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EXECUTI VE SUMVARY

assessnent center is not a place, It is a procedure that uses
trained assessors to observe and nake concl usions about the
behavi or of participants. Assessnent centers have become w dely
used because they are a systematic process of position analysis,
observation of ‘individuals in activities that replicate work
situations, documentation of observed behavior, and feedback based
the observations and conclusions of a team of trained assessors.

COVPONENTS OF AN ASSESSMVENT CENTER

Pl anni ng - An assessnent center eval uates individual
performance in relationship to a specific position or set
of positions. A detailed job task analysis is conpleted
to determine the know edge, skills, and abilities
necessary to performthe job. An assessnment center can
be used for three purposes: selection of personnel, as

a basic conponent of a managenent devel opment program
and as a training experience. (See Section 1)

D nensions - Based on the job task analysis, a list of
dimensions is conpiled that will be evaluated in the
assessment center. Common di nensions used in nmanagement
centers include planning and organization, interpersonal
sensitivity, j udgenent, ora communi cat i on, and
| eadership. (See Section 2)

Simulations - Test situations are constructed to provide
structured settings for assessors to observe how
i ndi vi dual s mould(ferforn1in specific situations. Basic
simulations found in many centers include in-basket
exerci ses, | eaderl ess discussion groups, Interaction
exerci ses, managenent ganmes, and structured interviews.

(See Section 3)

Trained Assessors - Assessors can be agency enpl oyees
who hold positions senior to the position participants
are being eval uated against or specialists in assessnent
centers. In all instances, assessors are fornmally
trained in the assessnent center process, docunentation
of observed behavior, and the feedback process. (See
Section 4)

Structured Feedback - The data conpiled during the
simulations is synthesized into final conclusions about

each of the identified dinensions. The data is then
given to the enployee both verbally and in witing. (See
Section 5)
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ADVANTAGES OF ASSESSMENT CENTERS

+

Evaluates individuals in relationship to the requirenents
of a specific job: enployees interested in a specific
position can be told the specific skills or abilities
necessary to do the job and how they are performng on
each of those dinensions.

Credibility of the assessnent process is high anong
enpl oyees when properly constructed and adm ni stered.

Training managers to work as assessors inproves the
ability of managers to eval uate enployee perfornmance and
identify causes of enployee problemns.

Provi des feedback in specific areas of performance that
can be used to build individual devel opment plans: this
provides training staff with data for devel opnent of

needed training prograns and gives enployees feedback to
work on their own devel opnent.

Accurate predictor of performance: |ongitudinal studies
by AT & T and others show centers can predict both high
and | ow perfornmers.

Legal |y defensible; Berry v. Cty of Omaha and others
show centers have validity, are not discrimnatory, and

have been used to resolve court cases involving personne
sel ection.

DI SADVANTAGES OF ASSESSMENT CENTERS

Require detailed job task anal ysis, the devel opnent of
simul ations, and establishment of a feedback process.

Center admnistrator and assessors nust be trained or
hired: since in-house assessors should occupy positions
equal to or higher than the position being evaluated, the
assessors nust cone from upper nanagenent ranks.

Labor intensive to conduct; a typical managenment
assessnent cycle takes 1 to 2 days to conplete, evaluates
10 to 15 people and uses 1 assessor for every two
participants.
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PLANNI NG

Assessnent centers that are properly done have been viewed
favorably by the courts and participants because the result is a
nmet hodi cal |y constructed eval uati on process. Assessnent centers
are not a series of new or unique procedures or activities. In
nost instances, each conponent has been used by personnel or
training staffs for other purposes. A job task analysis is a basic
conmponent of nost personnel classification systens. Sinul ations
are commonly used for training purposes. Recordi ng of observed
behavior is common practice wth behavioral psychologists. \en
conpared to interviews and other testing procedures, assessment
centers have trenendous creditability because of the detail ed
pl anning that nust be done to conduct an assessment center

PURPOSE

Assessnent centers are commonly viewed as a selection technique.
Research at Anerican Tel ephone and Tel egraph and ot her conpanies
found assessnment center results consistently predicted both high
perfornmers and |ow performers. Centers have been heavily used to
select mddle and upBer | evel managers. Use has been heaviest in
the private sector because of the cost involved in operating a
center and the increased propensity to hire from outside.

However, one of the assessnment center's greatest potential uses is
in the devel opment of nmanagenent personnel.  Typical managenent
training programs have not been shown to be particularly effective.
Enpl oyees are scheduled and attend training on a variety of
subj ects wi thout neani ngful analysis of the individual's |evel of
functi oni ng. The individual may already have good skills or
abilities in a particular topic; consequently, noney is wasted
having the person attend training on that topic. O, the training
that has been provided may not be enough to correct weaknesses an
individual has in a particular area; the individual returns to
wor k, perfornmance does not inprove, and either the training or the
individual is deemed a failure.

