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 ABSTRACT

The Assessment Center procedure uses multiple assessment'
,techniques to evaluate employees for a variety of manpower
purposes and - dec151ons, including the ‘identiflcation~ of
managerial potential. S It has\been used to identify’manager—\
ial potential in the military, among'government employees,
’in the‘private sector, and in education. To a much lesser
extent, it has been used to predict the advancement potential
of sc1entists.3 In this study directors of crime laboratories
(forensic scienCe'laboratories) throughout the United.States
-and Canada, and their supervisors, were asked to identify
and rank the qualities/attributes they felt were most impor;
tant in their (the laboratory directors') suCcess.‘ Assess—
ment Center exercises used in criminal justice Assessment
Centers were then evaluated on the ba51s of their ability
to elicit behaviors that correspond most  closely to’ the
qualities/attributes identified as important by the‘labora-
tory directors and their supervisors. Appropriate'exercises
were then,selected“and,structured.forwan.Assessment“Center

designed exclusively for forensic science laboratories.

vi



. CHAPTER 1 -

INTRODUCTION

Forensic 501ence has evolved over the past thirty
years into an 1ncreas1ngly 51gn1f1cant element of the crlm—
inal ‘justice system. Most felony 1nvestigat1ons, as well
as a large percentage‘of misdemeanor investigations,‘require
the collection, preservetion, andv laboratory examination
of phvsical evidence. The -expert testiﬁony of a forensic
scientist is often a crucial factor in a jury s de0151on
whether to. conv1ct or acquit., The application of new tech—
niques, such as DNA analys1s as a positive means of personal
identification, is causing increasing dependence. on foren51c'
science to "solve" the crime. As crime laboratories grow
in size‘end steture, o) does the need for effective manage—
ment of professional and support personnel become a more
serious concern.

In the author's opinion, based on over 25 Yyears as
a director of a crime laboratory, management Selection
procedures in forensic science laboratories are a mixture
of. traditional methods that .include (1) evaluations of
job performance and promotional potential by supervisors,
(2) a variety of paper-and-pencil measurements, (3) oral
interviews, and (4) clinical evaluations. ‘The usual place-
ment of the crime laboratorv is in a parent agency (police-

sheriff's department) that is quasi-military in structure.



vConsequently, the»ftraditional 'methods are very llkely to
n'be 1mposed by law enforcement superiors who are often "cops
‘frrst....managers .second" " and tend to' view 'managers »as”
: enforcersrly‘Further. confus1on is added by the contlnnlng
“‘self vperception ‘of} most crime laboratory scientists, as
'fobServed vby} the author. in personal: conVersations and at
meetings of professional.’societies; that they are’»“for—
'en51c sc1ent1sts flrst....managers second" 1evenvwhen_they
become part of the management team.‘_ The vresult is: often
da forensic sc1ence fac1llty managed by a scientlstrselected
l'becaUSe'of seniority, or through an 1nformal oral 1nterv1ew,fd:
lor by v1rtue of belng able to conv1nce the promotlng powers
»~of hls/her assertlveness,‘ dec151veness, energy ‘and other
‘qualltles more sultable in a pollce offlcer._‘Concern about‘
- thls s1tuatlon led ‘the author,v together-‘w1th ’otherv crime-
u‘laboratory managers, to the recent 'formation"of snch
"organizations‘ as the American Society' of‘~Crimeb,Laboratory,
Directors1 (ASCLD) and the California Associatlon of Crime
"‘Laboratory Directors'_(CACLD). The principlev‘purposef;of,
hoth groupsnbisv the impromement ofv_management bpractices;
'including:promotional_procedures.,' |
‘The ASSeSSment-genter method forvselectlonbof management

'personnel, ‘though frequentiy used in the police and ,fire

1 7, Gee, "Are you a Management‘ Cop?" Police Chief, 57
(1990): 151-152. ‘ : o '




services,»has rarely been applied to,theridentification

of managerial potential in forensic science ‘labora-

- tories.? Though oftenh relatively‘ time—consuming and

Jdexpen51ve, 1t has the capablllty of belng spec1f1cally
de51gned so as to permlt the measurement of qualltles
4or attrlbutes (termed "dlmen51ons ’1n Assessment Center
‘language) that have been 1dent1f1ed as - 1mportant 1nn
,’the partlcular p051tlon for whlch the candldates ared-

_belng‘tested.3

F'ResearchmMethodOIOgyf

The _end purpose»7of this research project,vwas

to evaluate the exeréises.commonly uSed in the Assess-

. ment ’Center process for the purpose “of developing

a set of exerc1ses that can be recommended for the
‘1dent1f1cat10n of managerlal potentlal among profess-
_1onal employees in forensic 'science 1aborator1es.

The first subproblemv was. to 1dent1fy, through
:questionnairesfdistrihutedvto orimevlaboratoryvdirectors
.mand‘,theirniimmediate»,superVisor57i the dimensions that

pWere felt to correlatevmost clearly'“withvsuccessful

2 personal communications.

3 C. Stevens, "Assessment Centres: - The British'ExperienQe;"
Personnel Management (July, 1985): 28-31. : :




Ieadérshi?. The‘-seconduSSubproblen1 was tor'reviewh and:
 eVa1ﬁaté  the'1exer¢i$es‘.ﬁSed ‘in“ law enfbrcement 'and‘
sciéntiét‘EAsséSSﬁenf iéepters ‘on thé .bésis of their
abilify fo‘éiicit béhaviors'that correspond mostf§losély

' to the diménSiénsrlisted'in the_QueStionﬁaire fesponses;

The third‘subprobiem~Waé to select and structure'éxer-
cises for AsSessment Centers designed bexclusively
fér fofensic_sciehce:laboratory‘hanagement.

The first hypothesis to be tested Was that direc-
“tors of férensic science iaboratorigs pésseés .quali~
 ties/att£ibutes (dimensions) that are particuiarly
" suited fofv their vpositions; Thev seéond ‘hypothesis
to be tested was that Assessment Center exercises
could be construc#ed vthat are specifically designed
for .the videntificétioﬁ' of manégerial‘ potential “in
- forensic science iaboratbries. |

Three ~assumptions were».made in ~this research
project: (1) there‘ is a neéd " to develop a better
method of identifyihg forensic managerial potential;
(2) the Aséeésment Center process is 'an excellent
method for identifying that managerial = potential;
:and (3) existing -Assessment Centér exercises are inade-
quate for wuse in idéntifying managerial potentiai

among forensic science professionals.



J

Criteriaifor_the Admissibility of the Data

'Ih’orderfto,be used‘in this study, the forensic
science laboratories thatb‘respended to the question-
naires (see Chapter 5)»had'to'meet'thé»follow1ng cri-

teria:

* the forensic science laboratory must Dbe
accredited, ~employ at least 10 full- -time
scientists, and have ‘employed the same direc-

- tor continuously for at least the past five
years; , o

* the .immediate supervisor of the laboratory

~ director must  have occupied that p051t10n
for at least two years, , .

* ‘the respondent must have stated specific

reasons ~or examples for the correlation
- between each quality identified and the.
'managerlal success of the director. '
Furthermore, only-those Assessment Center‘exereises

;appllcable to the 1dent1f1catlon of managerlal potentlal

(more‘spe01f1cally, in law enforcement) were rev1ewed

and evaluated.



CHAPTER 2
REVIEW OF PROMOTIONAL TESTING PROCEDURES

% -

Evaluations of‘Job Performance and Promotional Potential

| Low cost, ease of operation, and organizational

acceptance are the majorkreasons for the uSegofkperfor—
vmanCe .on- the present job and potential rf%rx.suCcess -
at a hlgher level p051t10n, as criteria for;promotion.
The value of this method generally correlates dlrectly
with the development’ and‘ use of ai-sound. performance

appraisal system.4 However,; sUCh‘ a system ,requlres

the expendlture of con31derable tlme on the part of
managers"and, espe01ally,p supervisors. - The latter
‘ should not 51mply' do a cursory annual rev1em7 without

,pre-plannlng and ,follow-up._ Rather, a performance

.appralsal program would 1nclude such steps asz:

o determination of organlzatlonal goals-'and
-~ objectives ~
* - delineation of bperformanCeiustandards *for

each person's performance , _

Cx comparison of each person's actual performance
against the expected standards-of performance

* communication of the results of the perfor-
‘mance appraisals to each person .

