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I. PURPOSE  

 

To establish the Performance Appraisal Management System for all sworn employees. A 

formalized, annual performance appraisal system serves both management and the individual 

Department employees by standardizing the nature of the personnel decision-making process, 

ensuring the public that the agency's personnel are qualified to carry out their assigned duties, 

and providing job incumbents with the necessary behavior modification information to allow 

them to maintain behaviors that are appropriate from the agency's standpoint and to eliminate 

inappropriate behaviors.  

 

II. DEFINITIONS 

 

A. APPRAISAL - The judging, determining and/or appraising the value of. 

 

B. COUNSELING - The giving of advice; advising; discussions between the rated employee 

and rater leading to advice to the rated employee concerning performance. 

 

C. FIRST LINE SUPERVISOR - An immediate supervisor. 

 

D. PERFORMANCE - Something done or performed; actions taken or omitted regarding 

specific tasks or assignments. 

 



 

 

 

E. PERFORMANCE APPRAISAL - A measurement of the employee's on-the-job 

performance of assigned duties by the employee's supervisor. 

 

F. PERFORMANCE STANDARDS - Statements describing exactly how much, how well, 

how often, or in what manner the employee must perform to complete a specific task. 

Standards are expressed in terms of quantity, quality, or manner of performance. 

 

G. RATED MEMBER - A Department employee whose performance is evaluated by a rater. 

 

H. RATER - A supervisor who evaluates the performance of a subordinate employee. 

 

I. RATING - An estimate of the value, worth, strength, capacity of, etc.; an indication of 

the quality of performance by an employee. 

 

J. RATING CATEGORIES AND DEFINITIONS: 

 

1. Superior - performance that is exemplary in all major aspects of position 

requirements. The member is readily perceived as exceptionally competent by 

supervisors, colleagues, and subordinates alike. Such performance is the epitome 

of sustained excellence significantly above and beyond position criteria. 

 

2. Exceeds Expectations - excellent performance in all significant functions of the 

job. The member frequently displays considerable initiative and self-direction and 

usually completes assignments at a level above expectation and/or ahead of 

schedule. Performance errors, if they occur, are very infrequent and minor. This 

category is best characterized as high quality performance that always meets and 

frequently exceeds standards of the position. 

 

3. Meets Expectations - solid, competent performance that meets all the performance 

expectations. Assignments are typically completed as required. Performance 

slightly above or below position standards may appear from time to time, or in a 

particular duty area, but it is not a dominant characteristic of total performance. 

The day-in, day-out result of such performance is that the job gets done in a 

timely and effective manner. The member so rated is "doing the job" for which 

the position exists. 

 

4. Below Expectations - performance that is noticeably deficient with respect to 

particular job requirements or during certain periods of time. Although other 

aspects of the job may be performed in a satisfactory manner, improvement in 

deficient areas is necessary. This level of performance is unacceptable and cannot 

be tolerated for a sustained period. 

 

 

 

 

 

 

 



 

 

 

5. Unsatisfactory - performance that falls significantly, even prohibitively, below 

position and Department standards. Although certain job requirements may be 

performed at a satisfactory level, they are so outweighed by problem areas as to 

virtually preclude continued employment. Demands upon a supervisor's time may 

be totally unreasonable; efforts to encourage and/or achieve significant 

performance improvement are usually unproductive. Such rating underscores the 

magnitude of the gap between performance needs and performance rendered. The 

employee has demonstrated the inability or an unwillingness to improve. 

 

6. Does Not Apply - To be utilized by the rater to indicate the performance factor 

has been reviewed, but cannot be evaluated. 

 

K. TASKS - All positions are composed of one or more tasks. Tasks are employee activities 

that result in some identifiable work product and contribute to the achievement of the 

unit's work objectives. Tasks are made up of a number of procedures or steps to 

accomplish the task. Procedures are distinct from tasks in that they do not result in an 

identifiable work product. 

 

L. TRAIT - A distinguishable feature of the job; defined by a standard of performance. 

 

M. WARNING PERIOD - An interim period in which a Department employee, sworn or 

non-sworn, is offered an opportunity to improve his/her level of performance. 