Assessnent centers offer a solution to these problens. Si nce an
assessment center evaluates an individual in the behavioral
performance areas necessary to perform a specific job or set of
positions, feedback from a center can be used to assess the |eve
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of functioning in each area, training in those areas can be
devel oped and/or schedul ed, and the individual can later go through
a second assessnment to see if the deficiencies have been resol ved.
Training is not necessary or provided in areas where an individual
is functioning well; thus, noney and tine are saved. It may be
determ ned that weak areas can be better resolved by the use of
devel opnent techniques other than training; exanples mght be
transfers to jobs where needed experience can be devel oped, career
mobility assignnents, special task force assignnents, and
ment ori ng.

Assessnent centers al so have value as an educati onal experience.
| ndi vi dual s who have participated in a center find they have
| earned about thenselves, gained experience in handling different
situations, and been given specific information about perfornmance
i f they wish to make changes on their own.

JOB TASK ANALYSI S

An assessnent center is built around a detailed analysis of a

position or positions. |f used for selection, the analysis should
focus on the specific position that the center will be used to
fill.

This can be a class of positions. For exanple, if an agency has

ten institutions, an analysis could be done on the warden's
position and one center used to screen candidates for positions in
any Of the institutions. Assessnent centers are used for
selections at |evels other than nanagenent. Agencies have used
assessment centers for selection of entry |evel personnel,
including correctional officers, as a basic step in the hiring
r ocess. In the crimnal justice field, assessnent centers have
een used nore for the selection of entry |evel personnel than for
managenent staff. This is partially the result of court scrutiny
of hiring Brocedures and the need to establish selection processes
that are objective and have validity.

Assessnent centers for devel opnent of nanagenent personnel often
| ook at groups of positions that have responsibilities that are
general |y conparabl e. Since the focus is on feedback for
I ndi vi dual devel opnent, pronotions, increased pay, and other
tangible rewards wll not accrue as a direct result of the
assessnment center. The stringent personnel requirenents that
shoul d be applied to centers that result in those actions are not
as applicable. Consequently, the job task analysis can be nore
general and can | ook at positions that are not identical. Care
shoul d be taken, however, to restrict access to the results so
individuals will not feel their career is hurt if they do not do
well in the center.
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The job task analysis starts with an analysis of the specific tasks
that the occupant of the position would be expected to perform
There is not one required nethod of doing that analysis: however
the analysis should include interviews with incunmbents who are
performng the job. It may also include other personnel that these
i ndividuals work for and enpl oyees who work for occupants of the
B05|t|on being evaluated. (One process call ed DACUM has been used

the Acadeny to analyze positions within corrections. Positions
that have been analyzed include jail admnistrator, comunit
corrections adnministrator, and warden. A copy of the DAl
breakdown of the warden's position is included in the back of this
section.

Once the task analysis has been conpleted, the tasks required in

the job and the traits or abilities are grouped into behaviora
di mensi ons and sinul ations can be designed.

EMPLOYEE AWARENESS

The term assessnment has been used to describe a variety of
eval uative processes that have been used for nunerous purposes.
Consequently, people often have misperceptions of what an
assessnent center consists of and what it can do. As g result, an
enpl oyee awareness programis essential if an agency 1s going to
i mpl ement an assessment center process.

The need for an awareness programis heightened by the anxiety that
will result sinply because sone aspect of agency practice has
changed. Enpl oyees may not like interviews as a selection
techni que and feel they are not objective, but at |east they know
what to expect; nany prefer a known inefficient process over a
unknown process. Even as a part of a nmanagenent devel opnment
program enployees wll feel apprehension. estions will be asked
about how the process will occur, who will get copies of the
results, and how participants wll be selected. Aside from the
specific scenarios used in the center itself, there is nothing
about an assessnent center that needs to be kept secret.

Educati on about assessnent centers should be provided to all
enpl oyees, especially managenment personnel . | f managers do not
understand the assessnment process, they will not be able to answer
questions fromtheir enployees, may paSs on wong information, and
may have doubts of their own which get passed on to enpl oyees.

Participation in the assessnent center process should be voluntary.
Enpl oyees preferring not to participate in a nana?enent devel opnent
program or pronotion opportunity should not be forced to undergo
t he assessment process.
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WARDEN/SUPERINTENDENT

Is responsible for the overall management of the correctional
facility, including administrative services, safety and
security, and program and support services.