‘ "4 3. P. campbell, M. D. Durnett, E. E. Lawler, III, and
~ Ko E. Weick, Managerial Behavior,: Performance and Effectiveness
(New York: McGraw-Hill, 1970), 2. ‘




% correctlve actlon or commendatory actlon,'as
' approprlate

Further, ratlngs ‘or - performance appralsals should,

be careful to dlstlngulsh between job . performance”
‘and: promotional potentlal , nAnf employee s 'ability

“to perform satlsfactorlly at one level is no guarantee
_of the ablllty to do so at a promoted level 6 %

o ,
B The addltlonal tlme'-requlred ‘fo‘ traunlng »of
o managers ' and> ’supervisorsp"in the proper ; use = of
performance appraisals, together with the;timeinecessary
for fheir ‘actual adminietration; can‘%_increaee*

Significantly‘the.coet of such a program. Iniaddition,

tne fjob performance ~and promotionali potenfial method‘
for,fidenfifyiné' future managers‘ also ‘Suff%rs ’from
fatv least tWo {other drawbacks. -First,f sﬂpervisors

|

see each - of  their subordinates for varying periods

~of time and while they are often performing bifferent
' tasks about which it may be difficult “to g@neralize,
. |

v . |
_ 5 0. J. Harris, Jr., Managlng People at Work (Santa Barbara-
John Wiley and Sons, Inc., 1976), 273. :
. | .
6 g, Tiffin and E. Je McCormlck, Industrial rPsychology
5th ed. (Englewood Cllffs, N. J.: Prentice-Hall, 1965), 224 225.




-Seeondly, in those situations when performance and
”pdtential ratings are presented verbally iby'fsuper?

visors to the managers,‘ who will make 'the ultimate

'decision,v the outcome is often skewed in favor of
those emploYees whose "case" is presented'by the more

forceful'and articulate supervisors.

Paper and Pencil Measurements

Paper. and pen01l measurements in this sontextt
are deflned as. a serles of wrltten psychologlcal tests
that purport to measure factors essentlal to managerlal
‘performance.7. V-Most' research findings Suggest bthat
’such tests are usually valld and certalnly more objec-
tive than superv1sor s evaluatlon of jOb performance.sr
9,10 They are also easy. to ~administer, although the

scores may be difficult to interpret.

. 7 G. C. Thornton, III, and We C;bByham, Assessment Centers
and Managerial Performance (Orlando, Fla.: Academic Press, Inc.,

) 8 Ve Jde. Bentz, Measuring Executive'_Effectiveness, ed.
F. R. Wickert and D. E. McFarland, (New York: Appleton—Century—
Crofts, 1967), 147. o o ’

9 H. Laurent, "Cross-cultural Cross-validation of Empirically
Validated Tests," Journal of Applied Psychology, 54 (1970): 417--
423. o . - o

‘10 Ccampbell, Managerial Behavior, Perfqrmanee and Effective-
ness 54-60. i '



The -major objection to written:’psyChOlogical:
.htests’ is 'the difficulty in constructingf the tests
r-sb that‘they»actually dofmeasnre‘the important‘aspects
l'of “real life“' work“ situations. wFor> example;~ most
‘tests are de51gned in great part to measure intelli-
’ gence and personallty characterlstlcs, both of which
'are but a small part of successful management.
Legal concerns abound when paper and penc1l meas-
‘:urementS"are\ used (whether_ for promotlonal testlng.
or for appllcant testlng) They are often con51deredd
to be race and/or gender dlscrlmlnatory and are. noti_f
'.always acceptable to governmental agenc1es such'ias
: the Equal Employment Opportunlty Comm1551on (EEOC) 11 »
| Wlthout any explanatlon, Cohen states that psycho—v
1oglcal testlng 1s usually not approprlate for profess-

1onal ‘personnel.l2.

, ll» Thornton} Asséssment;Centers and Managerial Performance,
S 71-72. ' B o ' ' ‘

» 12w, A. cCohen, Principles of vTechnical »Management-‘(New
York: Amacom, 1980), 62-63. ' 1 ‘



OralaInterviews

iNo candidate. for promotionf’woulda consider it
‘;apprOpriate to ,ﬁndergo testing .prooedures designed
'to 1dentify managerial potentlal Without the 1ncluSion

'] of van» interview process, even though the, criteria
used for making[promotion decisions:may'not,be‘underé‘

stood. Supervisors like"the interview 'because, as

o with the jOb performance ‘and promotional potential

'method, 1t allows them to maintain a high degree of
fcontrol over the process.' When vlow cost ~and ease
eof 1mplementation and operation are conSidered orai
"1nterv1ews become an 1ntegral part of ‘most - promotional'
‘procedures. |
If the.interv1ews are structured (1 e., ail candi—
dates are asked the same questions), and the »inter—.
Viewers are properly trained the process is reasonably
objective.13 The interViewer(s), after rev1ew1ng
‘background informatiOn':on the candidate, should cover
>educati0n,.'previous work experiencef and_’assignment;r

and’ other . biographical material. Follow1ng these

"preliminary questions, the interv1ewer may ask speCific‘

13 p. 4. Landy, "The Validity of the Interview in Police
Officer Selection," Journal of - Applied Psychology, 61 (1976):
193-198. | o ' : .

10



questions about career goals,> job - satiSfactien or
dissatisfaction, - and preferences  for particular
assignments. At this point, the questions can be

'targeted to selected aspects of ‘the manager1a1 p051tlon

for wh;ch - the candldates are - vylng. : ,Espe01ally.
Signifieant ~are questlons 'de51gned to ~ probe
‘intelligence,‘”"perSOnal ’ relatlons ' skills, and

motivation.14

The 'ﬁajer drawback to the oral interview ‘asj-a
means of identifying managerial potential is,the inabil—‘
fity of the interviewer-to measufe sighifieant‘dimensions
such as planniﬂg/ergsnizing,>' deiegatidn, judgment
and tenacity.. The 1nterv1ew is not a job 51mulatlon-
'thetefofe,’lt cannot readlly, if at all, measure some
of the 1mportant managerlal dlmens1ons. Approprlately,

its use should be llmlted to the evaluatlon of llmlted

and selected dimensions of job performanee.1§

14 o. R. Wright, Sumfnary‘ of Research »o'n the Selection Inter-
‘view Since 1964, " P’ers:on'al Psychology, 22 ‘(May, 1969): 391-413.

15 'Thornton,‘ Assessment Centers and Manageriél Performance,

79.

11
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Clinical»EValuations
"C1inical‘evéluations_mey_be'used in rhe promotional
:'prooess in an effort to look more at the perSOn “and
;léss at the'job‘when deciding'who.to.promote.‘ COnéult-

iﬁgv psYchologists are geﬁerally employed ffor this
purpose. Their ;role_ is normally cenfered varoundi'an
atrempt to desoribe' the person's modes of behaviOr}
SignifiCant 'personality. traits, valoe system(s), ahd
methods of adjusting to stressful: situatione;v . The
psychologist's report will usually describe: the types
of behavior. that »might be expected of the candidate
-under the differenr conditions that would exist on
the new job.

| Both participants and manager.-view, the clinicai
evaluation by a psychologist with suspicion. The
former are wary of a procedure that requires a visit
to a psychologist, while the latter view the person
}in a white coat asr»intruding on Eheir "prerogative"
of making the recommendation (or .decision) ‘on whom
to. promote. Furthermore, some studies have suggested
that psychologists may be less acourate than laymen
in predicting success or hon—succeSs for promotional

- candidates. 16

16 R, E. Fancher, "Accuracy Versus Validity in Person Percep-
tion," Journal of Consulting Psychology, 31 ‘(March, 1967): 264-
269. ‘ o '

12



AssesSmentdCenters

vThe Assessment Cehter,process, as an alternatlve
Cor supplemental 'ﬁethod:'for: identlfylng managerlal
rjpotentlal, has “‘been used ‘in- the ‘brlvate sector (and
later 1n the publlc sector) since shortly after World
War II. Several studles have focused on establlshlngbr

its predlctlve valldlty and acceptance;17v18r19r20r2l

The"consensus vclearly vsupports 'Assessment ,Cehters-

- as Vlable alternatlves to . the more - conventlonal methods

'prev1ously dlscussed.
PromOtional"candidates ‘in ,an_:Assessment, Center -
~are required to,vgo"through selected individual and

group exercises over a period of two or three days.

17» A. Howard, "An ASsessmehtaof.Assessﬁent_Cehters," Academg
vof,Management Journal,vl7 (March,v1974): 1154134. ,

- 18 "3, o. Mitchel, "Assessment Center Valldlty. a Longitud-
1nal Study, Journal of Applled Psychology, 60 (1975)._ 573-579.

B 19 R, Je Kllmoskl and W. J. Strlckland,'"Assessment.Center
= Valld or Merely Presc1ent,; Personnel--Psychology,’ 30 (1977):

‘-1353 361.

