performance evaluation form (Gresham 

F.D., 2008) as a sample.  This is a 5 page document (Appendix A) that lists information specific 

to the person being evaluated on the first page, i.e. assignment, salary, anniversary date, date of 

last review, and evaluator.  It also listed on the front page what evaluation this represented, i.e. 

initial probation, promotional, annual, change of reviewer, and other.  There is also a spot for the 

job and class specification on the front page along with a spot for the person being rated to check 

acknowledgement of the evaluation.  There is a page where goals are acknowledged and area for 

comments.  This section lists an objective and responsibility after the goal along with a brief 

example for the rater.  The next section of this evaluation lists topics along with a rating scale of 

one through five with one being not acceptable, three being acceptable, and five being superior.  

The number two is higher than not acceptable, yet lower than acceptable, with four falling being 

better than acceptable, yet not superior.  There is also a box marked not observed.  The employee 

is rated one through five on the following topics; appearance, behavioral skills, relationships, 

knowledge, performance, documentation, professional development, acting in capacity.  Each of 

these sections includes additional sub sections to be rated on.  The final portion of the evaluation 

contains an area listed as Strengths and Potential Areas of Improvement.  In this area the rater 

lists the employees strong points, specific incidents that should be listed where strong 
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performance was observed, potential areas to be improved, and an area to list an incident to show 

the poor performance.  This is followed by an area where the firefighter can list his/her 

comments in the evaluation, the final section provides for signatures of the employee, rater, and 

other department staff. 

A recent study on retaining and recruiting volunteer firefighters (United States fire 

Administration [USFA], 2007, p. 66) lists an evaluation or performance appraisal as essential for 

improving volunteer performance which in turn improves the performance of the organization.  

Firefighters may look at the evaluation as a negative but if the evaluation is done properly, it 

should not be looked at in a negative light.  Evaluation related meetings can be a coaching 

session to improve the firefighter and the organization as part of the focus can be about how that 

firefighter can help contribute to and improve the organization.  The coaching meeting(s) can 

help to bridge communication issues and create a better working relationship, not to mention 

helping the firefighter to work on areas that they may be weak at. 

A department officer can complete the evaluation form for the firefighter they supervise 

once or twice a year on such items as; task performance, communication skills, quality of effort, 

attitude, and knowledge of job requirements.  Some departments also have those being 

supervised evaluate their supervisor with the objective of both to improve the organization. 

With the return of a survey sent to targeted agencies around the state, I did receive three 

examples of current fire department evaluation forms.  The first one [Plover Fire/EMS (PFED), 

2008] provided content of an evaluation (Appendix B) used for probationary employees.  This 

evaluation has a five step rating process on a two page form that scores the employee with points 

in nine categories.  This included a section on terminology that helps the rater and employee to 

better understand the content and criteria's for the evaluation. 
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The second evaluation example I received [Sussex Fire Department (SFD), 2008] 

provides a one page employee evaluation (Appendix C), and a one page supervisor evaluation 

(Appendix D) with a five level grading scale.  The employee evaluation form includes five major 

topic areas for rating; each area has additional information that further defines the rating area.  

The supervisor rating form is basically the same as the employee evaluation form except that the 

supervisor's evaluation form includes an additional section. 

The third evaluation example I received [Monroe Fire Department (MFD), 2008] is a two 

page evaluation form (Appendix E) that uses a five level grading scale for none categories.  The 

tenth category is an overall performance based on the previous nine.  This form includes an 

action plan for goal setting and accomplishment. 

Procedures 

The procedures used in this applied research paper was determined based on the 

identification of a problem that if corrected would have great benefits for the Verona Fire 

Department.  The problem was that the Verona Fire Department has no employee performance 

evaluation process even though the Verona Fire District Agreement required the Fire Chief to 

conduct performance evaluations on the Officer staff.  This project was completed as an action 

research project with the intent of collecting pertinent data and then completing a finished 

product for use to evaluate employee performance at VFD.   

With the problem identified this research paper focused on locating a solution and 

develop an employee performance evaluation process.  In order to locate information regarding 

the content and benefits of an employee evaluation I began conducting research on what others 

have written on this subject as well as preparing two surveys.  The surveys focused on what 
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components should be included in an evaluation as well as how an evaluation process would 

benefit the employee, the employer, and the community. 

The first survey (Appendix F) constructed and distributed to twenty eight active status 

firefighters of the Verona Fire Department to solicit their input relative to what they believed the 

components should be in an employee evaluation process.  I received five surveys in return, see 

survey results.   

The second survey (Appendix G) was sent out to 43 fire department throughout the state 

of Wisconsin.  I chose fire departments that served communities that were of a similar size as 

Verona.  These 43 fire departments were selected based on data derived from (Wisconsin 

Department of Administration [WIDOA], 2007) where I selected communities that were no less 

than 8,000 in population or more than 12,000 in population.  I believed this was comparable in 

that Verona is considered to have a population of 10,125.  These populations were based on a 

January 1, 2007 estimate from the (WIDOA).  This selection also provided a wider survey return 

and input to this research project.  Eighteen surveys were returned.  The intent of this survey was 

to solicit from these agencies the following; what they use as components for their employee 

evaluation process, how does the evaluation process benefit the employee, employer, and the 

community?  The final question on this survey was whether the department would be willing to 

share their current employee performance evaluation with me.  I did receive three current fire 

department evaluation process examples.   

I performed research to locate information that has been written on the subject of what 

components make up an effective employee evaluation process.  My research began while I was 

attending Leading Community Risk Reduction class at the NFA January 2007.  I was able to 

identify publications and intent resources on this topic.  This literature was reviewed for 
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significance and contribution to the applied research and then assessed for its contribution to this 

project.   

Results 

The results of this applied research project were compiled from literature review and 

surveys.  The questions posed in this applied research project are listed here with the results and 

findings in a logical and narrative format.   

Research question 1:  What are necessary components of an effective employee 

evaluation process?  My research found information and a number of examples of employee 

evaluation forms suggested components for the evaluation.  See Appendix A - I for  

components of example evaluation forms.  I also conducted a survey (Appendix F) of VFD staff 

to solicit input from them relative to the components of an employee evaluation process.  Also  

see survey results (Appendix G) of data collected from targeted Wisconsin fire departments 

relative to the components of an employee evaluation process. 

The results of the surveys conducted help point to the necessary components for an 

evaluation.  The survey of VFD staff (Appendix F) confirmed that staff believes an evaluation 

process would be beneficial and should include components such as; quantity/quality of work, 

job/assignment knowledge, initiative, communication skills, goal setting, etc... 

The results of the survey of Wisconsin Fire Departments (Appendix G) also confirmed 

that an evaluation should include components such as; attitude, safety, appearance, development, 

performance, etc... 

Literature review helped to point out components also.  Performance includes key factors 

(Buckman, III, 2006, 321 such as level of productivity, timeliness of work, quality, and work 

performed in a safe manner and according to agency policy.  An evaluation must also help the 
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employee to understand what is expected (Sargent, 2006, p. 165) of the organization and 

supervisors.  It can help to assess training, hiring and probationary periods.  Some other  

attributes that can be rated are performance, leadership teamwork, judgment, (Edwards, 2005, p. 