Dutles

-

A-1 Assess staff |A-2 Identify A-3 Provide A-4 Monitor A-5 Determine
training needs training topics/ opportunity & training delivery staffing needs
A I'\Rn:nage :Iuman requirements resources for
sources training
A-12 Monitor &/or |A-13 Monitor A-14 Conduct A-15 Promote A-16 Monitor th
implement staff employee staff evaluations | career develop- | staff grievance
discipline evaluation system ment system
B-1 Conduct/ B-2 Make public  |B-3 Participate in |B-4 Respondto |B-5 Maintain '
Manage permit tours presentations community external inquiries |memberships in,
B the External meetings & complaints ina |community
Environment timely fashion organizations
B-12 Develop B-13 Encourage |B-14 Provide for
contracts & coord- |& monitor the use |the recruitment &
inate activities of volunteers training of volun-
with medical teers
service providers
C-1 Monitor & C-2 Maintain C-3 Direct C-4 Submit & C-5 Monitor &
Manage the control overtime  |staffing within preparation of justify budget review appropric
C funding levels budget requests  |requests financial reports
Budget .
expenditures
D-1 Determine D-2 Analyze & D-3 Establish D-4 Assign D-5 Review &
Develop Short & institutional project needs of  |goals based upon |responsibility for |approve a plan ¢
D Long Term Goals mission institutional needs development of  |action (i.e.,short
& Objectives components institutional long term)
objectvies
E-1 Review E-2 Review & E-3 Train staff on |E-4 Update policy [E-5 Monitor‘ J
correctional case |implement perti- | how to testify & & procedures, if policy complian
E Manage Litigation law nent ACA & other |present them- needed, to avoid
applicable selves in court litigation 1
standards 1
E-12 Assist E-13 Review & E-14 Implement .
counsel in devel- |propose settle- court decisions .
oping courtroom [ ment agreements i
strategies
F-1 Approve F-2 Monitor F-3 Review &/or |F-4 Inspect F-5 Maintain i
security policies & |compliance with approve post security equip- intelligence
F Manage Security procedures security proce- orders ment & systems  |system §

Processes

dures
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—— Tasks e
A-6 Control A-7 Authorize/ A-8 Terminate or | A-9 Promote & A-10 Interview A-11 Supervise
position utilization | recommend hiring | recommend facilitate recruit- applicants and counsel staff
of staff termination of ment of staff as appropriate
staft
A-17 Respondto | A-18 Implement |A-19 Provide A-20 Maintain A-21 Provide for | A-22 Promote &
staft grievances | staff grievance &/ | incentives & working relation- | employee assis- | support affirmative
or arbitration recognitions for ships with labor tance programs action programs
decisions employees representatives
B-6 Develop & B-7 Develop & B-8 Develop& |B-9 Dev. & main- |B-10 Consutt& |[B-11 Develop &
maintain media maintain legisla- | maintain relations [tain relations w/spe{ comply with maintain relation-
relations tive/political with other criminal |cial interest groups | regulatory ships with higher
relations justice agencies  |(i.e., ACLU, victims | agencies education
advocacy groups) institutions
C-6 Establish C-7 Allocate C-8 Monitor
budget priorities | appropriate/ appropriateness
authorized funds | of expenditures by
staft
D-6 Disseminate |D-7 Monitor D-8 Report to D-9 Modify goals
plan of action progress towards | appropriate levels |as appropriate
achievement of on achievement of
goals goals
L
|E-6 Assign staft | E-7 Orient legal | E-8 Maintain & E-9 Review/ E-10 Give E-11 Encourage
|to coordinate counsel as to monitor documen- | respond to depositions & & participate in
i Itigation activities | correctional tation in accor- interrogatories & | testity in court pre-trial confer-
‘ processes dance with policy | affidavits ences with staff &
or practice counsel
| P
|
'F-6 Deveiopan |F-7 Direct F-8 Provide appro-| F-9 Maintain 24-