200 R,...D. Neidig .and .P. J. Neidig; "Multiple Assessmeht]
'Center Exerc1ses and Job Relatedness," Journal -Qf-. Applled Psycho~
gz 69 (1984), 182 -186.

21 K. O' Hara»and K. G. Love, "Accurate Selection of Police
Officials Within Small Municipalitiess Ettu Assessment Center,
Public Personnel Management, 16 (1987), 9= 14 '

13



They are. continuouslybgraded and eVa;uated by trained
‘>assessors,‘»who rate each candidate's perfdrmaﬁce iﬁ
each of.thelekercises.22' |

vThe main stréngth of the AsseSsment Center method
is its use_of exerciSés designed‘tovSimulate, as much
as practical, actual - work conditions. It is thﬁs
possible  to 'evaiuate such dimensiqﬂs as planning{ aﬁd
organization,  delegation,' judgmént;;’and vinitiative;'
most of which are not easiiy judgedfby'other,methods; 
Not ,surprisingly, defailed‘ job andlysis ‘is required
in order to relate job content to assessment diﬁenéions
(qualities/attributes) and to deéign exercises; (job
simulations) that permit measurement of the dimen-
sions. 23 |

»Assessmeht’ Centers are .uéualiy well accepted
by candida;es for promotion, who‘sée it as both' more
obﬁective and more job—reléfed than. the more commonly
used supervisor's kevaluaﬁions or | oral interviews.
Budgetary considerations, hoWever, often‘ preclude
comprehensive Assessment Centers; as the time necessary
to  properly train the assessors and cénsolidate the

scoring is often viewed as prohibitive.

22 Howard, 115-134.

» 23 p. R. sackett, "Assessment Cénters and Content Validity:
Some Neglected Issues," Personnel Psychology, 40 (January, 1987):
13-25. . o

14
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TWo longitudinal’stﬁdies éompering theeASSeSSment
:Centef process fo sﬁperVisor's,evaluetiens are especi-
ally noteworthyf24rv25 The 'results: iﬁdicated that
Assessment Ceﬁters uSed‘to_select‘preﬁetionel candidates
identifiéd.»a' diffe#ent» groﬁp than’ supervisery'iratings
‘wdﬁldehave idenﬁified, Furthermere,'supervisery.ranking
did nbt:proVide as'much.discfiminatien emong caﬁdidates
as did the; Assessment Centers. Correlatien between
the two methods was significantly lower fhan correlation
between' differént’.Assessment Center exereises, It-
shbuid’ be noted,’ hoWever,, thaﬁv one‘ of the studies
_shbwed thaf fatingS'by sﬁbordinates demdnstratéd some 
predictive success over the shortﬁterﬁ.26

| Assessment"Ceﬁters ,alse’ have‘ibeen’ ﬁsea» With
ihcreasing .frequeheyvvsince ‘about »i980f fer» purposes.
_btheri than seleetioﬁ of management ahd bsupervisdry'
pexsbnnel.‘” Thejv'have ~been used to predict the
edvehcement of scientists ~and  to .seieCt police

recruits.2?7 28 The Naval Weapons Center at China Lake,

24 H. A. Alexander, J. A. Buck and R. J. MCCarthy, "Useful-
ness of the Assessment Center Process for Selection to Upward
“Mobility Programs,™ Human Resource 'Management “(Spring, 1975):
10-13. : . o o e . o :

- 25 ¢. M. McEvoy and R. W. Beatty, "AssessmentuCenterseaﬁd
Subordinate Appraisals of Managers: a Seven-year Examination
of Predictive Validity," Personnel Psychology, 4 (1989): 37-52.

26 1bid, 37-52.

27'L. Pederson. "Managerial Success fdr a Grdup’of.Profess—
‘ionals via the In-basket," Symposium Presented at the 8th. Inter-

‘national Congress on the Assessment Center Method. (Toronto, . -

1980).

_ 28 . Thornton. Assessment Centers and Managerial Performance, ..
361. ' ‘ ‘ 15 ' ' ’




California, . used the Assessment Center  pfocéss. to
determine the advancement potential of 137 employees

for non-managerial positions.29

‘ 29 B. Pperrine, The Assessment Center Process: B Selection
- of Non-Managerial Talent in. the Public Sector (Master's Degree
Thesis, California State College, San Bernardino, 1980), 13,

16
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CHAPTER 3

~ THE ASSESSMENT CENTER

Historical DeVelopmenti_

ThevASSessment Center-process, based on performance
tests of 'the early 11900'5, sP:ang vinto'.prominenoe‘
immediately before, during and after World  War I1.30
German military psYChologists‘ usedv‘it to asSist’:in.g
the selectlon of future offlcers.“ The British Army
nsed 1t for 1dent1fy1ng potentlal officers; and a
n51m11ar program was adopted by Australlan and Canadlan
offlcer select;on groups;31 The Unlted States Office

of fStrategic Services ‘used the Assessment Center

approaoh’jhajselect intelligence agents based on their

performance in simulations of practical exercises.32

30 p, H. Dub01s, A Hlstory of Psychologlcal Testlgg (Boston-
Allyn and Bacon, 1970). » :

31 Thornton, Assessment Centers and Managerlal Performance,,
23-34. ' :

‘ .32 office of Strategic Services -(0SS) _Assessment -Staff,
Assessment of Men (New York: Rinehard, 1948). : ;
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The first.'pOStwar industrial apbiication was that
‘vathe.-American Telephone and Telegraph Compaﬁy's~ Mah—
aéement ProgreségStudy (MPS), which traced the dévélop—
'mént of more than 400 manage?s. over a four%Year per-
iod.33 MPS 3re$ults showed that the, actuai  prdgress>
’made by‘ the managers was accurately predicted by the
Assessment Center proceés which they had -undergbne.34_
Subsequent use of Aséessmenﬁ Centerévby‘Sears Roebuck,
IBM, Genéral Electric, and'StandardiQil of tho_ also
established a positive rélationship ‘between success in
theltesting pchess'and'later succe$s as;managers.35

Law ehforéement agehciéé 'began' using Asééssment
, Centérs in the'éarly 1970'5; followed closely by'fire“
 serviceé.36 Other public ‘séctor agencies héve‘,been
’lessventhusiaStic;ébout the method; most likely'because

of its military and quasi—military origins.

33’Thornton; 55-59.
34 1pid.

35 sacramento County Employment Office, What is an Assessment
Center? (1985), 1. '

36 personnel ‘and Organizatién'Developmént'Consultants,‘Inc.,
Assessor »Training» Manual - for Public _Sector -Assessment -Centers
- (1984),- 4-5. S ' : '
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Assessment Center Defined

The accelerated growth in tﬂev épplicatidn of
»the Asseésment Center‘process‘in polide and fire service
segments of - the} public sector has called attention
to the need to follow standardized brocedures. First
prbposed and endorsed by the Third international Con-
gress on ﬁhe Aséeéément Center Meﬁhod -in 1975, the
sténdafds‘héve beeﬁ revised and renamed as the Guide-.
liﬁes and Ethicél Considération for‘Assessment.Center
'Operations.37 They how inclﬁde exéanded éxplanaéions
and definitidnsv ‘of such  matters as assessor
qualifications and training and the requirements for
documentation and ‘validatiOn, as Qéll as_ a.. change
in title from "standards" to “guidélines", reflectihg
an 'attitﬁdé of allowing greater - flexibility in the
- use of "true" Assessment Centers.38 It  should be
" noted that  the guidelines 'distinéuish' between an
Assessment Center (capitalized) and "assessment center
process". The 1latter may use some featuresv of the
Assessment Center but does not heet ali of its

‘requirements.

37 p. A. Joiner and J. Clancy, "Guidelines and Ethical
Considerations for Assessment Center Operations," Journal of
Cdlifornia Law Enforcement, 24 (July-August, 1990): 123-130,

38 1pid.
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.The gnidelines identify ‘the following. elements
as necessary for a- process to be cons1dered an Assess-
ment Center-39

1. a job analysis of relevant behaviors to
. determine - the ‘dimensions, = attributes,

" characteristics, qualities, skills, abilities,
motivation, knowledge, or tasks ~necessary

for effective job performance. o ’

2.  the 'assignment_ of hbehaviors‘vobserved by
the assessors into meaningful and relevant
- categories (such as listed in number 1 above).

3. the design and selection of techniques (e.g.,

o "simulation exercises) that - can provide
information for evaluating the dimensions,
etc., identified in the job analysis.