145) and the behaviors that go along with this must be measurable and observable.  The 

performance and activity of an employee may be linked to the goals for the organization in a 

meaningful manner.   

The organization should establish anchors (Coleman, 2003, p. 213). that define 

expectations, provide clarity, and keep the organization moving forward through its people.  This 

helps establish performance standards.  The employee evaluation process ICCMA, (2005, p. 76) 

also improves employee performance, defines employee responsibility, eliminate 

misunderstandings about job duties, and clarify expected results while providing a written record 

that also includes employee strengths and weaknesses. 

An evaluation process also provides (Gitlow & Gitlow, 1987, p. 120) ongoing feedback 

and assistance in helping the employee reach goals.  An evaluation is also about benchmarks 

(IFSTA, 2004, p. 113) or established set of criteria.  That analysis is objective while evaluating is 

subjective depending upon the knowledge of the evaluator.  An evaluation methodology uses 

statistics or other methods to determine the efficiency, effectiveness, quality, and coverage of a 

program, policy or activity.  That there are two types of evaluation processes; formative and 

summative with job performance having benefits that are both tangible and intangible. 

An evaluation process can also begin with a self-evaluation process (Staley, 1998, p. 135) 

for perspective which can be done by evaluating yourself against an agency standard.  This 

allows the employee to know up front what is expected and perform accordingly.  The process is 

also a way for the supervisor to provide the employee with some constructive criticism.  Another 
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way to evaluate the employee is to (Coleman, 1978, p. 499) meet regarding their performance at 

a particular incident or about an issue.  This information could be included in the performance 

evaluation.   

Anchors can be used (Compton, 1999, p. 3) to improve the organization through the 

employee by holding the employee accountable for their behavior(s) and reward positive 

behavior but not poor behavior.  The performance evaluation can also include (NFPA 1201, 

2004) how emergency service is provided.  Minimum job performance standards (NFPA 1001, 

2008) can also be included in the performance evaluation.  How the employee performs on the 

fire ground (NFPA 1001, 2008) can also be included in a performance evaluation to include 

knowledge and skills that the employee displays.  How the employee performs the job is also 

measurable and includes observable outcomes (NFPA 1201, 2003) may also be points of 

evaluation. 

A performance evaluation should be covered by agency policy (GRIPE, 2008) for staff 

no matter if the agency has full-time, part-time or volunteer staff.  The evaluation contents 

should be specific and facts that can be articulated to support the rating and be accurate.  A form 

may include (McNamara, 2008) employee name, date of performance for completed, time 

interval of evaluation, performance dimensions, rating system, space for commentary, final 

section for overall commentary, action plan, and signatures.  The performance system (IFSTA, 

2004) should meet local, state and federal legal mandates relating to work behavior or skills that 

the employee is assigned to perform.  It should be based on objective observations and 

documented.   

An evaluation should also include some form of rating (Edwards, 2005, p. 145) such as a 

graph with boxes varying levels of performance.  A box is checked to indicate the level of 
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performance.  This system is easy yet the definitions may not be as specific as needed.  The 

critical incident system captures the very good and the very bad and not capture important 

information in between.  The ranking appraisal system is where the supervisor ranks employees 

against each other based on a standard performance.  The ranking may not be well defined and 

not rank the employee as high or low as is really the case.  It also doesn't promote teamwork.  

The behavioral anchored rating scale (BARS) includes various performance levels along a scale 

and specifies job behavior and job analysis.  This is based on measurable standards during a 

prescribed period of time.  This is more objective and easier to use by different supervisors and 

provides for communication between supervisor and employee. 

The MBO is where the employee and supervisor (Edwards, 2005, p. 145) agree on a plan 

for improvement if needed and then review the plan later to determine the success.  Clearly 

identified objectives encourage employees to strive toward desired results.  Performance is 

objective and measurable.   

The TQM includes subjective and objective (Edwards, 2005, p. 145) methods of 

evaluation. Subjective may include other supervisors, peers, public, etc...dealing with attitude, 

initiative, and communication skills.  The objective side deals with work related issues and 

process dealing more with problems and potential solutions.  This system focuses on team and 

groups and how they meet organizational objectives rather than individual.  The evaluation the 

employer chooses depends upon what is taking place within the department and the goals.  An 

evaluation process that includes various points from the mentioned systems may be the best.  The 

key to this is the management and how they use the system.   

A midway feedback session (Edwards, 2005, p. 145) is also important as it provides an 

opportunity for the supervisor and employee to check progress and maintain communications.  
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This is a time to make adjustments, clarify misunderstandings, and catch something that may 

have been forgotten.  There will also be an evaluation meeting which will close out one 

evaluation by checking goal accomplishment and noting strengths and weaknesses.  This will 

begin the next evaluation by setting expectations and goals for that time frame and what 

weaknesses need to be worked on. 

Another rating system is the graphic rating scale (ICMA, 2008, p. 272) that include titles 

or sections that can include a numerical rating system such as a one through five.  It could also 

include a scale such as satisfactory, unsatisfactory, average, above average, below average, or 

superior and may also include a written comments section for the rater.  This system works well 

for many occupations and consistent.  The grading system may not be as defined causing the 

rater to rate more lenient.  This may be better than a system of preconceived descriptions of job 

performance that the rater must select from for the employee.  This system includes a poor to 

outstanding performance.  All of this is prepared by a specialist requiring a third party to 

interpret the results which doesn't lend itself to feedback, counseling or advice on career 

development, and is more expensive.   

The behavioral anchored system (ICMA, 2008, p. 272) describes typical successful job 

performance based on looking at job analyses and statistical analysis to identify behavior 

between effective and no effective performance.  This includes a numerical and word descriptive 

range to score such as one, meaning almost never, and five, meaning almost always.  This may 

be more expensive and time consuming to develop and difficult to link performance dimensions 

to the behavior, especially when judgment and discretion is involved.   

Research question 2:  How would an employee evaluation process benefit the employee?  

My research found information about this question and supported my outcome.  I also conducted 



Performance Evaluation 54 

two surveys that contributed to answering this question.  The first survey (Appendix F) solicited 

information from staff of the VFD.  A few items that were collected from this survey were; 

consistent expectations and results, evaluation would benefit agency through the employee, and 

the survey indicated that employees would benefit.  The second survey (Appendix G) solicited 

information from 43 Wisconsin fire departments listed; let employee know how they are doing, 

provide company officer ongoing officer development, help employee improve, just to name a 

few. 

The employee can benefit by developing skills through help (Buckman, III, 2006, p. 132) 

from the supervisor.  The employee's performance may be below expectation but now realize it 

and the process will help the employee to improve by providing the proper resources.  The 

employee needs feedback in order to meet expectations and know when they are or they aren't.  

Is the employee providing the amount of work expected (Graner, 2006, p. 149) by the employer?  

Does the employee operate in a safe manner?  If the employee is not performing as expected, the 

data is documented to include what has been done to try and make corrections resulting in 

progressive discipline.  The employee should be treated respectfully through this process.  