internal investiga-
‘tion process

| —

internal investiga-
tion

priate housing &
services for.special
management
inmates

hour availability of
identified key staft




WARDEN/SUPERINTENDENT

Duties -
G-1 Review & G-2 Test emer- G-3 Ensure G-4 Maintain G-5 Monitor]
Manage approve emer- gency plans readiness of liaison with indicators of"
Emergencies gency plans emergency emergency potential dist
. response team support agencies | bances & ta
appropriate?
H-1 Overee/ H-2 Maintain H-3 Provide for H-4 Provide for H-5 Provide
Manage approve ir)mate frequent & direct inmgte program inma}te support inmate custo
Inmates cIa§SIflcat|on contact with services services safety servic;}
actions inmates
Review & Inspect I-1 Direct I-2 _Direct routine |I-3 Inspegt facility | I-4 Initiate & I-5 Reviewi
Institutional development of maintenance to . to de_tgrmlne the moni}or special site docum_e
Operations & preyentlve iasgure proper sani- copd.mon of the repair & i_mprove- tion for polic
Physical Plant maintenance plan ftation & upkeep of |buildings & ment projects procedure
facility & equipment|grounds compliance
J-1 Assess J-2 Identify J-3 Consult with | J-4 Create J-5 Assess
Manage Change readiness for stakeholders stakeholders ownership for impact of pr
Within the Institu- change involvement posed chanj
tional Environment internally &
externally
J-12 Monitor & J-13 Accept & !
evaluate the demonstrate
change support for
imposed change ‘
K-1 Document & |K-2 Develop, K-3 Delegate K-4 Review & K-5 Organiz
Manage the report institutional | revise & update responsibilities analyze institu- paper proce
Office activities institutional policy tional processes & communici
& procedures flow

]

K-12 Control K-13 Direct

phone calls and maintenance of

drop-ins active & historical I

records
e ————

Maintain L-1 Seek & L-2 Read L-3 Maintain & L-4 Demonstrate |L-5 Seek ";1
Professional participate in professional encourage ethical behavior tion on tren 1
Competence & training journals membership in regulations
Awareness professional corrections

organizations

|
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- Tasks

Activate G-7 Develop G-8 Conduct

yrgency plans after-incident after-incident

reports briefings

“Assure H-7 Maintain H-8 Maintain H-9 Facilitate H-10 Provide for |H-11 Provide

sduling of inmate discipline |inmate grievance | communication & control inmate | programs &

/ties & move- |system mechanism from inmates self-betterment services for

t to account programs special needs

nmates inmates

Confer with I-7 Observe staff |I-8 Observe pro- |1-9 Monitor 1-10 Monitor & I-11 Observe

' & inmates & inmate behavior |grams, activities & | allocation of space |allocate man- compliance with
opers. for compli- power, equipment | life safety
ance w/policies & & supplies conditions
perform. standards

Develop J-7 Give advance |J-8 Assess timing | J-9 Prepare for J-10 Keep appro- |J-11 Publicize &

legy for communication & |& staging for potential disrup- | priate manage- implement the

198 evaluate feedback |change tive behavior ment levels change

informed
Receive & K-7 Initiate K-8 Monitor K-9 Prioritize & K-10 Determine |K-11 Schedule,
pond to communications | assigned tasks categorize work | distribution of conduct &/or
nmunications communications & | attend meetings
information

|

|

! Review L-7 Encourage L-8 Provide for L-9 Conduct L-10 Support &

.ncy docu- involvement of involvement in training participate in

nts academic continuing research

community education




WARDEN/SUPERINTENDENT

Worker Traits & Attitudes

Creative
Professional
Flexible
Decisive
Empathetic
Dependable
Tactful
Ethical
Assertive
Energetic
Sense-of-humor
Tenacious

General Knowledges & Skills

Communication (oral & written)
Organizational skills
Management/supervisory  skills
Budgetary skills

Leadership skills

Training

Public relations
Decision-making skills
Prisoner classifications
Incorporate emergency plans
Ability to interpret departmental policies & procedures

Tools & Equipment

Communications equipment
Audio-recording equipment
Computers

Firearms/weapons

Security equipment & systems

Reference materials (i.e., law books, policy/procedure
manuals, etc.)

Resilient
Analytical
Poised
Emotionally stable
Perceptive
Resourceful
Attentive
Firm/fair
Cooperative
Sincere
Optimistic
Setf-motivated

Knowledge of stress management techniques
Knowledge of labor relations

Knowledge of institutional programs
Knowledge of office management

Knowledge of political/legislative process
Knowledge of health & safety regulations
Know how to use community resources

Know how to work with personnel
Understanding of good facility preventative maintenance
Understand criminal justice system
Understand dynamics of human behavior




Warden/Superintendent
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DIMENSIONS

Desi gn of an assessnment center starts with an analysis of a
particul ar position or related group of positions. Once this is
done, a list of tasks, activities, duties and responsibilities wll

have been conpiled. In addition, the evaluation should have | ooked
at the personal attributes needed to function in the position or
positions under consideration. For exanple, the tasks may have

Included witing letters, hoIding staf f neetings and supervisin
subordinates. The personal attributes required to performthe jo
wel | may include having a sense of hunor, assertiveness, and
intelligence.