 

III. POLICY 

 

One of the primary responsibilities of supervisors is to appraise the performance of subordinate 

employees. Performance appraisal is a continuous process and should be a daily link between the 

supervisor and the employee. The Department's Performance Appraisal Management System is 

designed to allow fair and impartial personnel decisions by management, as it provides for the 

periodic rating of each Department employee by an official superior so that a permanent record 

of performance may be maintained and kept up-to-date.  Utilizing Performance Appraisals is 

necessary and invaluable in identifying those employees who have progressed to the point where 

they are ready to assume greater responsibilities. It will also result in each employee having 

knowledge of those areas in which improvement can be made; thus, both the employee and 

supervisory personnel can direct their efforts toward that objective. 

 

The performance of all sworn Department employees shall be assessed, and retained in each 

employee's Personnel File. A record of supervisor-employee communication on the latter's 

performance protects the employee's rights and prevents misunderstanding.  Furthermore, all 

performance appraisal criteria shall be specific to the position occupied by the employee and 

based solely on performance during the specified appraisal period. 

 

 

 

 

 

 

 

 



 

 

 

IV. TYPES OF PERFORMANCE APPRAISALS 

 

A. Annual Performance Appraisals - Annual performance appraisals shall be conducted and 

documented on all Department employees.   

 

1. The annual rating period will be from January lst through December 31st of each 

year. 

 

2. All performance appraisals will be completed by March 1st of each year. 

 

 

B. Special Employee Appraisals - Performance appraisals may be completed for recognition 

of especially good or poor performance or at any other time deemed proper. 

 

1. Nothing in this directive shall prevent employees from receiving more frequent 

appraisals than noted above if more frequent appraisals are warranted. 

 

a. Sworn employees subject to these special appraisals shall be notified, in 

writing, at the beginning of the new appraisal period. 

 

a. Notifications of special appraisals shall describe: 

 

i. What behavior is considered unacceptable and what action(s) the 

member is expected to take to correct the situation. 

ii. What period the special appraisal shall cover. 

 

C. Post Promotion Appraisal – Newly promoted sworn and non-sworn personnel are not 

subject to a probationary period, however, a performance appraisal shall be completed on 

all newly-promoted sworn personnel after they complete six months in their new 

position. 

 

1. The purpose of these appraisal reports is to assess, at an early point, the 

employees' potential since assuming greater responsibilities and their ability to 

perform at the higher level. 

 

2. There shall be no exceptions to this six-month appraisal period.  

 

V. OBJECTIVES OF THE PERFORMANCE APPRAISAL SYSTEM 

 

A. Performance appraisal is a measurement of the employee's on-the-job performance of 

assigned duties by the employee's supervisor. The Department's Performance Appraisal 

Management System can serve both management and the individual employee through 

the following objectives: 

 

1. To foster fair and impartial personnel decisions; 

2. To maintain and improve performance; 

3. To provide a medium for personnel counseling; 

4. To facilitate proper decisions regarding probationary employees; 
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5. To provide a method of measurement of individual performance that is a fair and 

objective means of recognition by using prescribed guidelines; and, 

6. To identify training needs. 

 

B. The performance appraisal program is designed to provide a channel of communication 

between the supervisor and the employee. The report forms used are intended to: 

 

1. Help the employee understand what the supervisor expects; 

2. Give the employee a means of measuring how well his or her performance has 

met those expectations; 

3. Help the supervisor identify employee needs. 

 

VI. DETERMINATION OF RATER(S) - Sworn employees shall be rated by their immediate 

supervisor. 

 

A. Appraisals shall be conducted by a Chief of Police who has observed, in a supervisory 

capacity, the employee's performance for at least six months. 

 

B. If the Chief of Police has less than three months of observation, the preceding supervisor, 

if available and if he/she has observed the employee for more than six months, shall 

conduct the appraisal.   