Employees cannot perform without knowing (Sargent, 2006, p. 165) what is expected.  The 

evaluation is a record of the employee's performance and their ability to meet expectations.  Most 

employees are committed and will do well despite the evaluation, yet still need some positive 

reinforcement.  Some employees will require ongoing attention and with that noted the 

evaluation won't be a surprise as the communications between the employee and supervisor will 

set the stage for evaluation.  Appropriate discipline by the supervisor will help to modify the 

behavior of the employee to meet expectations.  The evaluation process will have an affect on 

the (Edwards, 2005, p. 145) employee's future in the way of promotion, commendations, 
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transfers, and termination.  The process must be fair, unbiased, and objective.  The employee 

should not be judged based on the observations of others and comparisons.  They should be rated 

on their own performance.   

Good discipline can come from good (Brown, 1987, p. 33) work habits and that, when 

rewarded, continued good work habits will follow.  That the employees pride and self-esteem 

will help them to continue to perform in a positive manner.  If the employee is coached properly 

(Coleman, 2003, p. 205) the employee will avoid dangerous conditions and perform in such a 

manner that they and the staff with them are less likely to become injured or cause injury or 

property damage.  The employees demeanor, language, appearance may be enhanced ICCMA 

2005, p. 76) through the evaluation process.  This can be accomplished via meetings and the 

supervisor pointing out good and poor performance issues.  When employees know what's 

expected (Gitlow & Gitlow, 1987, p. 120) they will adjust their behavior for the next evaluation 

for a more positive result.  By observing and noting employee skills IFSTA 2004, p. 195) that 

employee may be used in other areas of the agency to improve efficiency, possibly training, or 

public education.  If there is a deficiency noted in an employee (Staley, 1998, p. 135) the 

supervisor should solicit input from that employee on making appropriate changes to get buy in 

on the process which should cause the employee to feel like a part of the process and maintain a 

good attitude.  

Meeting with employees on issues or after an incident helps them to improve individually 

and as a group (Coleman, 1978, p. 499) and building employee teamwork.  Employees shouldn't 

be dealt with in a favoritism manner or (Compton, 2000, p. 15) unethically. 

Research question 3:  How would an employee evaluation process benefit the employer?  

My research found information about this question and supported my outcome.  I also conducted 
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two surveys that contributed to answering this question.  The first survey (Appendix F) solicited 

information from staff of the VFD while the second survey (Appendix G) solicited information 

from 43 Wisconsin fire departments.  

According to the survey (Appendix H) the employer would benefit for some of the 

following reasons; protection from litigation, greater respect for profession, better firefighting 

better organization, what staff can offer for ideas, know more about what staff is doing, who is 

and who is not performing, identify weaknesses in staff, possibly help in wage discussions, just 

to name a few. 

According to the survey (Appendix G) the employer would benefit for some of the 

following reasons; improve operations, improve recruitment and retention, is agency mission 

being met, identify things that need improvement, better employer, better supervisor, adjust 

training, influence agency goal improve communications, better understanding between 

employee and employer, improve work ethic, sense of accomplishment, just to name a few.  

If the employer is to get the work done that is required (Graner, 2006, p. 149) the 

employee must be monitored and appraised.  This will also help the quality of work to be higher 

while minimizing carelessness and breaking or damaging equipment.  Making sure the employee 

operates in a safe manner to avoid performance resulting in property damage and injury to staff 

due to this behavior.  If an employee must be disciplined or terminated based on their behavior, 

there must be a record of that.  The performance evaluation will facilitate that process.  

The organization has expectation and if the employee (Sargent, 2006, p. 165) fails, it can 

be assumed that the agency will fail so the evaluation process is the vehicle that helps the 

employer to succeed through its employees.  Time well spent with employees toward progress 

will benefit the employer.  The evaluating system must be comprehensive and fair (Edwards, 
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2005, p. 145) as it will be used to promote staff which will be leading from within the employer 

in the future.  The evaluation process helps the employer to be able to compare performance 

across the agency which in turn will help the employer to improve performance throughout the 

agency to meet expectations of the employer.  This process assists the employer to link the 

performance of the employee with the goals of the organization to help reach organizational 

goals.   

The primary task of the emergency service is to prevent harm (Coleman, 2003, p. 205), 

building a safe environment, educating people to avoid dangerous behavior or conditions, and 

responding to emergencies and ensuring the competence of the overall systems performance.  

That the organization will only move forward by establishing anchors that define expectations, 

provide clarity and do this through its people.  The evaluation process is also based on (ICCMA, 

2005, p. 76) the agency systematic analysis of individual job, accurate and current job 

description, focus on job specifics and related behaviors, performance standards or goals in order 

to avoid legal challenges.  Supervisors need to be aware of these in order to prepare the 

evaluations to avoid this problem.  Additionally, the employer will want to make sure that the 

evaluation system isn't a disappointment due to poor research into its construction.  It is up to the 

employer to develop employees for future promotion and responsibilities.  This is the future 

specialist, supervisors, managers, etc... a combination of employee career development and 

management development. 

This evaluation process is a mechanism for identifying training needs, new  

programs, effective use of personnel, develop a better succession system, (IFSTA, 2004, p. 195) 

motivate employees to improvement, help improve efficiency of employees and organization.  
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This is also an opportunity for promotion positive change within the organization by creating an 

atmosphere where the employee can feel comfortable and accepted. 

In order for the agency to get the employees to perform properly at the big  

incidents, the employer must (Coleman, 1978, p. 499) be able to talk with employee(s) about 

their performance at the smaller day-to-day incidents.  This can be done in a group to promote 

teamwork amongst the staff.  In order for the agency to move forward, it is up to the supervisors 

to make sure their staff is moving forward in order to meet the agency mission.   

The agency provides services to the community (NFPA 1201, 2004) and this  

service can only be provided by proper training.  Training then should be a part of the evaluation 

process so that the agency can insure proper service.  Training is associated with minimum job 

performance (NFPA 1001, 2008) which helps the employee to meet the job description.  

Training will help the employee to maintain a state of readiness.  In order for the employee to 

meet these performance standards, they must be physically fit (NFPA 1001, 2008) to establish 

and maintain skill performance, insure life safety and property conservation.  The employee will 

provide protection a life and property in the field (NFPA 1582, 2003).  The agency shall also 

establish a medical evaluation that correlates with the job tasks.  The employer will want to base 

its job task on a standard for evaluation (NFPA 1021, 2003) in order to define measurable or 

observable outcomes and evaluation areas for specific tasks.  

An agency should have policy regarding performance evaluations (GRIPE, 2008)  

for staff no matter if the department has full-time, part-time or volunteer staff so that the moral of 

the staff is enhanced.  The employer should prepare a form to facilitate (McNamara, 2008) 

performance evaluations to collect the data.  Not conducting a performance evaluation may 
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reduce morale, decrease credibility of management, decrease organizations overall effectiveness 

and waste more of managements time to do what isn't being done properly.   

Research question 4:  How would an employee evaluation process benefit the 

community?  My research found information about this question and supported mu outcome.  I 

conducted two surveys that contributed to answering this question.  The first survey (Appendix 

F) solicited information from staff of the VFD while the second survey (Appendix G) solicited 

information from 43 Wisconsin fire departments.   