The assessnent center process takes this analysis one step further
by conmbining these tasks and traits into behavioral dinmensions.
D mensi ons are groups of simlar behaviors that are definable,
observable, and verifiable. A group of behaviors that include
giving everyone an opportunity to speak in a neeting, discussing
an issue or problemwth involved subordi nates before a decision
is made, and visiting enployees in the hospital could be grouped
together under a dinension entitled |nterpersonal sensitivity."
Simul ations would then be constructed to create situations where
a candidate would nornal ly display sone |evel of this dinension.
A suitable sinulation mght be a one on one interview with a
probl em enpl oyee: during the interview, assessors could eval uate
the participant's use of open ended questions and reflective
feedback to assess their level of sensitivity.

The data fromthe job task analysis is anal yzed and grouped into
clusters of behaviors. These are then given labels or titles

for use in the assessment center. The name used to identify the
dinmension is not as inportant as the list of behaviors that is
conpil ed, that assessors are trained to consistently recognize and
record those behaviors when they occur, and that there is an

effective feedback system to communicate the expectations
associated with each dinensions.

Revi ewi ng di nensions used by different assessnent centers reveals
different |abels are often given to simlar groups of behaviors.
One center may call a set of behaviors that include gathering
information, defining causes of problens, exploring alternative
solutions, and selecting action steps "anal ysis" while another
center calls it "problem solving." One center may conbine
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behaviors into a single dinmension that another center |[|ooks at
separatel y. For exanple, an assessnent center nmay consider
pl anning, organizing, staffing, directing, and controlling al
el ements of dinmension called "managenent” while another center may
consi der them separately. The decision to group behaviors nust be
based upon the common characteristics of the behaviors that have
been identified, the overall duties and requirenents of the
position being evaluated, and the purpose of the center

| NCI DENCE OF DI MENSI ONS

Per cent age
M ddl e To

Di nmensi on Managenent Nhnaognent
Managenent

Pl anni ng and Organi zation 80+ 80+

Del egati on 80+ 80+

Devel opnent of Subordi nat es 50- 79 80+
Leader ship

I ndi vi dual 80+ 80+

G oup 80+ 80+
Super vi si on

Sensitivity 80+ 80+

Negoti ati on 30- 49 80+
Deci si on Maki ng

Judgenent 80+ 80+

Creativity 30-49 80+

Ri sk Taki ng 30- 49 80+
Prof essional & Techni cal Know edge 30- 49 -30
Conmuni cat i ons

Witten 50- 79 50- 79

O al 80+ 80+
Per sona

Energy 50- 79 80+

Initiative 80+ 80+

Tol erance for Stress 80+ 80+

Mot i vati on 80+ 80+

Data from Assessnent Centers and WNanageri al Perfornance

Nati onal Acadeny of Corrections



| n managenent assessnent centers, certain dinensions are often
identified and |ooked at. Research has identified 15 to 20
dimensions that are found in 80% or nore of assessnment centers
| ooking at mddle and upper |evel managenment positions. These are
sumarized in the list below. Since managers in nost organization
have tasks and responsibilities that are simlar or related, it is
not surprising to find assessnent centers from different
organi zations using dinensions that are simlar

It would be expected that dinensions such as communications skills,
deci sion making and managenent skills would appear in nost
managenent assessnment centers because they are so basic to the
functions of any manager.

The followng list is provided to show sone of the typical
di mensi ons that are used and how they are defined. The behaviors
that would be considered indicators of behavior in each dinension
are provided only in general terns..

Adaptability Ability to adapt to new environnents,
adjust to situations, or demands and function effectively
in them with a mninmm of confusion or |oss of
productivity.

Creativity Look at a problem or situation and generate
new i deas for consideration

Deci siveness  Ability to look at a fact situation or
dilemm, make a decision, and inplenent sonme sol ution;
commt oneself to a course of action

Del egati on Assign decision-naking and work functions to
subordinates in an appropriate nmanner and utilize those
i ndividuals effectively.

Devel opi ng Subordinates Strategically assign duties and
opportunities to subordinates in a systematic way to

develop their potential.

Extra-organi zational  Sepsitivity Awareness of the
changes, trends, and issues that are present in the
soci ety that the work organization must tunction within.

Integrity Possess andmaintain personal, organizational
and societal val ues.

| nt er personal Sensitivity Concern for and sensitivity
to the feelings, beliefs, and needs of others.

Judgenent Ability to analyze a problem consider
alternative courses of action, and select the |ogical
alternative given the data available at the time of the

Nati onal Acadeny of Corrections



Leadershi p Take action based on one's beliefs or convictions,
effectively use one's personal style to influence others, set
and demonstrate values, and keep a focus on future needs as
wel | as present problens.