 

VII. RATER RESPONSIBILITIES 

 

A. COUNSELING 

 

1. Each sworn employee shall be counseled at the conclusion of the rating period by 

the Chief of Police.  The counseling shall include: 

 

a. Results of the performance appraisal just completed; 

b. A review of the tasks involved in the position occupied; 

c. The level of performance expected from the employee for the new 

 reporting period; 

d.  The criteria by which the employee will be rated; 

e.   A review of the employee's immediate and long-range career goals; 

f. Guidance, direction, or suggestions as to how the employee can meet those 

goals. 

 

2. The intent of this requirement is to ensure that the employee fully understands the 

specific duties and responsibilities of the position and what is expected of the 

employee to carry them out. 

 

3. It is also expected that counseling by the rater, regarding performance of the 

employee, will occur at any time during the rating period. 

 

4. At the conclusion of this review, the supervisor shall document on the 

Performance Appraisal the specific areas discussed with the employee and retain 

a copy of such report for future reference, if necessary. 

  



 

 

 

5. During the annual appraisal meeting, the supervisor shall work with the employee 

to develop Goals and Objectives for the upcoming year.  This information is to be 

included in Part IV of a new Performance Appraisal form which will be stored in 

the employee’s personnel file for reference throughout the upcoming year. 

 

B. PERFORMANCE LOGS 

 

1. Fair, impartial, and objective ratings cannot be made by a supervisor unless the 

work performance of an employee member is documented throughout the entire 

rating period. Through careful observation and documentation in Performance 

Log, a supervisor can increase his/her awareness of the employee's work methods 

and results. 

 

2. The purpose of these Performance  records  are: 

 

a. To serve as a memory jogger when the time comes to complete the written 

performance appraisal report; and, 

b. To aid in the annual appraisal. 

 

3.      To ensure that a supervisor has an accurate written summary of an 

     employee's work behavior, the supervisor should set aside a brief amount 

     of time each  day to  make necessary entries of his/her employees 

     performance in Performance Logs.  The emphasis of each item entered 

     should be on observable behavior or performance, rather than on vague 

     personality traits.  In addition, the supervisor should include: 

 

a. Specific instances of work that falls short of or exceeds the standard; 

b. Notes on the progress of each factor several times a year; 

c.       Records of prior discussions related to work performance; 

d.       Special activities which reflect on an employee's work performance; 

e.       Statistical data related to work performance 

 

4. The Chief of Police will review the Performance Log with the employee during 

the annual appraisal meeting. If a subordinate's performance is unsatisfactory, a 

review should be conducted more frequently.  The rater will date and initial the 

Performance Log during the annual review along with the rater and employee 

signing the Performance Log. 

 

 C. COMPLETING THE APPRAISAL 

 

 Part I – fill in appropriate information: 

Name (Last name first, first name, middle initial) 

Position Title  

Rank  

Period of Report — From ___/___/___ To ___/___/___ 



 

 

 

Caution — Must be only the time period in which the member is being rated.  Do not 

complete the evaluation prior to the last date reflected on the form.  If preprinted and 

incorrect, properly correct. 

Type of Report — Check the appropriate box (Annual, Probationary, Special, Post 

Promotion).  Enter the basic information on the evaluation form.   

 

 Part II – Evaluate applicable traits according to measurement definitions in II 

DEFINITIONS, j. Rating Categories and Definitions. Supervisors are encouraged to 

write in additional traits that specifically apply to the employee’s duties. 

 

The Chief of Police will rate members using the listed traits and any additional traits 

deemed appropriate.  It is not necessary to use every trait, but the appropriate traits must 

be used.  “Does not apply” will be checked when a trait does not apply, and therefore is 

not used.  It is important, however, that the rater use the same traits when rating members 

assigned to the same duties.  Specific reasons for adding or deleting individual traits 

should be included in the Narrative Section. 

Categories in which a rating of “Superior” or “Unsatisfactory” is assigned must be 

supported by explanatory comments in the Performance Log. 

 

 Part III — Raters should list any special duties and assignments which members are 

involved in during the rating period.  Examples:  special teams, instructing, special 

projects, developing policies, etc. 

 

 Part IV — Goals and Objectives 

This section of the evaluation report is to be used for goals and objectives.  The goals and 

objectives reflected on the evaluation report shall be for the same period as the 

evaluation.  Keep in mind the evaluation report must reflect job performance for only the 

period of the evaluation.  Job performance for future goals and objectives cannot be 

reflected on past evaluations as goals. 