Based on the results of survey (Appendix F) the community would benefit from an 

evaluation process for the following reasons; better trained, more confident personnel bring more 

value to the community, better firefighter, better organization, Improve to perform on calls 

better, protection from litigation, greater respect for profession. 

Based on the results of survey (Appendix G) the community would benefit from an 

evaluation process for the following reasons; more professional department, better employee 

attitude equates to better customer service, better community service, improve delivery services, 

less public disciplinary proceedings, less internal conflict, greater community pride, better 

community relations, just to name a few. 

The community expects its fire department to operate by certain guidelines (Graner, 

2006, p. 149) and the performance evaluation will reflect that.  If an employee isn't performing 

based on those standards the community isn't benefiting.  Employee's not operating safely or 

damaging equipment and property, costs the community money.  The performance evaluation 

process will help employees to avoid this negative performance.  If service delivery and safety 

are important, (Edwards, 2005, p. 145) performance should be monitored and maintained for the 
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individual and unit performance.  An employee performance evaluation allows the employee and 

agency to grow and improve, improving service delivery and safety. 

Service delivery is a primary task of fire department leaders, (Coleman, 2003, p. 205) 

how the personnel respond to emergencies and competence insurance will be the result of a 

performance evaluation. 

The standard by which the fire service delivers emergency service to the public (NFPA 

1201, 2004) is based on what the public expects and training will help the employee to provide 

that service.  Training will help dictate this service therefore training and service delivery can be 

a part of the performance evaluation.  The public expects effective and efficient service that 

reduces risk to life and property.  Establishing hiring standards (NFPA 1001, 2008) helps the 

employer to make the best employee selection by having a fair standard that include fitness, 

requisite knowledge and skills, and establishing minimum job performance requirements.  These 

standards help the community to establish legal and defendable standards and less likely that the 

community will have to pay out legal fees because of an unfair hiring process. 

If the agency establishes a medical program that is based on job performance issues the 

employee is being evaluated by a medical doctor regularly and hopefully helping the employee 

to stay fit.  The employer and community avoid payout of workers compensation and other 

medical and/or death claims.  If the employee is going to be expected to perform, they must be 

trained (NFPA 1500, 2007) to a level of proficiency to develop skill knowledge regarding duties 

assigned with recurring training.  If this was not done, the employee may be doing something 

other than is appropriate under the circumstances and not fulfilling the protection of life safety 

and property preservation.  There wouldn't be an annual testing of skills meeting job 



Performance Evaluation 61 

performance requirements based on task and defined measurable or observable outcomes and 

evaluation areas (NFPA 1021, 2003) and maximize performance deliver to the public. 

The results of this research project are a policy and evaluation form (Appendix I) that I 

have developed for the VFD. 

Discussion 

Through this research I found that evaluation components are critical for a fair evaluation 

(Buckman, III, 2006, 132) and that fire fighter performance includes key factors such as level of 

productivity, timeliness of work, its quality, whether the work is performed in a safe manner and 

according to agency policy.  Much of this may come from agency policy or union contract. 

Performance is based on the firefighter processing the skills and competency to perform 

the skills and a consideration must be given as to whether the firefighter was provided 

appropriate training and education (Buckman, III, 2006, 133) for the position with realistic 

standards and expectations set.  Firefighter must be supplied with proper resources and educated 

on how to use and locate them and provided with the opportunity to perform without being over 

managed.  I believe that under managed is critical and must be avoided.   

All employees must receive education (Sargent, 2006, p. 165) in order to understand how 

the evaluations system works and acquire a clear understanding of expectations of the 

organization and supervisors.  This education should begin with the hiring process and focused 

on during probation.  VFD supervisors must help the firefighter to understand what's expected 

with feedback regarding whether performance meets, or doesn't meet organization expectations. 

The firefighter should be provided regular feedback (Buckman, III, 2006, 133) so they 

know when they are performing as expected and where (Sargent, 2006, p. 166) improvement is 

needed and assist the firefighter in maintaining a proper attitude.  Attitude may be the basis for 
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poor performance and the negative attitude being displayed.  I believe that monitoring the 

attitude is vitally important and included this in the evaluation (Appendix H) as attitude may be 

affecting performance. 

A firefighter evaluation (Graner, 2006, p. 149) may focus on some primary performance 

standards such as firefighter providing the work expected yet meeting quality expectations of the 

department and community.  A supervisor should also note if the firefighter is careless and costs 

the department money due to breaking or damaging equipment rather than adhering to work 

place safety rules or proper use of the equipment. 

An evaluation should include the supervisors evaluation based on their monitoring the 

employee and less on the employee's self-appraisal.  I don't see the self-appraisal as objective as 

the firefighter may over-rate themselves or may be reluctant to include positive things they has 

done.  This along with employees appraising each other were not included in the evaluation 

process I developed (Appendix H).  I believe that encouraging the supervisor to regularly interact 

with the firefighter will create a more positive environment where the supervisor will note the 

true performance of that firefighter.  The supervisor could ask the firefighter to rate themselves 

according to the evaluation standards during the evaluation meeting.  This allows a two way 

feedback. 

A firefighter can be terminated (Graner, 2006, p. 150) for not meeting acceptable 

standards especially if the employee is on probation then the facts must be documented by a 

supervisor and presented to a department head for this process to be successful.  This 

documentation must include what the supervisor has done to make corrections, referred to as 

progressive discipline.  The VFD will have to develop a consistent method by which the 

supervisor maintains documentation during the evaluation period and where the documentation 
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should be stored.  VFD will also have to prepare a progressive discipline policy.  Repeated 

failures to perform must be recorded and include what actions the supervisor took.  All 

employees need to be treated with respect so they will perform their duties as expected.  The 

department must establish (Graner, 2006, p. 151) fair and equitable policy and standards of 

performance for all employees and ensure that all employees are performing as required. 

A primary goal of monitoring employee performance and evaluating it (Edwards, 2005, 

p. 145) is to improve quality of work and the individual employee involved in that work while 

insuring fire service safety and service delivery (Edwards, 2005, p. 146).  The evaluating system 

must be comprehensive and fair as it will impact decisions about employees relative to 

promotion, commendations, and termination.  An employee performance rating can impact moral 

as well as productivity so educating employees about the process and what it is intended to be 

used for promotes a higher likelihood that the employees look favorably on it and the more it's 

used for development opportunities.  This education will need to be a priority for VFD. 

After a firefighter has been hired [International city management association (ICMA, 

1988) p. 272] they must be continually evaluated and provided feedback about their performance 

as this can be the basis for promotion, discipline, transfers, training, employee development.  

This can be performed via the narrative or essay style that includes written information from the 

supervisor that can help to capture weaknesses, strengths, and potential for development.  These 

points have been included in the VFD evaluation I prepared (Appendix H). 

An evaluation should be based on organizational anchors (Coleman, 2003, p. 213) that 

define expectations much of which the VFD has already established through training, policies, 

standard operating procedures, strategic planning.  These anchors require regular attention by the 

supervisor to help the employees operate with proper focus, direction, and expectation. 
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It's well known that employees want to know how well they are doing (ICCMA, 2005, p. 