Oal  Communication ~ Use verbal communication to
effectively conveK ideas and information; nonverba
communi cation such as eye contact, pody |anguage and
gestures would be included.

Organi zat i onal Sensitivity Awar eness  of and
consideration for the values and mssion of the agency,

deci sions reflect awareness of inpact upon the other work
units of the organization.

Pl anni ng_and Organi zi ng Set goals and objectives:
organi ze resources to acconplish those objectives.

Problem Define problens, gather data, evaluate
alter native courses of action, and i npl ement t he best
potential solution.

Ri sk Taking Take stances or make decisions that involve
personal risk but are judged advantageous to the
I ndi vidual and the agency.

Stress Tol erance Performance under conditions of
pressure, resistance, or opposition.

Super vi si on Provide directions to subordinates,
oversee their work, and provide feedback.

Technical _and Professional _Know edge Possess the
know edge of the agencK prof ession, and technical areas
necessary to perform the job.

Tenacity Follow through with a project or position unti
the desired outconme is achieved.

Witten Communication  Convey  ideas and information
clearly and concisely in gramatical form

In preparation for an assessment center, gan extensive |ist of
observabl e behaviors would be prepared. That |ist of specific
exanpl es of behavior would be used for the training of assessors.

National Academy of Corrections



SI MULATI ONS

The term simulation is used in assessnment centers to describe the
exercises or processes that are used to elicit behavior or
information that is then used by the assessors to draw concl usions
about the functioning of the individual participant. In a well
designed center, different sinulations are used to enabl e assessors
to see performance in a variety of environnents.  For exanple,
individuals may function differently in a group setting than they
do in one on one interviews so an assessnment center shoul d | ook at
enpl oyees in both settings.

There are some requirenents: an assessment center nust consist of
more than one sinulation, use at |east one sinulation other than
an interview, include |live observations (can not be just paper and
penci|l tests), and each identified dinmension should be observed in

% Kk g Kk ok kg de g de g de gk dde kg de gk ke de g gk de ke de ke d de e g Kk K ke g g de ok ek ok Kk ok ek ok ke k ok k ok k ok kkk

SI MULATI ONS USED I N MANAGEMENT ASSESSMENT CENTERS

, Per cent
Exerci se Frequency of Use
I n Basket 95
Leader| ess G oup (assigned roles) 85
I nterview sinulation 75
Leader| ess G oup (unassigned roles) 45
Schedul i ng 40
Managenment Ganes 10
Background Interview 5
Paper and Pencil - Personality 1
Projective 1

Data from Assessnent Centers and I\/anageri al Perfornmance
kkhkkkhkkhkkhkkhkhkkhkhkkhkkikkkhkk *

two simulations. These restrictions reduce the possibility an
i ndividual did not understand what was expected of himor her in
a plarticuolI ar exercise or that conclusions were based on data that
is limted.

The types of sinulations that are used in an assessnent center are
determ ned by the specific tasks required by the position the
center is designed around. There are conmon techniques that are
often used, but there is no requirement to use any of those
si nul ati ons. Once the list of dinensions is devel oped, the
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simulations that will best display those dinensions are selected
or Created. For exanple, a center designed to evaluate
receptionists mght include a typing exercise using a nachine
simlar to the one the person would use, a group exercise to | ook
at now the participant relates to co-workers, and a probl em sol ving
exercise to see how the person would resolve problens. The
sPeC|f|c siml ations would need to provide an opportunity to assess
all of the identified dinensions.

The sinmulations that are commonly used in assessing manageri al
personnel allow for the observation of nunmerous dinensions. The
I n-basket exercise, |eaderless group discussion exercises, and
various interview sinulations provide an opportunity to observe
nost of the dimensions found in those positions.

I n-basket  The in-basket exercise duplicates a situation
a manager is often confronted wth; faced with a nunber
of pieces of paper each containing a problem decisions
must be nmade about how to handl e each one. How t he
participant deals with those problens can provide
Informati on about organizational skill, delegation
problem  sol ving, i nt er personal sensitivity, and
creativity.

Leader| ess Discussion Goups These sinulations provide
an opportunity to see how people relate to each ot her,
problem sol ve, and organize tinme and resources.
Sinul ations may have assigned roles or be an open
di scussi on. Wen roles are assigned, each person is
given a set of directions; these often include objectives
that should be acconplished, points where concession is
possible, and options that should be avoi ded. For
exanple, an individual mght be assigned the role of a
warden in a staff neeting where budget cuts are on the
agenda: the directions mght include concessions in
certaln areas, resistance in others, and information
about runored excess noneys belonging to others in the
meet i ng

Interview Simulations Interview formats can focus on
a variety of problens or tasks. The participant night
be faced with disciplining an enpl oyee who has been
i nvolved in violations of policy or have to answer
questions from a reporter concerning a recent escape.
These situations provide assessors wth data about the
participant% oral communication skills, problem solving
ability, and interpersonal sensitivity.