Short-term goals and career goals for an upcoming evaluation period must be made prior 

to the beginning of the evaluation period. 

Short-term goals and career goals should be recorded for the upcoming evaluation period 

using a copy of Part IV of the Performance Evaluation Report. 

Example — Officer Smith’s evaluation is due December 31, 2000, for the period January 

1, 2000 to December 31, 2000.  Trooper Smith’s evaluation should reflect goals and 

objectives between January 1 to December 31, 2000. 

For the upcoming year, goals and objectives should be made prior to January 1 and 

reflected on the evaluation report due December 31 of that year. 

The immediate supervisor and subordinate shall collectively establish realistic and meaningful 

objectives.  The objectives should be designed to assist the subordinate in reaching his/her 

maximum potential as an effective member and working towards the goals and objectives of the 

Department.  Personal objectives aimed at improving individual performance shall be supportive 

of Department goals.  (If the member attempts to set meaningless or extremely conservative 

objectives when a great need for improved performance exists, the supervisor shall establish the 

objectives.) 



 

 

 

 

Objectives must be converted into planned action or activities.  Plans for the accomplishment of 

personal objectives shall be documented and should be specific and measurable where possible, 

yet reasonable and attainable.  Plans for accomplishment of personal objectives should also 

include standards consisting of the quality of the task to be performed, the quantity of work 

desired, the time frame to accomplish desired results, and expected results where possible and 

practicable. 

 

 Modifying Objectives 

Modifications to objectives are discussed and approved in the same manner as the 

original objective was set.  Modifications are not to be made just because it appears that a 

member will not either meet or exceed standard.  Modification can be made only when 

the situation has changed since the objectives were initially set.  Changes are entered on 

the Goals and Objectives sheet(s) and initialed by the Chief of Police and subordinate.  

The Chief of Police must document the reason for any changes and make it a part of the 

evaluation report. 

 

Examples of Objectives 

 To improve the quality of performance evaluations. 

 Set appropriate goals and objectives. 

 Test the system for subjectivity and prejudice. 

 Ensure that Performance Logs are properly kept. 

 DUI 

 Last year I identified and processed 15 DUI’s.  This year I shall change my patrol 

procedures and obtain additional training in an attempt to identify and process 25 

DUI’s. 

 To increase productivity by better supervision. 

 Assign patrol areas and ensure they are adhered to. 

 Ensure that coffee and lunch break periods are not abused. 

 Reduce the amount of time spent in the office by non-productive members. 

 Reduce fatal accidents by 20%. 

 Target high accident area. 

 Increase DUI enforcement efforts. 

 Issue 20% more speeding tickets. 

 Career Goals 

Employees should define their respective long-term goals with the Department.  They 

may be associated with special team assignments, promotions, or transfers to specific 

assignments, etc. 



 

 

 

 Part V — Overall Performance and Narrative 

This is a very important part of the evaluation process and the part that is likely to be 

remembered by the employee.  The narrative should expand upon and summarize the 

complete evaluation.  No two employees are alike and grouping them all in “Exceeds 

Expectations” categories, without explanation is too restrictive.  It is unfair to the 

employees and the Department.  Your comments will provide a valuable documentary 

basis for making future personnel decisions. 

If you have kept accurate Performance Logs and set appropriate goals and objectives, 

your task will be to condense this information, compare it to the standard, and summarize 

the results in narrative form. 

  Included in the narrative should also be the following: 

    A brief description of the duties of the position. 

 Comments on both the strengths and weaknesses of the member’s work performance. 

    Focus on products and not personalities. 

 Disciplinary Action 

If disciplinary action was taken during the rating period, that conduct should be addressed 

in the evaluation as set forth hereafter. 

 Any mention of disciplinary action should not be on the evaluation form itself.  It 

should be addressed on a separate, attached narrative page.  The narrative page should 

be attached to the evaluation. 

 If the disciplinary action was taken because of a minor infraction which is not 

performance related should not influence the overall evaluation. 