4. the: use of multiple assessment technlques.i

5. the selectlon of assessment technlques that

’ include = sufficient job-related simulations:
to allow many  opportunities to observe each
candidate's behavior. L

6. the use of multiple assessors, representing
' 'a diversity of ethnicity, age, gender, and
functional work area, for each candidate.

7. thorough*"training of,,:fand' demonstrated
: competency by, the assessors. '

v8.’ aCcurate. and systematized recording by
~assessors of the observed behaviors.

9. the preparat1on of: a report by each assessor
prior to the 1ntegratlon dlscu551on.

10.  the pooling of'lnformationjfrom'the,asSessors
so as to arrive at an integration of behaviors
by consensus or. other method of arriving
at a joint decision. o ” ‘

39 ‘Guidelines - and ‘Ethi'cal' .Considerations for - Assessment
Center Operatlons (May 17, 1989; repr., Las Palmas, Calif.: Per-
" sonnel and Organization Development Consultants, Inc.): 4-6. '
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© Validity of Assessment Centers

Acceptance of ‘the véeseésment Ceﬁter as a.bmethod
' er eValueting‘ managerial "éotehtiel;-'because of the
time and -expensew‘necessary to carry out the process
prbperly,’is especially.dependentvcnjvalidity stﬁdiee.
.The histbricel'record{ofvitsﬁvalidity'is not:necessarily
’ sufficient; new‘Assessment Centers needetc,be individu-
,*ally'Validated. It is'important to document carefully
-vthe selectlon of the dlmens1ons, attributee;'or quali-
tles,_ as' well ‘as the relatlonshlp of the assessmentv
exer01ses to the dlmen51ons, etc.40

| One s1gn1f1cant publlc »sector study 1nvest1gated
 the valldlty of an Assessment Center: de31gned to select
‘pollce folcers for an accelerated ;prOmotlonal track
called the "Special Course".4l A  total of 380
: successful cetdldates were followed up over a perlod
, of Qne to,nineteen years. Superv1sory ratlngs, taklng
'ffrOm perfbrmance appraisals,.were regressed’on‘a variety
of " AsséSsment‘ Center exerciees vand ?later were factor:'
:analyzed. The conclu51on reached was that the Assess-

ment Center selectlon de0151ons were valld.

40 g, Feltham, "Validity of a Police Assessment"Centre:v
A 1-19-year Follow-up," Journal of Occupational Psychology, 61
(January, 1988): 129-144. ' ‘ » S

41 1pig.

21



Another researcher Acontendsn that therebareisome
issues 'not generally eonsidered-;when the ’Velidity'
of Assessment Centers .is studied. 42 The centention
is that most valldlty studles center on the construction
of job - analeisfbasedtvexercises and the selection
of appropriate dimensions to‘be measured;.but neglect
such issues‘ as how the exercises ‘afe'.presented to
thevcandidates and how the responses aretevaluated.

Arguably, the ‘most cogent assertion‘may be that;
both 1ntu1t1vely and on evidence of predlctlve valldlty,
Assessment Centers seem to work, but no one‘ seems

to understand clearly how they work. 43,44

‘ 42‘Sackett, "Assessment Centers  and Content Valldlty. Some
Neglected Issues": 13-25. ‘ :

, 437R. Klimoski and M. Brickner, "Why do Assessment Centers
Work? The Puzzle of Assessment Center Validity," Personnel Psycho=
logy 40 (January, 1987): 243-260. ‘

44 p, B, Geugler, D. B. Rosenthal, G. C. Thofnton, 111,
and C.. Bentson, "Meta-analysis of Assessment Center Valldlty
Journal of Applied Psychology, 72 (1987): 493-511.
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'DIRECTOR OF FORENSIC SCIENCE LABORATORY"

A JOB ANALYSIS

- Introduction

‘All the previously“ discussed_»methods‘ for iden-
‘tiEyingixmanagerial_Apotential' dependf~on some"form‘ of
'l’jobb analysis, ‘,it' may be ‘informal} ‘i;er,{ baSed‘~on
personal knowledge‘ and 'eXperience,:'as in ’evalﬁations‘
' of jOb performance‘and promotlonal potentlal by super-

~ visors. It may also be a more formal method that‘

itpredies on observat;on,, 1nterv1ew,, job-,checkllsts;

lactivity profiles}.bvqnestionnaires,f' written‘ ‘source
'material - and trainingc manuals 45r“547 'The“ more
'formal approach is a necessary prelude to the Assessment

Center method. Flrst, the  job analy51sbmust 1dent1fy

the clusters of job activities that make up the most

45 B. M. Bass and G. V. Barrett, Man, Work, and Organlzatlon
© (Boston: Allyn and ‘Bacon, 1972)

- 46 E. J. McCormick and J. ‘Tiffin, Industrlal Psychology,
6th ed. (Englewood Cliffs, N. J.: Prentice- Hall, 1974).

47 L. R. O'Leary, Interv1ew1ng for the Dec151onmaker, (Chi—
cago:  Nelson-Hall, 1976), 11- 15. - :
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iﬁpprtant aSpectsﬁﬁf the ﬁﬁnaéef'g job ahd fank fhem
 ihv"order of‘ :rélaﬁiﬁe importance: and ‘frequéncy.
JSerndly,  it ’mUSt"determiné the"dimensions vthat are
fequiréd of'lthe managef in order #o .carry éut the
"jéb  activities successfully. = In this = way, | the
Aséessment- Center vexercises’ can be designed so as
" to be specific for the responsibilities .ehtailed in
the ﬁénagérial position  f§r ~which. the candidates are
beiﬁg vtested, | and . fgeneric"‘ -exércises can be
av@ided;48'49 | , |

| Assesgment Cenﬁer exercises are designed £o'éliéit

the behaviors, and from them, the dimensions ‘that

 relate to the job fofvwhich the candidates for promotiOn‘
are being tested.  The behaviors' exhibited .by' the
candidates ‘are »theirf‘specific respbnseé to varioﬁs
sﬁimﬁli during the exercises. They ‘are descriptions,
noted by the assessors, of what transpired during
£he simulations that servé as the basés for formulating
or passing judgments »and inferences.  The behaviors
are then categorized into dimensions!(qualities/attri4-

butes), which are the khowledges, skills, abilities,

48 'y, s. Booth, "Strategies for- Enhanéingl Your Assessment
Center Performance," The Police Chief (February, 1989): 41-45,

49 7, s, Schippman, E. P. Prien and J.‘A.‘Katz;.“Reliability
and Validity of In-Basket Performance Measures" Personnel Psycho-
logy, .43 (1990): 161-184. ' h
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' and persOnal»4and .cher ’chsracteristiCS- neqessaryﬂfto
‘: perfOrm the 'werk'seffectivelyi50 Iﬁ{ the ;persohnei
'field, they are :most ’cdmmenry referted to eas vKSAFs
.(khowlédges/skillsyabilities);" An AsSessment -Center;‘
vnot‘-unlike"any other 'Selection prccess, bmust. measuret_
the extent to Wthh candldates for promotlon possessx

‘those dlmen51ons requlred for the jOb.

- Job An&lYSis

Y;The directbr/meneger»ofta forensievsCience"laboraf:

'toty feces;maﬁysef the séme‘tasks as‘the,manager of
'1 ahy ,Qréenizatien ’employing a,'signifiCantvvnﬁmber of

;:sQientists and anc1llary personnel .iie;, planhing;A
erganizing, dlrectlng and controlllng. A manaéemeﬁt
'eseminat ,ident;fled the prlnc;pal,ifunctions» of sthe
'maﬁager bf:a chemical'analysis laeoreto}y as‘(ifrseiecé
tion of perSonnel_withsdesirable pefSonal'charaqteris—
.,tics; (2) Staffing' for peak load and minimum - load
peribds, (3) selectiOnrvahd justifteationv of capital

equipment, and (4) establishment of e'quality assurance

50 Persornnel and Organlzation Devel‘opmént C'ohsultants{ Inc.,
- Asgessor’ Training Manual for Publlc Sector Assessment Centers,
31-36. :
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hprogram.51 Only the‘ latter can Vbe considered. somer‘
l,what ‘unique among the usual management tasks.i

'The Job spe01fications for the Forensicv'Scienf
:-tist,VItpositiOn (defined as‘the direction,of‘a crime:‘ﬁ
iaboratory employlng iatlbleast ‘fiye' scientists) in
the Crime Laboratory DlVlSlon of the Washington State
Patrol are a good example of the typical functionsr_
.of a crime-laboratory director.52 Theyvinclude:v'

% determination of laboratoryt.needs"in regard
SRR to-personnel,,equipment‘and~supplies; .