Managenent Games Li ke structured groups, simulations
of this type involve observing participants performng
within a group setting. However, the structure of a
management gane is much nore conmplex. \While sone role

National Acadeny of Corrections



definition naz be done, the individuals are given a set
of rules within which to operate and then expected to
work toward the conpletion of some goal or task. As the
gane progresses opportunities to observe creativity,
judgement, value orientations, negotiation skills, and
ability to work as a nenber of a team usually occur

Background |nterview Interviews to determne the
applicability of a person's experience are sonetinmes used
as part of an assessnment process when many of the
participants are from outside the agency.

Know edge Exans An examto determne the extent of an
I ndi vi dual % knowl edge of policy or technical information
required in the job can be used as part of the assessnent
center.

The simulations should replicate situations faced by occupants of
the position the center is designed around, force the participants
to grapple with problens or issues that are typical of the
osition, and be framed in the |anguage and context “of the agency.

en properly constructed, participants feel they have been given
an opportunity to denonstrate how they could performin the 7 ob,

given feedback that is specific, and shown how they can prepare to
fill the position they desire.
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ASSESSOR TRAI NI NG

Assessors are the core of the assessnment center. The data
coll ection and design functions of the assessnent center provide
the franework the center uses to conplete the eval uations.
However, the ultinmate success of the center depends upon the
quality of the assessors used in the center. |f relevant behavior
I's not recorded and evaluated during the convergence process, the
feedback will have little nmeaning. Further, while the other steps
may be objective in nature, the assessors nust ultimately nake
j udgenents about an individual % | evel of functioning, readiness
for the identified position or positions, and devel opnent that
needs to occur.

SELECTI ON

The selection of assessors is the critical first step in the
training and use of assessors. For years, managers of assessnent
centers used psychol ogists, pr of essi onal assessment  center
personnel, or adnministrative personnel from the agency as
assessors.  However, research has shown psychol ogi sts did not” have
any unique qualifications that nmade them better assessors than
agency personnel . Consequently, the prinmary source of assessors
for managenment assessnent centers has becone managers fromthe
agency itself.

I n assessnent centers used for selection, jt js recomended
assessors be one to two |evels above the position being f|IIeH.

Sonme assessnent centers have had success with using a bal ance of
agency personnel and people from interested conmunity agencies.
M am - Dade County devel oped an assessnent center for selection of
correctional officers after their old selection process was found
I nadequate.  Assessors were recruited from other public agencies,
private conpanies in the county, and fromcivic groups interested
In a fair selection process. The result has been a selection
process that is well accepted: planning is now being done to use
assessnment centers for pronotions.

When sel ecting assessors, jt is inportant to select individuals
that are viewed by agency staff as successful, respected, and
having credibility. |f participants at the center do not trust the
i ndividual s doing the assessing, the results will not be accepted.
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TRAI NI NG
Training nmust be conducted with the assessors, even if they are

experienced assessment center personnel. Assessors nmnust

orientated to the dinmensions that are being used and
simul ations that have been devel oped.

For

days of training are recomended.

be
t he

I ndi vi dual s who have never worked as assessors, two to four

aspects of assessment centers.

Design Sone overview of how an assessnment center is
esigned is necessary for assessors to work effectively.
However,. they do not need to know how to construct an
assessnent center. Providing information about the job
task analysis provides an understanding of the dinmensions

and what they mean.

Dinensions A significant portion of the training for
assessors nust focus on the behavioral dinensions that
wll be used in the center. This shoul d incl ude
di scussion of specific behaviors that could be
anticipated in each of the dinmensions. Qpportunities to
observe and record behavi or should be provided. It is
critical that an assessor understand the dinensions and
be able to attribute any specific behavior to the
appropriate behavioral dinmension.

Sinul ations Providing assessors with the opportunity to
go through each of the simulations is an excellent wa
to famliarize assessors with the simulations that wil
be used. It is possible to use assessors as role players
in the one on one interviews and other interactive
si mul ati ons; however, they should not be the eval uating
assessor assigned to that “exercise. The responsibilit
to perform the role would hinder the recording o
observed behavi or

Feedback Assessors nust record behavi or observed in each
of the dinensions for every sinulation. At the end of
the assessnent center assignment the participant should
not only get information about the conclusions reached
by the assessors during convergence, but should receive
f eedback about performance in each of the sinulations so
he or she understands how those concl usion were reached.
Assessors nust understand where to record the data and
how it will be synthesized.