 If the disciplinary action is of such a magnitude and of a very serious nature that it has 

an adverse effect on the member’s performance and/or the Department, then it should 

influence the member’s performance evaluation rating.  The adverse performance 

should be documented on the narrative during the rating period in which it occurred. 

Narrative sheet(s) addressing disciplinary action that are more than two years old and 

have not resulted in other discipline or adverse performance evaluation against the 

employee will be removed from the performance appraisal and destroyed. 

 

VIII. EMPLOYEES' REVIEW OF PERFORMANCE APPRAISALS 

 

A. The Chief of Police shall conduct a meeting with the employee to review and explain the 

appraisal along with recording the date of the meeting on the appraisal form. 

 

B. The employee shall have the opportunity to comment, in writing, on the appraisal. If the 

employee does not concur with the appraisal, the employee shall have an opportunity to 

comment, in writing, on his/her appraisal and such comments will be included in his/her 

administrative  file. 

 

 

 

 



 

 

 

C. The employee will be given the opportunity to sign the appraisal; however, such 

signature shall certify only that the appraisal has been read and discussed, and that the 

employee's comments, if any, are an accurate statement of the employee's response to the 

appraisal. 

 

D. If an employee refuses to sign an appraisal after being given the opportunity to do so, the 

supervisor shall so certify in writing. The appraisal shall be valid with or without the 

employee's signature. 

 

E. Employees receiving a performance appraisal shall be given a copy of the appraisal. 

 

F. Upon request, an employee shall be given copies of any other appraisal report(s) after it 

has been reviewed with the employee. 

 

IX. DISTRIBUTION AND RETENTION OF PERFORMANCE APPRAISALS 

 

A. The completed Performance Appraisal Report Form shall be distributed as follows: 

 

1. Original appraisal reports shall be maintained at the Public Safety Complex. 

 

a. The original document shall be placed in a separate Appraisal Report File 

for record-keeping purposes. 

b. All employees may review the entire contents of their Performance 

Appraisal Report File. A content review shall be under the direct 

supervision of the Chief of Police or his/her designee.   

c. Any problems or discrepancies in the Appraisal Report File shall be 

brought to the attention of the Chief of Police. 

 

2. A copy shall be given to the employee whose work performance has been 

evaluated. 

 

X. BELOW EXPECTATIONS AND UNSATISFACTORY RATINGS 

 

A. If the supervisor has conscientiously pointed out the employee's area of weakness and 

indicated a path of corrective or remedial action, there should be a complete and justified 

record entered in Performance Logs leading up to the BELOW EXPECTATIONS or 

UNSATISFACTORY rating. Prior to the beginning of the rating period concerned or 

before issuing this type of rating, a supervisor should be able to answer the following 

questions in the affirmative: 

 

1. Is the work that the member is required to perform in accordance with job 

specifications? 

 

2. Have the necessary rules and regulations, performance standards, and policies 

been made known to the member? 

 

3. Has the member been given adequate training and sufficient opportunity to 

improve? 

 

 

 



 

 

 

4. Is the rating an objective appraisal based on careful observation and measured 

against understood requirements? 

 

5. Does the rating cover a reasonable length of time? 

 

B. For an unsatisfactory rating, is there documentation in Performance Logs and other 

evidence that the member has been counseled, provided with remedial training and 

instruction, formally warned during the rating period, and made aware of the 

consequences of failure to improve? 

 

XI. CONSEQUENCES OF CERTAIN RATINGS 

 

Certain ratings require that specific steps be taken by supervisors or appointing authorities. 

 

A. Giving an employee a BELOW EXPECTATIONS rating on an annual performance 

appraisal means that an employee's performance is noticeably deficient with respect to 

particular job requirements or during certain periods of time. This appraisal indicates the 

supervisor's belief that the employee can and will make the necessary improvement. 

 

1. A BELOW EXPECTATIONS rating can have varying consequences depending 

on the employee's previous rating, the supervisor's judgment, and the employee's 

subsequent performance. An employee who receives this rating for the first time 

on the current year annual appraisal may or may not be placed in a warning period 

at the supervisor's discretion.  

 

A warning period may be defined as an interim period of time in which a 

Department employee is afforded the opportunity to improve his or her 

performance. 