76) at work and this policy for the VFD should help that employee to know what's expected.  

The evaluation process should be continuous and on-going as it helps to establish benchmarks 

(ICCMA, 2005, p. 77) in order to determine if the firefighter is making positive changes in their 

performance. 

Organizational anchors are valuable components of the evaluation process (Compton, 

1999, p. 3) that enhance the performance and positive outcomes that affect the overall outcome 

of the agency by keeping all personnel connected and have the latitude to perform yet be 

accountable.  Our employees (Compton, 2000, p. 15) are our internal customers who need to be 

held to an ethical level in that it isn't permissible to abuse agency equipment or benefits.  The 

employee should be committed to performing and improving (Compton, 2000, p. 16) in the roles 

and job that they are assigned. 

Some advantage of personnel evaluation (IFSTA 2004, p. 195) program are; formal 

procedures for appraising employee abilities and accomplishments at all levels within the 

organization.  VFD's new evaluation and policy will provide a method to note employee strength 

and weaknesses, become a part of the permanent record, used for awards, promotions, discipline, 

and termination, identify the need for additional training, allow management to become more 

familiar with personnel, allows for effective use of personnel, develop a better succession 

system, help to motivate personnel toward improvement, upper management becomes more 

aware of lower-level managers and supervisor abilities, identify specific skills of an employee 

resulting in that employee being used in other areas of the organization, help improve efficiency 

of employees and organization. 
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VFD supervisors need to rate timely and relative (IFSTA 2004, p. 195) to the event of 

satisfactory or unsatisfactory performance.  The supervisor should be encouraged to provide the 

employee with a copy of the evaluation yet recognize that this record is not public so 

confidentiality must be maintained. 

The evaluation process begins with the firefighter meeting (IFSTA 2004, p. 196) with a 

supervisor of the VFD so that organizational expectations for job performance may be 

communicated and established.  Performance standards are outlines and agreed upon by both the 

employee and the supervisor.  Change can be accomplished by focusing on the positive 

accomplishments of the employee and involve that employee in setting goals and objectives, and 

creating an atmosphere where the employee can feel comfortable and accepted. 

The supervisor needs to inform the probationary firefighter (IFSTA 2004, p. 196) of the 

evaluation period and cover related policy.  The supervisor must monitor the new employee 

regularly to provide feedback. 

After the probationary period has concluded it is important for the VFD supervisor to 

continue to provide an annual job-performance (IFSTA 2004, p. 196) evaluation to review 

quality of work and establish performance goals and objectives. 

The following standards should be considered as a part of the hiring process and/or 

employee evaluation process.  The standard (NFPA 1001, 2008, p. 1001-6) for Fire Fighter 

Qualifications, (NFPA 1001, 2008 p. 1001-7) for Fire Fighter Qualifications including Fitness 

Requirements, standard (NFPA 1001, 2008 p. 1001-8) for Fire Fighter Qualifications Fire 

Ground Operations relative to activities necessary to insure life safety, fire control and property 

conservation relative to the skills the fire fighter need to use fire related equipment and take care 

of it, standard (NFPA 1001, 2008 p. 1001-11) for Fire Fighter Qualifications Fire Fighter II 
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requisite knowledge and skills, standard (NFPA 1001, 2008 p. 1001-15) for Fire Fighter 

Qualifications Concepts of Job Performance Requirements.  The evaluation process for job 

performance may be used by the supervisor and firefighter to rate job performance on the job as 

well as after the task has been completed based on job performance requirements.  These 

professional qualifications can be used for firefighter develop their career path.  Agency policies 

may be based on these standards. 

Standards (NFPA 1582, 2003 p. 1582-4) list the standard to reduce the risk of 

occupational morbidity and mortality and safety for the firefighter.  Standards (NFPA 1582, 

2003 p. 1582-6) list that fire department shall establish a medical program that includes medical 

evaluations.  Standards (NFPA 1582, 2003 p. 1582-7) lists that the medical program shall 

correlate with the job tasks.  (Standards (NFPA 1582, 2003 p. 1582-13) determine that the fire 

department employee is subject to a baseline medical evaluation after hiring and prior to 

performing fire fighting emergency functions and at least annually thereafter. 

Standard (NFPA 1500, 2007 p. 1500-12) establishes training and education programs for 

new members (NFPA 1500, 2007 p. 1500-13) establishes recurring training proficiency cycle, 

and standard (NFPA 1500, 2007 p. 1500-13) requires a system to monitor and measure training 

progress with standard (NFPA 1500, 2007 p. 1500-13 requiring an annual skills check to verify 

minimum professional qualifications of its members. 

Another example of evaluation content and procedure (Appendix A) included both a 

graph style scoring with a checklist and a number rating along with areas for narrative.  It 

includes goals, an area for strengths and areas for improvement and firefighter 

comment/response area.  The evaluation has some instructions and seems to be easy to use with 

some flexibility.  This example influenced my evaluation process in that it included a five level 
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scoring method graph style to capture a lot of evaluation area.  The narrative areas should be able 

to capture addition required data for the evaluation. 

The examples from the Sussex Fire Department (Appendix C) and quite simple to use 

and broke out additional information for a supervisor (Appendix D) evaluation.  This process 

only included the graph style in that there are boxes to check with a five level scoring method.  

There was no definitions to further explain the areas and requirements other than the scoring 

method was defined.  The scoring uses terms such as top for the best and bottom for the 

evaluation that would be on the bottom end of the scoring.  The terms could present problems in 

that the firefighter who earns a "top" score could take this out of context where a firefighter that 

ranked "lower" or "bottom" could take this a quite demeaning.  I believed that this style is over 

simplified and may not be taken seriously by the firefighter or the supervisor.  These examples 

influenced me to design something with more detail and substance. 

VFD Supervisor will play a key role in the effectiveness of firefighter (Buckman, III, 

2006, 133) performance through developing skills and monitoring attitude to help the firefighter 

to build necessary skills and perform their job at the required level.  The supervisor must be 

attentive to the fire fighter's performance level and determine why the performance is below, at, 

or above expected standard.  Performance should be documented to provide the department a 

more formal setting to provide feedback relative to positive and negative performance while 

maintaining a record for future use.  Evaluations should be objective (Buckman, III, 2006, 133) 

with measurable standards as they tend to be more accurate and acceptable to all involved.  A 

subjective evaluation relies more on the opinion of the rater which I believe should be avoided.  

With VFD supervisors communicating and providing regular feedback, the firefighter 

shouldn't be surprised (Sargent, 2006, p. 167) by the content of their evaluation.  Supervisors 
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must be patient and maintain open lines of communication with the firefighter.  Most firefighters 

are committed and conduct themselves as expected so the evaluation should serve to reinforce 

positive performance, set goals (Sargent, 2006, p. 168) and help the employee work toward 

career goals and aspirations.  VFD supervisors will be encouraged to say "thanks" occasionally 

to their staff for their commitment to the agency and meeting organizational needs.  A simple 

thank you goes a long way to show appreciation and provide some basic motivation.  Often time 

this is all that a person needs. 