¥ _peer ‘and administration rev1ew of technical
*reports,» : S
% . determination ~of training needs and the

‘training of forensic —.scientists and law
enforcement officers; R o

* aprioritizatlon 'of requests for - laboratory
examinations; o ‘

;* 1 management of an ass1gned budget-
* coordination of laboratory act1v1t1es/serv1ces
‘ ~with other segments of the crlminal justice
system~
* oral and written communication with laboratory
personnel/users of laboratory  services/ven-
'dors- . . , . k
* direction of a proficiency testing program;

51 g. P. Dux, “"Improved Management of ' the Chemical Analy51s ,
Laboratory," Chemical Week seminar (1979).‘ ‘

52 Washington State Department of 'Personnel,' Jobvh
Spec1f1cations for Foren51c Scientist VI (Olympia, Wash., . 1989).
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* examinatioh and analysis'ofrphysical evidence,
reporting of results and testifying as an
expert witness. : : '

The' performance standards that comprise part

of the 1aboratory accredltatlon program of the Amerlcan
Society - of Crlme Laboratory Dlrectors (ASCLD) include
- the following as respons;bllltles of ~the laboratory‘

manager : >3

* communication 'of 'laboratory_ ijectivesllto‘
‘ all personnel; ' o - -

* preparatlon/admlnlstratlon of a formal wrltten
budget- : ,

* delegatlon of authority;

* establlshment 'of- performance criteria for

laboratory persOnnel;

*  ensuring constructive discussion  between
manager, supervisors and subordlnates,

* :dlrectlon of a tralnlng program;
%  establishment of an employee 'development‘
program. : N S -

‘The author's experience as a. crime_ilaboratory
director suggests the addition ‘and/or restatement -
‘of the following job specifications:

*  assignment, prioritization and monitoring
of case work; ‘ :

* serving as an advocate for foren51c sc1ence
w1th1n the parent agency,_

i» ,. -

53 American Society of Crime Laboratory Directors, Laboratory
Accreditation Board Accreditation Manual (1990): 13-26. ' ‘
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*"' establishment and maintenance of an atmosphere
of scrupulous honesty and integrity;

* ’{>interview' and selection of apblicantsivfor

' .professional.positiOns within the laboratory;,

* establlshment and admlnlstratlon of a. quallty
' assurance program' :

x creatlon of an env1ronment that favors hlghm
' tmorale and enthu51asm. ‘ - : :

The qualltles ‘or attributes required to carry o

" out the abOVeflisteduaotivitiesfofﬁa torensicﬂlaboratory B
’direotor inClude;has ekpected; most:of the‘same‘dimen—
'sions that any manager"must possess. Theyn'include‘
oral and‘nwrittenv commnnication; ,leadershio;_‘pianning

and ‘organiZation, ,‘judgment, ;vand ; initiatime; ~ The
hdifferenCes‘(or, more accurately stated, the emphaSis'
“requlred) lie pr1nc1pally in (1) the need to communlcate
-effectlvely w1th many segments of the crlmlnal justlce
system,> (2) the management of colleglally—orlented"
sc1ent1sts that are usually in. a h1erarch1ca1 parent’v
K.agency,‘ and (3)‘ the stabllshment' and ma1ntenance¥
'gof a quallty .assurance program that fosters totally'
\vhonest and ,accurate »examlnatlons and ‘comparlsons ‘of

physrcal evidence.
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CHAPTER 5

SURVEY AND FINDINGS OF CRIME LABORATORY DIRECTORS

AND SUPERVISORS OF CRIME LABORATORY DIRECTORS

Design‘of Survey Instrument

and Criteria for Use of Responses

A survey insfrument was designédv ih ordef to
aécertain‘ from- Crime laboratoryv airectors vénd ﬁhéir
supérVisérs ‘thQSe personal qualities or ‘attributes
most important to the success of the forensic science
labdratory. The questionnaire ‘(Appendix A) asked
laborétory 4directors tQ identify andA rank the .quali—
ties/attributes (dimensions) most . responsible  for
the percei?ed success of the forensic science labora-
tory. It also asked fof the reéSons behind the selec-
tion of the particular dimensions  and for examples
of positive applicatidns of the dimensions to the
job. It concluded with questions that asked for a
\statement of the majo: managerial strengths and weak-
- nesses of the laboratory director.

Thére are more than 200vforensic-s¢ienée labora--
tories in the United States and Cahada. * Considered

geographically, the population that was surveyed is
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. composed - of separate homooeneous layers ‘(féderal-
_ state and local) .differing ‘in size (fronl 2 employees
,‘to 200+ employees) and in the number of unlts (labora—

tories) in each layer. Only those crime laboratorles.
that have ybeen ‘accredlted by The Amerlcan ’8001ety

riof Crlme Laboratory Dlrectors or employ at least 10

-‘full ~time 801ent1sts were 1ncluded in the compllatlon-

bof dresponses.."The follow1ng data, therefore,f_was.'

btabulated from 30 laboratory dlreotor:vresponses‘.and

12 supervisor of laboratory director-‘responses;‘-or,

':a total of 42 questlonnalres.

Analysis of Questionnaire Responses

Questlon Number l
The first questlon asked the respondents to rank
the follow1ng qualltles/attrlbutes from mostylmportantv
“d(l) to least 1mportant (8) to thelr (or’their-laboratory

,dlrector s) success as a laboratory manager:_y

*  initiative - % ability to communi-
. S ' - cate o
* judgment o
o ook 'leadership‘

*  .decisiveness : B o B

’ o * planning/organization
* organizational C ' :

,sen51t1v1ty ok _,energy

The qualltles/attrlbutes listed above were selected
because they,are the“most commonly measured dlmen51ons>

 in Assessment Centers and were identifiediinythe job
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>. aﬁélyses. The Order.of'listing'of thé qualities/attri—

~ butes on the questionnaires was varied so as to minimize

} ~any biés that the order might instill in the respon-

fdéﬁfs. Three of the "leadership listed,first“ queétion-
naires and eigh£ Qf the*ﬁpiaﬁnihg/organiéation»liéted
first“'queétiénnairés répreSent the,fangefbfiseguenC§s
_?eﬁurned. »Tablé'Ikshows:the.numberjof réspdnsesrffém
'boﬁhviéboratoryfdirectors,and sﬁperVisdrs,offlabbratory, 
‘.directOrs_ in eéch, of the ﬁ“qualityyattribufe  lis£ed

first" categories.

31



. TABLE 1

NUMBER OF RESPONSES RECEIVED WITH THE QUALITY/ATTRIBUTE
e LISTED IN FIRST POSITION |

" , : o - ,Sﬁpervisors of
Quality/ Laboratory = Laboratory ,
Attribute Directors Directors Total

Ability to

communicate :  4. : R SR  ‘._5
,Decisivénessv o 5 . 'b-. 0o - - -5
Ehemgy  vv> R - 2 . 4
Initiative 3 s s
Judgment » 4 " - 2 I 6
Leadership ,3," »‘_'Q ‘> o 3
Orgaﬁizational | , | | , |
-~ sensitivity 4 ' 1 R | 5 
}Planning/, o _‘ _
organization 5 3 _8
~ Total  ' S 30 12 o a2

Ability to communicate and judgmeﬁt"were rated

by both groups of respondents"asv most important for

successful management of a forensic science laboratory.

'Planning/organization and»leadérship weremranked next;‘

Decisiveness, - energy, initiative, and organizational

sensitivity ~were rated clearly as  1east’ important.
Table 2 illustrates the relative ~rankings - of ‘éach
quality/atttibute. The numbers‘ represént the sums

" of the rankings (1 through 8) of each category; the
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lower the sum, the higher the ranking. Multiplying,
- instead of“adding, ratings resulted in the same rank-

ings.