 

2. If the employee is not placed immediately in a warning period at the discretion of 

the supervisor, his/her performance MUST be re-evaluated no later than six 

months (and preferably three months) following the annual appraisal. 

 

3. The employee must be informed of specific ways by which his/her performance 

may be improved to achieve a MEETS EXPECTATIONS level of performance 

during the interim period. If, at the time of the second appraisal, the employee's 

overall performance is still evaluated as BELOW EXPECTATIONS or 

UNSATISFACTORY, the employee must then immediately be placed in a 

warning period. 

 

4. Any employee whose last overall rating is a BELOW EXPECTATIONS and who 

is again rated in the BELOW EXPECTATIONS category on the annual appraisal 

must be placed in a warning period immediately. In other words, two consecutive 

overall appraisals at the BELOW EXPECTATIONS level require a warning 

period and indicate serious performance problems that may result in possible 

disciplinary action, if left uncorrected. A statement must be included in the 

comments section indicating exactly how the employee failed to meet 

expectations, what action the employee shall be required to take to improve 

performance, and how this action relates to the requirements of the position. 



 

 

 

 

B. Giving an employee an UNSATISFACTORY rating on an annual performance appraisal 

means that an employee has not met job-related requirements satisfactorily and shall be 

required to make immediate improvement. Performance for this factor is clearly 

inadequate, and the employee has demonstrated an inability or unwillingness to improve. 

 

1. The employee shall be notified, in writing, that his job performance is 

UNSATISFACTORY at least ninety (90) days prior to the end of the calendar 

year. 

 

a. In addition, the supervisor shall conduct a review of the employee's 

performance with that employee. 

b. The supervisor shall identify, in writing, specific methods and actions 

needed to improve the employee's performance. 

  

2. A statement must be included in the comments section indicating exactly how the 

employee failed to meet expectations, what action the employee shall be required 

to take to immediately improve performance, and how this action relates to the 

requirements of the position. 

 

3. When an employee's job performance is determined to be UNSATISFACTORY, 

he/she is immediately placed in warning period. 

 

C. Placement of an employee in a warning period under any of the circumstances discussed 

above requires that the member be informed of specific standards to be met and specific 

ways by which performance may be improved to achieve an MEETS EXPECTATIONS 

level of performance. 

 

1. The warning period must be of a specified length, not to exceed six months and 

the employee must be notified of the warning period at the time it is imposed. 

 

2. The employee must receive an overall rating of MEETS EXPECTATIONS to be 

taken out of a warning period. Such extensions must again be for a specified 

length of time, and the total duration of a warning period (including extensions) 

may not exceed one year.  

 

3. Failure to successfully complete a warning period may be grounds for possible 

disciplinary action. 

 

a. All such personnel actions taken against sworn Department employees 

shall be conducted consistent with the provisions of the Rhode Island 

Police Officer's Bill of Rights. 

b. All such personnel actions taken against sworn Department employees 

below the rank of Deputy Chief/Lieutenant shall be conducted consistent 

with the provisions of the collective bargaining agreement for sworn 

employees. 

 

 



 

 

 

XII. OVERALL RATING 

 

A. As a rater, the question that needs to be answered is “What is the employee's Overall 

Level of Performance Rating?"  The place to begin is with the rater's expectations of the 

job. Before the rater can determine if an employee is meeting or exceeding expectations, 

the rater must know those expectations.  

 

B. The Overall Level of Performance Rating is not an average of the boxes checked in the 

Performance Level Rating Section (Part II) or any other section of the appraisal form.  

 

C. An employee may receive several below standard ratings for individual rating factors and 

still receive an overly satisfactory rating. This is especially true with an employee on 

probation. 

 

D. Conversely, the Overall Level of Performance Rating evaluates all aspects of a 

Department employee, not just his or her work functions in a particular assignment. Most 

importantly, the overall rating should be consistent with the individual performance 

factor ratings and represent a composite of job performance, in relation to the objectives 

and standards for the position. 

 

 

 

 

 
By order of: 

_______________ 

Scott N. Raynes 

Chief of Police 
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