VFD supervisors needs to know agency policy (Sargent, 2006, p. 169) so as to know 

when to discipline or punish.  The supervisor that spends time wisely with staff to help them 

progress will benefit the organization and all involved.  A supervisor needs to spend some time 

with the employee who only wishes to meet the basic requirements, yet must also deal with the 

difficult employee who is consistently below expectation.  The supervisor must maintain records 

of these employee's performance to include what rule or policy was violated, (Sargent, 2006, p. 

170) what should have been done, what will help if this happens again, what is expected in the 

future, how will this be done by preparing a plan, and getting the employee to sign it. 

An evaluation will include (Sargent, 2006, p. 175) all supervisor's notes that must be 

maintained for the final evaluation and/or discipline or punishment.  All levels of the chain of 

command must be kept informed as they all must be able to monitor performance as it relates to 

future or past discipline or punishment. 

An evaluation should be based on the individual strengths and weaknesses.  If negligence 

is involved, these errors cannot be repeated and are not acceptable (Sargent, 2006, p. 178) even 

during an emergency operation and need to be dealt with by the supervisor swiftly.  Additionally, 
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the evaluation process for the VFD will be used to evaluate probationary staff, paid-on-call, and 

full-time n order to assess whether what is expected is happening. 

Performance management is the process of observing an employee's performance in 

relation to job requirements (Edwards, 2005, p. 148) over a predefined time frame, setting goals, 

documenting performance during this period and then providing feedback in the form of an 

evaluation.  VFD evaluations will be annual except that probationary staff will be evaluated each 

six month until off probation.  The supervisor's observations of the employee performance need 

to include work of the employee, compliments, have they changed behavior for the positive, 

have there been complaints?  Performance must be monitored and noted on a regular basis for an 

accurate evaluation.  This should include (Edwards, 2005, p. 149) all job related actual and 

observable job performance.  Due to the infrequency of the tasks, scenarios may be used to 

evaluate the employee rather than wait for an opportunity. 

There are a number of performance evaluation techniques.  I selected the graphic rating 

scale as it's simple with some boxes (Edwards, 2005, p. 149) showing varying levels of 

performance.  I submitted a numbering system for a word system (Appendix I) to rate with.  I 

was also influenced by the policy I received from the Monroe Fire Department (Appendix F).  

The evaluator only needs to check the appropriate box.  This method is easy and with our policy 

I believe I have defined these areas sufficiently to include agency and fire service related criteria.  

The critical incident method includes narrative that will allow VFD supervisor to capture more 

detail and not just the highly favorable and highly unfavorable behavior.  I didn't choose the 

"ranking appraisal system" as I don't want the supervisor to put all employees (Edwards, 2005, p. 

150) in a rank order as it relates to overall performance.  I don't want employees ranked  

against each other as I see this as unfair due to different assignments, shifts, learning ability, 
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etc…  The evaluation I developed could include the BARS if the VFD develops such a policy 

requirement.  I believe an evaluation process should be open to this measurable standard if it's a 

job behavior, avoiding traits or characteristics and reducing subjectivity while depending upon 

observation of important job functions.  This system allows for different supervisors within the 

organization to provide input to the evaluation process providing an opportunity for the 

supervisor and employee to communicate regarding good performance or the need to enhance 

performance and possibly develop a plan for improvement. 

The evaluation I developed (Appendix H) includes MBO as this allows for the employee 

and supervisor to agree on a plan and then review the plan (Edwards, 2005, p. 151) later to 

determine the success.  This will require more communication between the two and more input 

by the employee regarding their performance and motivation to improve.  The employee who is 

involved in planning also tends to demonstrate high levels of commitment and performance as 

clearly identified objectives encourage employees to strive toward desired results.  We need to 

train our staff to not focus too much on the quantitative objectives and neglect other important 

areas and keep it from becoming a numbers driven evaluation. 

TQM includes subjective (Edwards, 2005, p. 151) as well as objective methods of 

employee evaluation.  I believe that some level of subjectivity is necessary, i.e. have there been 

public compliments or complaints, does the firefighter possess a positive attitude, do they show 

initiative or do they need to be ordered to do things, and do they possess good communication 

skills and all play an important part in the performance evaluation process. 

The evaluation process the fire department chooses depends upon what is taking place 

within the (Edwards, 2005, p. 152) department and the goals.  An employee evaluation process 

that combines various points from the mentioned systems may be the best and that is why I 
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developed a policy and evaluation form that includes the graph scoring style while allowing the 

rater to also use narrative or simply pencil in notes in the selected area.  Since this will be used 

for full-time, part-time and probationary staff, it needs to have some flexibility. 

VFD supervisors will receive training to remove personal bias from the evaluation 

process as it relates to the firefighter's race, religion, gender, disability, or age.  This is 

considered discrimination and is illegal under federal law and should not be tolerated. 

Overall, employee performance evaluation is important to the fire service as it allows 

supervisors to link firefighter activity and performance to the goals of the organization in a 

meaningful manner.  This allows the employee and agency to grow and improve while linking 

employee performance to the organizational goals, helping administration make decisions and 

provide feedback to the staff. 

An evaluation process needs (Edwards, 2005, p. 155) to include an expectation-setting 

meeting where the supervisor meets with the firefighter to set expectations for the next 

evaluation period.  If the supervisor has done his/her job, there will be no surprises on the part 

for the firefighter.  If the firefighter doesn't agree with the final rating they should be afforded an 

appeal process to take the issue to a higher authority within the agency.  The VFD will need to 

address this issue through a policy or contract. 

People vary in their ability to be successful (Brown, 1987, p. 33) and people who succeed 

at something do so because they have been able to develop a successful habit about conducting a 

task where others have failed.  Good work habits come from good performance which is from 

good mental discipline.  VFD supervisors need to monitor their staff and provide regular 

rewarding of positive activity that results in the activity being done properly on a regular basis, 

i.e. habits.  This promotes good physical performance which is in direct relation to mental 
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discipline.  Employee's need to see the value of positive performance (Brown, 1987, p. 44) in 

their eyes.  They don't perform completely for money, but for self-esteem. 

An evaluation process (ICCMA, 2005, p. 78) starts the day the firefighter is hired with 

the first three to six months being critical to the success of the firefighter as the supervisor must 

explain things to insure they understand as they may be reluctant to ask questions as they may 

feel they will look bad.  VFD supervisor need to recognize this critical period of time with active 

monitoring and regular feedback.  The supervisor should also assist the firefighter in (ICCMA, 

2005, p. 79) goal setting to help the firefighter succeed. 

Supervisors should meet with the firefighter for formal evaluations interviews at least 

once during the performance (ICCMA, 2005, p. 80) evaluation period to measure progress and 

receive needed feedback, and discuss problems while current yet also discuss positive issues.  

VFD supervisor will be encouraged to meet with staff periodically. 

A performance evaluation interview should be planned (ICCMA, 2005, p. 82) to avoid 

distractions, in a neutral location, stick to work related topics and issues, and focused on the 

employee's development. 