TABLE 2

RELATIVE RANKINGS OF EACH QUALITY/ATTRIBUTE

. . o o ‘Supervisors of
- Quality/ - Laboratory Laboratory .
Attribute Directors o Directors Total

Ability to

‘communicate 8 35 123
' Jﬁdgmentv ‘ 92 "  v,35 : 127
'Planning/' o . ,v |  _ : v .
lorganization = 110 ' 38 ' 143
Leadership 127 3 165
Initiative 187 | 4 205
'DeciSiveneés | "169v‘ S . 54 |  ‘223
o Organizatidnal _ ' ‘ . o
sens;tivity . 156, - o .71 - 227
Energy' - v.l8l.'.   ‘ s | 256 .

lQuestion Number 2‘;
The 'se60nd question requiredj thé respondents
to “liét any 'qualities/attributes ‘not inciuded' among
those in fhe first quéstion that they‘feit were signi-

ficant enough to affect the managerial' success_ of

~the crime laboratory directbr;', Ability to delegate,

integrity, persistence/patience, knowledge (knowledge
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both of forensic science and management practices)

: andﬂ‘skiils (forensic science, manageﬁent} and inter-
kpéfsonal) wefe identified- by “at  least ,fdur of the
frespohdenté. Khowledge and vskillsvaere  liSted‘ ﬁuch
more fre@uently than the other quélitiéS/attribﬁteS -
‘by l3 and 22 of the respondents, reépegtively.
It'may‘reasonablykbe surmised‘ﬁhat the dimensions
identified in answer to this quesfiom, which was open-
endéd, méy be especially‘éignificant to the respondénts.
Théy were not listed among the eigh£ qualitieé/attri—
butes in Question No i;»hoWever, they are occasionally
the subject of measurement in Assessﬁent_Centersbexer—
~cises and should be included in at least some of the
simulations designed to test‘forensicvscience laboratory

‘managers.

Question Number 3
The_rrespondents were asked to fcite reasons ‘why
’they‘considered their three top-ranked qualities/attri-
butes especially signifiéant. Following are some

of the comments.

Ability to Communicate
ok allows. the manager to give and receive orders

and to understand the concepts, problems,
" and people he/she works with;
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Judgment

*

enables the laboratory director to convince
his/her staff of 'priorities, relay problems
and needs to superv1sors,- and carry out
good public relatlons, . : '

the laboratory director is the connection
between the police admlnlstrator and forensic
science; .

,good 1nterpersonal skllls depend on the
'ablllty to communicate; o '

: problems " can often be.'avoidedh or solved

if communication can help understand why
things are as they are; : :

communication <can help people‘ understand
why it is 1mportant and why they are impor-

tant.

requlred for effective de0151on—mak1ng skllls,

_Juggllng many and competlng needs, and weigh-

ing many factors to arrlve at the optimum
dec151on, : -

permits quality de0131ons based on 1n depth

- knowledge and experlence-

~requires balancing the needs of the parent'

agency against those of the employee, the
submitting agency, and the merlts of a parti-
cular case. : '

Plannlng/Organlzatlon

*

accomplishes the vgoalsl thatb stem from goodt

~judgment;

neoessary to meet immediate changes ‘and
to carry out budgeting/organization for
future'needs;- : o

enables the manager to keep the wusers of
laboratory services reasonably = satisfied
with prompt attention w1thout undue pressure
on the laboratory staff;
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* with so many projects .and assignments ,to
' juggle, it is essential to be able to priori-
“tize and re- prlorltlze those projects and
assignments; o ' :

ok ensures that the important things happen
in the sequence desired.

Leadership
* means getting others to do what you want
o accomplished; ‘
*  enables the laboratory director to steer

- subordinates in the same direction while
allowing them sufficient latitude to run
their own operations; o

*. sets an example by a reputation for quality
case work, profe551onal organlzatlon responsi=-
bilities, etc.;

% allows the laboratofy director to work through
others in order to accomplish organizational
goals~ B '

* means d01ng the thlngs necessary, and‘provi-

ding the resources, so as to move the organi-
zation toward 1ts goal..

Initiative
% defined as seizing opportunities and turning
them into assets; aggressively going after

things and becomlng a change ‘agent;

* _'requlred in order- to make the changes to
meet constantly changing demands.

Decisiveness
* allows the laboratory director to make choices
‘ ~that often must be made quickly = without
time to wait for data or supportlng 1nforma~
tion.

Organlzatlonal Sen31t1v1ty

* often enables problems to be attacked before
they become crises.
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Energy
~*  required because of the need to keep pace
‘ with the constant - change and flux of science,
_coupled with the dearth of set procedures
in forensic science.
"Question Number -4
The forensic science laboratory directors and
their supervisors were also asked ‘to cite at least
one example of a pos1t1ve application of the dimen31ons

’uthat they listed ‘as most important. = A summary of

the actual, or specific, examples given for ability'i

to communicate and judgment follows:

Ability to communicate

* . testimony before  governmental  committees
and public speaking appearances‘ before many
groups (were instrumental) in the successful
passage of a bond increase to fund the foren-
sic 501ence laboratory, ’

7* , timely counseling and directing of a "problem"
employee enabled the person to become a
productive member of the laboratory staff; '

* ‘the use of a laboratory newsletter and roll
- call video briefings for the - benefit of
the users of the laboratory services greatly
improved - the cooperation and quality of

the services provided; ’

o % on-going communication with employees that

"~ were not promoted succeeded “in  keeping them
motivated. ‘
Judgment
* “the laboratory procedure is for all findings

to be included in the written report; a
judgment as to whether or not to oblige
when —an agency requests omission of some
findings must be made; .

* when an employee was _ having performance
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problems (because of ©personal reasons),
~a decision ‘had to be made regarding whether
to discipline, counsel, or allow change
and time to deal with the problems; . ’ '
* judgments are made in the shifting of per-
sonnel from one section to another to cover
the changing needs of the users of laboratory
services;

* it was necessary to recommend a cause. of
action which met the needs of the department,
laboratory, law enforcement, district attor-
ney's office, and the courts in response

to having to curtail part of the drug analysis
program. ‘

Questions Number 5 and 6
The final two questions,_again;open-ended, asked
each responaent for fhe laboratory difector's major
managerial strength and major managerial weakness.
The most frequentlyv occurring stréngths listéd are

below, grouped - into similar categories as much as

possible.

* ability . to communicate, & also identified
more specifically by one respondent as "the
ability to interface Dbetween science and
law enforcement"; ‘

* ability to delegate;

i interpersonal skills: also identified as

’ "caring" and "concerned about people";

* ability to organize (and plan); i.e., planning
and organization;

* - initiative;

* leadership
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* vision; also identified as the ‘ability to-
‘think "out of the box" and to conceptualize.

Other desériptions of manégerial .strehgth ihat
‘Wefe_mehtibnéd méré-thén»once are:"diligence/teﬁadity,
lbhoneS£y,> ability to 'listeh, -fairnéss, ability. to get
vthlngs done,vahd a willingness to accept responsibility,

| The managerial weaknesées mOst-ioften _identified,

again,grcuped into similar categories, were:

* time management;

* ~'impatience;

f plannlng/organlzatlon'

* . inability to integrate laboratory operatlons

into the paramilitary structure of law  en-
forcement; also identified as the inability

to overcome laboratory-line officer "con-
-flicts™; ‘ : ~
*  indecision; also identified as avoiding

unpopular decisions.
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Summary and Conclusions

The qualities/attributes “that were identified

as hav1ng a marked effect .on the managerlal success"

(or lack of success) of a foren51c science laboratory*

director can be summarlzed as follows:

o Ablllty to communlcate

~Oral communication, specifically, is

essential for the laboratory director's:
interaction ~ with  superiors, peers,

-~ and subordinates. Effectlve expression,

1nclud1ng gestures and other non-verbal
forms of communication, is requlred

in both individual and group situations.

Communication skills are also important

- for "bridging ‘the gap (of understandlng)
- between forensic  science and law

enforcement".

—— Judgment

)

“Making the right decisions, based. on

logical assumptions thdt reflect factual .
information, and developing - alternative,
viable courses of action are all matters

- of ~sound judgment ;1nherent ‘in‘ good

management practice.

Lok Planning/Organization

Planning/organization ability is re-
flected in budget prepa:ation, schedules
of work . a551gnments, ~and rotation of
personnel to keep up w1th the requlrement

for timely services.

* Leadershlp

‘The laboratory dlrector must -lead - the

way in advocacy - for  forensic - science
W1th1n his/her parent agency and w1th1n
the criminal justice system.

Lk Delegation

Making use of subbrdihates to carfy -
out the goals and objectives of the

- laboratory requires  the ability  to
delegate. L . :
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% Knowledge/Skllls

The 1laboratory dlrector cannot manage
effectively = without the knowledge and
skills in  at least three areas; 1)
forensic science, 2)  management, 3)
interpersonal relations. Especially
important in the latter area -is - the
use of appropriate interpersonal styles
and methods in guldlng the laboratory-
toward its goals.