The training would cover al

| f an assessnent center will not be used for selection, or the

assessors have previous experience as assessors,
necessary to conplete assessor training can be shortened.
even experienced assessors must

simulations that will be utilized.
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FEEDBACK

The feedback process for a a participant should consists of nore
than an interview or Witten report at the end of the assessnent
center assignnent. It starts with the observations recorded durin
each of the sinulations and continues through the discussion an
concl usi ons reached during the convergence process. This data is
then ideally conveyed to the participant both verbally and in

writing.

RECORDED OBSERVATI ONS

Wiile there is no requirement, it is usually easiest to create a
data recording sheet for each sinulation; the formwould be for one
participant, would list the dinmensions that are nmeasured during
that sinulation, and contain the assessor scores for the individual
if scoring is being done. |t is helpful to even |list some of the
typical behaviors that are associated with that dinmension. This
provides the assessor with ready remnders to record observations
about all the dimensions. This nmakes the data tabul ation easier
because the data sheets for each individual can be placed together
and summaries witten with ease.

SCORI NG

Wien scoring is used as part of the evaluation process, a five
point systemis comon. The numbers are used in reference to a
[ evel of perfornmance that is considered adequate to successfully

?e{rorn1area of the job. The significance of each number is as
ol | ows:

Five A rating of five means the assessor felt the
participant did everything that could be done; a score
of five represents an ideal performance.

Four A score of four indicates the participant woul d
function well above the average in that particul ar

di mensi on.
Three |f the assessor feels the participant has
denonstrated an adequate |level of skill in a dinension

a score of three would be given. This indicates that the
I ndi vidual could step into the position and perform

acceptably.
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Two A score of two indicates an individual would have
difficulty in that behavioral area if placed in the

posi tion.

me If the assessor felt the participant was not
functional in a given behavioral dinmension, a score of
one woul d be assigned.

A score of one to five is given only if a participant denonstrated
enough behavi or to nmake a concl usion about a di nension. A " Not
observed" should be given if there was no basis upon which to make
a decision. For exanple, if during a discussion group simlation
a participant is non-verbal, an assessor could not make
concl usions about the participant's problem solving skills and
there would be no data on which to nmake a concl usi on.

A basic scoring sheet is shown below.  Follow ng the simulations,
the scores fromeach of the sinulations are recorded on the form
up to this point, the recording and scoring has basically been an
i ndi vidual task; each of the assessors has been recordi ng and
scoring observati ons. However, once the individual scores have
been recorded, the assessors nust discuss and cone to agreenment on
the final scores.
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ASSESSMENT CENTER

RATING SHEET

Nanme:

. Role Ldrless In Bkgrnd Final
Dlgension Play_ Group Basket Interview Score
Written
Communications N/A N/A
Oral
Communications N/A

Decision Making

Supervision

Management

Leadership

—_—
$—_—
—— e e e
—— —
—— e e -

) U SN IR S IR [ ——

Personal

Optimum = 5 Exceeds Expectation = 4 Acceptable = 3
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Area for Inprovement = 2  No Skill Shown = 1

CONVERGENCE

I ndividual assessors wll have formed conclusions about the
participants after observing themin the simlations. However ,
they Wl not have observed the individual in all of the
sinﬁlations. ~ldeally, "a different assessor will have observed a

participant in each of the sinulations, so the Iar?est possi bl e
nunber of assessors Wil have know edge of and be able to discuss
the participant’s performance. Then, during convergence the
concl usi ons Of the assessors can be pooled and final decisions

docunent ed.

Scores are not averaged. A final score can not be the result of
a mpjority vote. The assessors nust discuss and agree on the final
score. Is process reduces O elimnates the effect of the bias

an assessor mght have after observing a participant.

The nunerical scores are not the only area where convergence is
done. The final report will contain narrative conments about each

dimension. ~ Assessors should discuss and agree on what those
comrents will contain.
DEBRI EF

At sone point follow ng the assessment center process, the center
admnistrator or a person trained in providing feedback woul d neet
with each participant individually and discuss the results of the
assessment center. The witten eval uation would be covered and the
participant would have an opportunity to ask questions about any
part of the center process.

Since the feedback contains jnformation about each specific
dimension, the participant can be given assistance or guidance in
setting up a program to strengthen weak areas, Thus he center
can be a positive experience even if the individual &ig not' do
well; unlike nmany sel ection nechanisns in which no neaningfu
feedback is given, participants in an assessment center can receive
speci fic feedback about what needs to be done to inprove.
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