Performance appraisal also must avoid legal (ICCMA, 2005, p. 83) challenges by; being 

a systematic analysis of the individual job, accurate, current job description, focus on job 

specifics and related behaviors, that performance standards or goals are communicated to the 

employee, supervisors are trained in the evaluation process, and documentation on the appraisal 

process is maintained.  An evaluation process should meet (IFSTA 2004, p. 197) local, state and 

federal legal mandates by relating to the work behavior or skills that the firefighter is assigned to 

perform.  The evaluation must include definite identifiable criteria based on the quality or 
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quantity of work or on specific performance that are supported by a documented record.  

Evaluations must be objective and supported by documentation. 

The supervisor must be aware of pitfalls (ICCMA, 2005, p. 83) related to ranking and 

avoid them.  Avoid the tendency to rank the person on all issues down the middle of the score 

method or the "central tendency effect."  Or, basing performance on the most recent activity 

rather called the "recency factor".  Or, allowing one area of performance to affect rank of another 

area the "halo effect".  Avoid supervisor personal biases, supervisor rating too harshly or, to 

lenient across the whole evaluation. 

All systems have positive points and negative points however provide input relative to 

career counseling, organization development and motivation.  An effective performance 

appraisal system (ICMA, 1988 p. 274) includes; 1) System is based on a job analysis, 2) The 

purpose of the system is clearly defined, 3) The system is based on a job related behavior that is 

clearly defined performance standard, 4) Appraisals are conducted on an ongoing basis, 5) 

Appraisers receive extensive training in the use of appraisals techniques and in counseling 

employees, 6) Provision is made for appraisal discussion and positive feedback.  Performance 

strengths and weaknesses are clearly spelled out along with clear plan of action of what is needed 

to correct faults and improve performance, 7) there is a clear link between good performance and 

a reward system.  Whichever method o appraisal is selected, it must (ICMA, 1988 p. 274) be  

fair to the firefighter while avoiding grievances.  A personnel development program (ICMA, 

1988 p. 275) integrates recruitment, selection, training and education, career planning, career 

counseling, performance appraisal, and other human recourse considerations into a single 

system.  This means that management is also responsible for personnel development in order to 

help develop employees for future promotion and responsibilities 
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An evaluation (IFSTA, 2004, p. 113) determines how effective and efficient an item, 

program or process is compared to a benchmark or established set of criteria.  An evaluation is 

defined as the appraisal of person, projects, or organization in relation to stated criteria or 

standards, the interpretation of the criteria or standards is subject to personal bias.  In this case 

the performance will be of VFD personnel against the rating selected (Appendix H). 

There are two types of evaluation (IFSTA, 2004, p. 114) processes; formative and 

summative.  The VFD evaluation will include formative evaluation processes as it will be an 

ongoing process, allow for alteration during operation, primarily forward looking, will identify 

strengths and weaknesses with intention to improve, develop habits, shapes direction of 

professional development, rely on feedback, and reflect on effectiveness or past similar events.  

It will also include some summative evaluations as it will documents achievements, rely on 

evidence, and reflect information developed through formative evaluations. 

Managers, supervisor and Chief Officers must periodically evaluate (IFSTA 2004, p. 

195) personnel under their charge.  Evaluations may take place as a part of the hiring process, 

during probationary periods, annually as part of an ongoing performance review, for promotional 

purposes, or for disciplinary or termination purposes.  An evaluation schedule shouldn't prevent 

the supervisor from providing regular and ongoing feedback to the employee. 

The supervisor should be using a 360-degree feedback (IFSTA 2004, p. 196) evolution 

process where the supervisor gathers pertinent information on the firefighter throughout the 

evaluation period and use it as input for the formal evaluation.  This could include input from 

other supervisors, citizen complaints and compliments.  The observations should be based on 

observed performance yet remain confidential to protect the people providing the information 

and confidentiality must ensure that they will speak freely and not hesitate to provide 
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constructive criticism.  Coaching, mentoring, continuing education, and specialized skills 

training are just a few ways to help the firefighter improve so as to meet performance 

expectations.  The supervisor should be trained in order to provide a proper evaluation with 

proper interpretations. 

Job performance evaluations have benefits (IFSTA 2004, p. 197) that are both tangible 

and intangible.  The intangible benefits are those not related to the job performance criteria, i.e. 

why they joined the department.  Tangible benefits are related to the terms of employment which 

may be mandated by the government, a part of labor and management agreements, or agreed to 

during the hiring process such as wages and benefits. 

An evaluation process can begin (Staley, 1998, p. 135) by rating yourself by filling out 

the performance evaluation form of you based on its criteria's.  I didn't add this to the policy I 

wrote as I don't recommend this be a part of the VFD policy and evaluation process.  This doesn't 

mean that it couldn't be used in a particular case. 

Constructive criticism should also be used carefully starting with praise regarding certain 

performance or of a recent positive issue before providing constructive (Staley, 1998, p. 145) 

criticism as the person will most likely become defensive.  The praise helps to balance the 

constructive criticism so it isn't taken as a complete negative.  The constructive criticism should 

also be focused on the issue and not used to broadly.  A plan toward correction should then be 

discussed. 

Informal evaluations (Coleman, 1978, p. 499) may be used to evaluate employee 

performance in a casual manner at smaller incident responses.  This is a time where the 

supervisor discusses a particular issue or incident with a small group of firefighters.  This could 

be a response to an incident where the supervisor wishes to talk with their staff regarding 



Performance Evaluation 76 

elements of their response.  This same type of incident evaluation could be done with a single 

firefighter and provides the supervisor an opportunity to help the firefighter to learn from the 

incident as well as the supervisor providing feedback to the firefighter so they understand how 

they performed with improvement intended for future such responses.  This is an excellent 

method in dealing with firefighters on probation as the supervisor can meet with them as a group 

first a provide praise in public, yet meet individually after the meeting to address any specific 

deficiencies.  This helps motivate the firefighter to perform properly, or better, in the future and 

help to open lines of communications so that all are more informed as well as building 

confidence in the firefighter. 

Formal evaluations are used (Coleman, 1978, p. 502) to evaluate large incident 

operations and helpful about a week after the incident so that official reporting is done and the 

leader of the incident evaluation has time to review all aspects for the incident in order to be 

better prepared.  This process could set the stage for an information evaluation process 

mentioned above. 

It's important to keep the agency moving (Compton, 2000, p. 16) forward with the 

supervisor looking toward tomorrow and help their staff to move that direction.  The supervisor 

shouldn't base decisions on favoritism (Compton, 2000, p. 17) of a particular employee reduces 

effectiveness, compromises the mission, and makes working with each other difficult. 

The supervisor should set the example (Compton, 2002, p. 22) and make sure that 

expectations are passed on, and encourage the firefighter to get involved in agency activities.  

Good behavior and performance needs to be rewarded (Compton, 2002, p. 23) in some manner at 

every opportunity and shouldn't be taken for granted.  At the same time, unsatisfactory behavior 

should not be rewarded.  A supervisor should help firefighters to succeed and stay competent at 
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all levels and helps staff to be trained properly for professional growth.  A supervisor should 

always promote safety, physical, and psychological and emotional wellness.  A supervisor 

should support those firefighters that perform the mission each day.  Staff also needs to know 

that there will be consequences (Compton, 2002, p. 27) for unsatisfactory behavior or 

performance and must be made clear.  When necessary this needs to be documented based on 

agency requirements and consistent for possible disciplinary actions.  The officers ability to 

balance (Compton, 2002, p. 28) discipline issues is important as if does affect the performance of 

the group and the quality of service. 