* Integrltz ’ :
_ Honesty and ethical behavior are espe01—

ally important qualities for a manager
of personnel whose decisions can seri-
ously affect the 1lives and liberty
of peop1e5 - : |
Each of the‘ qualities/attributes listed above
.v(again, 'termédfb"dimensions" in the Assessment Centers
- process) canA be idéntified, in‘*behaviors Atﬁat ‘would
bé elicited by apprOpriately designod'exercises (simula-
tions). It is important to avoid the use of too many
ahélf products"and, instead, to- construct exercises
that'varo as speoific aa. possible for the tasks of
the .position‘ being tested.54 The 'survey instrumeht
identified the'dimensions that should permit’the "indi-
‘vrduallzatlon" of commonly used Assessmeht Centérs
exér01ses, for use in testlng candldates for promotlon
“within a forensic 501ence laboratory. As rev1denced
byfthe‘qﬁalitiea/attributes identified as most_important"
by'the survey’respondents; the exeroises should eiicit

behaviors that can be translated by the assessors:

54 Thornton, 181-186.
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into dimensions that represent ability to communicate,
judgment, planning/organization, leadership, delegation,

kn¢wlédge/skill$, and-intégrity.
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CHAPTER 6

EVALUATION OF ASSESSMENT CENTER EXERCISES
COMMONLY USED IN LAW ENFORCEMENT TO IDENTIFY
MANAGERIAL POTENTIAL OF CANDIDATES

FOR THE RANKS OF »LIEUVTENANT. AND ABOVE

‘Introductionv

Tﬁe_ firsf’ hypothésisj to"bé  tested"iﬁ this
tresearch prbject was that directors 6f Cfime‘laborat¢f-
» i@s pQSSéss-'qualitieS/attfibutes_ (dimensiéns) fhat’A
v'ame,‘particﬁlarly ,éuited"fOr _theiﬁ‘ positions.’ .The 
’ dLﬁeﬁsidns  thus identified;, aﬁd summarized in the
'pnevidus“‘chapter; ‘are not necessafily‘ going- to be
 méasurediﬁaccurately by using the "generic" exercises
‘availablé and_ in use by iawv enforcement.  ,The"latter
 tend to placé more emphasis on~éuéh‘qﬁaiities/attributeé
as initiative, decisiveness, eneréy,:énd.brganizational_
sénsitiVity; ,baSed upon the veXperiénce‘ of the author,
ih ‘serving kas' an organizer and/org‘assessor in such.'
>'Aséessment | Ceﬁters. , ﬁonetheless, I‘ana understéndiné';'
of'the exercises-most 6f£én‘USed‘fbr law enforcement
purposes is nécessary before proceeding‘ tb test'rthe

second hypothesis; i. e., that vAésessment' Centers.
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canpbebepecifically designednfof use_in the identifi¥
Cétion-of'nmnagerial'potentialpamOngbforensic science
personnel. (It bshould pbe noted at this point that
'no  such speciallyp construoted: eXetcisesi appear in
the ‘literature, nor ere' any known to existb by the
anthOr,)

As previousiy Stated, a} "true" Assesementv
- Center must  follow :severai‘ guideiinesm~as_:set forth -
vbytthe International,Congress on the.Assessment Centef
,Method.55 ‘The guideiines -thet refer to Assessment‘t
Center exercises feéuire the use of-ﬁultiple exercises
‘that provide information for evaluating the dimensione
identified in the ﬁob analysis and that include»suffif..
cient job-related simulations to aliow many opportun-
ities to observe each candidate's behavior.

Two exercises vthat, with rare exception, are
used as . Assessment Center simulation exercises for
- personnel in the criminal justice system (especially
by law enforcement agencies testing candidates for
the rank of lieutenant or above) are the leaderless
group discussion and the in-basket simulation. If
others are used, they normally are selected from among
problem employee counseling, budget presentation,

press conference, and background interview simulations.

55 Guidelines ‘and . Ethical Considerations for Assessment
Center Operations, 4-6. ‘
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Leaderless Group Discussion

The 1éad¢r1e§s  group Adiécussion consists = of :a
- groﬁb,'éf  éix to eight participantS; who are _given -
problem to SQIVé_énd are“féquifed to arrive at a‘deci—:
sién within a speCifiedv period of time, usually 40
to 60 minutes; Tﬁe participants‘mayibé aésigned roles,
in which case the ;discﬁssion is Similar to decision-
making meétings in Which, fbr -exémple, ‘(l) limited
~resources must be divided ’equitably, (2) a specific
training program must be selected from amongﬂ several
options, or (3) a decision must be feached as‘tO'What
use should be made of vadditiohal office spaée; The
leaderless ~group discussion can alsé be. used with'
no roles assigned, which then -generally résembleé
an ad hoc: committee formed'to'implément a new regul-
ation, generate ideas for fund raiSing, develop new
.‘safety procedures, or many ‘other similar purPOSes.56
The dimensions measured include oral communication
ability, interpersonal relations, judgment, leadership,

planning/organization, and initiative.

_ 56 Booth, "Strategies for Enhancing Your Assessment Center
Performance", 42. ' :
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:The‘ leadérless groué bdiscussion- is subject‘ to
some criticism,_'prinCipally be¢ausellit'?can‘vbé"argued
thatiiit ‘repreSents ba” sitﬁation that>_seidom exists
‘in. a work 'éettiﬁg} >wHerev a leader"is ,usually' knowﬁ
k Or‘quickly iden£ifiéd.>‘Furthermoré, it»is,éftén aiffi?
cult fbr the_'aséessors :to ‘evaluaﬁe accurately the 
"pérformance' of the_fqahdidates. » The :candidéte who
quietly monitors'thefgroup’s'interactidns,‘fbr example,
| may -be . the  perS6nf‘th ‘emérges agffthe groupllleader}
in a real—life ;situati6ﬁ. ~On the other hand; thé
_candidaté whof d6minate$' theA"groué decision 'makingb
'~ could very éasily ‘bé 'leadiﬁg it - in 5the"Wfong “direc-
tion.57 | G R T |

A 1typi¢al leaderless group diSCuséioﬁ; as uSed” 
'byvrthe San NBernaraino ~County Shériff‘s  Department
‘in an ASSessment Centérifor_the.positioh of‘Shérifffs‘
;‘Lieufenant, .used an ,asSigned—role fscénario ’(Appendix‘
YB)}‘ Each,membef‘of thevgrdup was assigned-a‘différént
training- progrém prOposal vto presént to the group
inba fiveQmihﬁté period. After all the preéentatidns
- were completed,: the group had 48 minutes to discuss
the proposals and reach a béonsensusv regarding whiéh.

one should be recommended to the Shefiff;f

57 H. H. Meyer, "The Validity of the In-basket Test as a .
Méasure of Managerial Performance," Per"s'onnel- »»Psyvchology,’ 23
(1970): 297-307. ' ' | ' v
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'In:BaSketﬁExércise~

:   The in—basket exérbise’ attempts to simuiate‘ the _
'vadmiﬁistrative tasks ‘pf a 'managérj by requirinQ’ thé
’;Candidates,to read‘létﬁers; réborté[ ﬁemcranda;7notes;
iana telephonév messages; deCide‘ how‘ﬁto_ deal,vwithi.each
 i;em‘ (some of which may' be related); and then'fmfite’
‘.requnSes, schedulé meétings, and, delegaﬁe' tésks.
Genérally;,the‘scenario is set so’as to require notes
 vand inétfuctions; rather »thah usiﬁg the felephone.
- Time pressu?e:is simuléted‘bf'réquifing the caﬁdidates
}»to‘comélete thé in—basket in twoiof'thfeé hgﬁrs;
In—baskét»exerCises‘have a high Gegree of ?alidiﬁy;
if properlyf desiéned, and écceptanée. byv the partici-
 pants.58 Théy .measure> dimensions sﬁch aé 'plénning/
organization, abiiity to deiegate, interpersohal Skillé,
and judgmeht._. A typical in—basketj exerciée- used ~be
the San - Bernardino éounty Sheriff's Department’ in
an 'Asséssmeht 'Center for  the ;stition- of Shériffés
:Liéutenant"used .a..two—hoﬁﬁf scenario that required
:thé newly .assighed lieutenént in vﬁhe station to act
;és the station‘cdmmandér aﬁd‘take ca&e of’thé materials

in the latter's ih—basket (Appendii C);

58 H. H. Meyerv, 297-307.
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Other Exercises

Iﬁ addition to,‘the leaderless group,‘discussion
and‘in—baskét-teChniques, two other ﬁypes of‘exeréises
are often used. Interviéw Simulations*can be'deSigned
to'CoVefYa variety Qf situations sUéh as interviewing
a subordinate for a disciplinary mattér or a performance
evaluation, interviewing an applicént for ~a vacant
prition in tﬁe depaftment, or interviewing a “"customer"
with a complaint‘ about the poor services provided
by the agency. Interviews require volunteérs to play
the role of the person 4beihg, inﬁerviewed and thus
are soméwhat more difficult .to organize and time-
consuming to use. They are most useful fof measuring
dimensions such as interpersonal 'skills, judgment,
ability to communicate, orgénizatibnal éensitivity,

and leadership. Oral presentation. exercises, such

as making a detailed presentation to a group or holding
a press conference, are most valuable for measuring
oral communication. Depending on how they'are struc-
tured, they can also be indicators of interpersonal

~skills and planning/organization.
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»Summarz

In the anthor 's eXperience,‘fa- common tendency,
wheéen a dec1slon has been made to use the Assessment
vCenter process as part of‘ the promotlonal. testlng,’
is. s1mply to look 1n the personnel department s flle‘
fbr standardlzed rexerc1ses. generally »used for that
particular »discipline;59 ‘As stated ipreviously, most
forensic science‘”laboratories' are attached to a law
enforcement agency, either at the local or(state‘level;
Consequently, andh especially. becanse 'nc expressiy
~designed 'forensic laboratory management exercises
exist, 1if the parent agency dec1des to try the Assess—
ment Center process for the selectlon‘cf, for example,
the dlrector of itsv crime laboratbry; the expected
and expedlent procedure would be to use existing law
enforcement exercises. (In addltlon, Assessment Center
exercises for other/‘laboratory management positions

are rarely available.)