According to Graham's Rules for the Improvement of Performance Evaluations (GRIPE), 

retrieved 03/30/2008, from the World Wide Web: 

http://www.gordongraham.com/pdfs/GRIPE_Fire.pdf a fire department should have 

policy regarding performance evaluations for all staff, i.e. full-time, part-time, or volunteer 

employees.  That performance evaluations are critical and that they will enhance moral when 

staff meet performance expectations, and that a fair warning should be provided to staff whose 

performance is unsatisfactory and where improvement is needed for them to meet the standards.  

That the evaluation should be agency specific as one process doesn't fit all agencies.  Learning 

that the evaluation process should be agency specific was important in developing the process 

(Appendix I) for the VFD. 

The VFD policy (McNamara, 2008) retrieved March 30, 2008, from the world wide web: 

http://www.managementhelp.org/emp_perf/perf_rvw/basics.htm will be annual as indicated in 

this reference.  Avoiding performance evaluations can decrease morale, decrease credibility of 

management, decrease the organizations overall effectiveness and wastes more of management's 

time to do what isn't being done properly. 
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I also prepared an evaluation form that includes information this author recommends 

including the following items; employee name, date the performance form was completed, time 

interval of the evaluation, a rating system, space for commentary rating area, a final section for 

overall commentary, a final section for action plans to address improvements, and lines for 

signatures of the supervisor and employee.  This evaluation also includes responsibilities from 

the job description, any assigned goals from the previous plan. 

Another performance evaluation form (Gresham F.D., 2008) Retrieved from the world 

wide web March 1, 2008, http://www.orcities.org/Portals/17/A- 

Z/GreshamFirefighterEval.pdf for a firefighter (Appendix A) that lists information specific to  

the person being evaluated and was used as a reference in developing the evaluation process for 

the VFD based on its scoring method scale.  In as much as I used this as an example I didn't 

include the box not observed as I believed that if it's not observed, it shouldn't be included. 

I reviewed a recent study on retaining and recruiting volunteer firefighters (USFA, 2007 

p. 66) that list an evaluation or performance appraisal as essential for improving volunteer 

performance which in turn improves the performance of the organization.  Firefighters may look 

at the evaluation as a negative but if the evaluation is done properly, it should not be looked at in 

a negative light.  Evaluation related meetings can be coaching session to improve the firefighter 

and the organization as part of the focus can be about how that firefighter can help contribute to 

and improve the organization.  The coaching meetings can help to bridge communication issue 

and create a better working relationship, not to mention helping the firefighter to work on areas 

that they may be weak at. 

A department officer can complete evaluation (USFA, 2007, p. 67) form for the 

firefighter they supervise once or twice a year on such items as; task performance, 
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communication skills, quality of effort, attitude, and knowledge of job requirements.  Some 

departments also have those being supervised evaluate their supervisor with the objective of both 

to improve the organization. 

An example provided indicated that a fire department Chief (USFA, 2007, p. 67) 

provides an annual evaluation to his/her staff where the goal is to discuss performance and share 

feedback rather than rate.  They discuss and set personal and professional goals with evaluation 

on those items at the end of the year.  This helps retention and helps staff to be satisfied and that 

motivation and goals are met.  It allows staff to pass on complaint with the Chief and keeping the 

issues manageable rather than allowing to fester. 

With the return of a survey sent to targeted agencies around the state, I did receive three 

examples of current fire department evaluation forms.  The first one [Plover Fire/EMS (PFED), 

2008] provided content of an evaluation (Appendix B) used for probationary employees.  The 

second evaluation example I received [Sussex Fire Department (SFD), 2008] provides a one 

page employee evaluation (Appendix C), and a one page supervisor evaluation (Appendix D) 

with a five level grading scale.  The third evaluation example I received [Monroe Fire 

Department (MFD), 2008] is a two page evaluation form (Appendix E) that uses a five level 

grading scale for nine categories.  The MFD policy seemed to include the date that I was looking 

for yet provided some flexibility in use for full-time or part-time staff.  Of the examples that I 

received this particular example influence my final product the most.  This example can be 

designed to be used electronically and easily expanded, especilly for the probationary firefighter 

where more details is necessary.  The tenth category is an overall performance based on the 

previous nine.  This form includes an action plan for goal setting and accomplishment.  These 
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three examples assisted me greatly in developing my final product (Appendix H) of a policy and 

evaluation form for use with the Verona Fire Department. 

Recommendation 

It is this researcher's recommendation that the Verona Fire Department adopt the policy 

and evaluation form that I have constructed (Appendix H) and administer the process as soon as 

possible.  The Verona Fire District Commission has already undertaken a review of this material 

with the intent of approving it with subsequent adoption by the Fire Chief.  The VFD doesn't 

have any method of providing performance evaluations to staff.  With a growing agency it's 

important to establish perimeters now as there have already been problems due to the lack of an 

employee performance evaluation process. 

The evaluation and policy I prepared will be used to rate all (GRIPE, 2008) firefighters 

and civilian staff beginning with probation (ICCMA, 2005, p. 78).  The firefighter should be 

rated fairly (Buckman, III, 2006, p. 132) regarding work criteria, skills, competency, training 

(Buckman, III, 2006, p. 133) and supplied with proper resources toward this without being over 

managed.  The firefighter should also receive regular feedback on their progress. 

The VFD evaluation will include whether the firefighter is providing the quality of work 

(Graner, 2006 p. 149) that the agency and community expect and not abusing or breaking things 

and unnecessarily costing the agency or community money toward repairs.  Unacceptable 

performance or behavior (Graner, 2006, p. 150) can cause the firefighter to be terminated.  This 

evaluation process will also have an effect (Edwards, 2005, p. 146) on the firefighters future with 

VFD through a promotion, commendations, work assignments, just to name a few. 
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The VFD policy helps to provide organizational anchors (Coleman, 2003, p. 213) by 

defining expectations and providing clarity and this helps keep the agency moving forward, i.e. 

mission, organizational values, culture, training, policies, strategic planning. 

This evaluation process provides the firefighter with information regarding (ICCMA, 

2005, p. 76) how they are doing through benchmarks described in the policy (ICMA, 2005, p. 

77) in order to determine if the firefighter is progressing or not.  This also assists the agency in 

dealing with the firefighter with respect as an internal (Compton, 2000, p. 15) customer. 

This evaluation process will also note firefighter strengths (IFSTA 2004, p. 195) and 

weeknesses and use the strengths to enhance the agency while noting weakensses and providing 

in pout toward improvement by the firefighter.  This rating must be timely regarding the noted 

performance.  After the probationary period (IFSTA 2004, p. 196) the supervisor will continue to 

provide regular evaluations throughout their career. 

The VFD evaluation process is designed to take into consideration applicable NFPA 

standards that the VFD has adopted. 
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