59 Personnel and Organization Development Consultants, Inc.,
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Existing exercises forbiaw'enforCement are designed o
for sworn offlcer ranks, usually,lieutenant andrabeVe;
'»,The 51mulat10ns are set ‘np 'sQ as- to‘ bring out the
f”qualltles/attrlbutes imore snited ,ﬁe-;police.'offiCersh
(percelved to _be .sq;' even at the management. level):
Vrather than then qualltles/attrlbutes rated_ as"more
iﬁpertant by: the‘ survey respondehts. vFurthermore;‘
the vieaderless Qroup 'discussion is  highly prized by
S law ‘enforcement agency personnel lelSlons. It can‘
reflect a not_ uncommon ’real—llfe situation in which,
, fpr example, azngronp ef captalns will be assigned
. the respon51b111ty for: meetlng 1n an essentlally leader-
less group in order to arrive at recommendatlons for
the vtOp executive staff as to a partlcular pro;ect,
policy,!vdirection, etc. . The cepteins,r during their
career, will ‘have served in almest every“diVision
or - unit and will be‘at least Partially knowledgeablei
on almost any issue. |

The crime laboretery personnel,' however, will
not have’ that broad-based beckground and will rarely
be involved in: such ‘a department-wide = group. The
leaderless group simulation, as part of the Assessﬁent
Center to identify managerial‘potentiéi‘for‘the forensie
science laboratory, would not represent a real-life |
situation. More apprOpriate' exercises ‘ shouid.v be

designed to elicit the dimensions of oral communication,
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"judgment, planning/organization, leadership, delegation,

knowledge/skills and integrity.
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CHAPTER 7
PROPOSED ASSESSMENT CENTER EXERCISES
' FOR MANAGERIAL POSITIONS

IN FORENSIC SCIENCE LABORATORIES

Introduction

Despite the physicél and organizational placemeht
of‘ a large majority of forensic 'séience' laboratbries
within a hierarchicai parent agency, the scieﬁtists
within‘the,laboraﬁory perceive théméelves,as‘operating
more favorably within a coliegial :fraﬁework. As an
example of this perception; the ‘réspbndents to the
qUestionnaire listed decisiveness,’ehergy, and organi-
zational sensitivity as the qualitiés/attributeé»leést
‘important « to a laboratory_ manager's success. The
author's eXperience suggests that this ié most iikely
- due to the feeling that 1oyalty to the profession
(forensic science) supersédes lqyalty  to the organi-
‘zation -and  that ‘high energy .and - decisiveness seem
diametrically opposed to the careful_appréach required
of the scientific method. Rathér; the respondents
selected ability to communicate (o#al communication)
and judgment as the two  most important
| qualities/attributes;followed‘by pianning/organization,
leadership, interpersonal skills, énd‘delegatibn;
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An  in-basket exercise, counseling - interview,

ahd>50me form(s):of a»;mesentatibnfexercise,vafe the"
most>likely,choices“for'enabling.the AéSeésmént ééntef‘
participahts to demdnétraﬁe theivabove?liéfed highly
“ratédl»dimensioﬁs;60 xJudgmént, 'pianhin§/organizati0n;.
'and» delegation are measufedf by §the _in;basket' and,

‘ih“part, by the interview and presentation; ability

to communicate)':judgmentﬂ and interpersonalu skills,

by the interview; and ability;to:communicate, planning/

_ organiéatioh{ féhd:'leadéféhip vbyx the,bﬁresehtationll
Fblldwing_‘éiej\desctiptions .éna fjustifications ‘for.'

,samble'exercises‘as developed-byifhé authofifor this‘

" research project. | o |

In-basket Exercise

' The in-basket exercise is made up of a variety
of documents that ‘might be f¢uhd in the ih—basket‘
’of' a newly promoted or ’reasSigned‘imanager, who must -

‘deal appropriately with the myriad of telephone mes-

60 . Thornton, As-sess-menf‘ Centers and. Managerial - Performance,
‘164-170, 184-190. ‘ s ' o
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sages, interoffice memos, notes, ‘reports and other

» . items. The items usually vary in‘hurgency and com-

.plexity,’andhmany’ofhthem»are'interrelated; The’can~v
'didate usually is given only’a limited amount of time,
:often on:SOme pretext built into‘the simulation,that;
} for ‘example, he/she must shortly‘ oatch a flight for
a professiOnal meeting' several hundred miles away.
The, in-basket exercise measures a inumber of_‘adminise
trative 'skills; ‘requiring 1sOme. blannino/organizing,h
fjudgment,: and sklllful delegatlng on the part of the
aSsessee. A.Its~ pr1n01pal llmltatlons the need
to traln the assessors thoroughly 1n the gradlng processl'
and ‘the subsequent extens1ve, tlme ‘required for the
. evaluatlon (2- 5 hours per in- basket) |
E Appendlx 'D is anb'1n—basket iexercise» de51gned
. by the authbr.» it‘lS 1ntended for an Assessment Center
that is testlng candldates for an >a551stant dlrector-
- of a crime laboratory w1th 40-60 employees._'In addltlon'_
tob the dimensions prev1ously 01ted, the exercise cantr

also ‘include some measure of knowledge and skllls.'
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‘Counseling Interview

YA_ counseling. 'lnterview,i especially: one  that
inVolﬁes a problem employee,'is often a confrontatiohalbb
.situation; S It lsv usually viewed by’ the supervlsor‘
_or manaéer.aS'an unpleasant and. stressful task This
'1s espe01ally true of a sc1entlst who is now a manager.
However, - such one—to—one encounters, dlfflcult as

‘they may be, are one of the most characterlstlc featuresv"

of managerlal respon31b111ty. A recommended 1nterv1ew p~

>.91mulatlon reflectlng a problem employee who is belng
Qounseled regardlng a poss1ble ,v1olatron of ethlcs
lis oﬁtlined in Appendlx E. ‘Leadership, ability: to:
‘cbmmnnicate,. judgment,‘-lntegrity;- and binterpersonal
skills are"the"major"dimenslons‘ it is intended to
measure. | Inter?iew | eimulatlons 4igenerally ,‘require

‘an "outside" role‘player.

"Presentation Exercises -

The‘.director of a ‘forensic science laboratory,
ae well as vother topg management lnvvthe laboratory,'
is  often required .to-”make .an‘aoral‘Hpresentation;’ It
may be a short lOfminute update tola\group of prose4
cuting attorneys onfthe state—0f4the—art of DNA anal-
ys1s, or it may be a 20- 30 mlnute detalled ~budget

presentatlon before. the Sherlff/Pollce Chlef and the
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ékécutive .staff  of the> parent agency.‘  The ‘lattér
'exercise1Wouid requirelfeiatively'éxtenSive’pfepdratidn..
Thé” candidates vare‘ given 'detailedv information aboﬁt
thé budget request and vprbvided with enough time to
review vand outlihé the preSenfatién, thch is then
normaily given‘before the asseéSors. Oral communication
‘and‘pléhning/organization>are thélﬁrincipal dimehsions

assessed (see Appendix F).
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CHAPTER 8
 SUMMARY AND CONCLUSIONS

The firSt,'hypothesis in  this’ research »projeﬁt
was that directors, as'AWeil as other top Mahégers,
”Ldf forensiC‘ scienée-‘labbrétOries‘;poéSeSs::quaiitiés

.or jéttributes. (termed -“dimensioné“;’ih thé"Aésessméht"v
Center process) thatL‘aréJ especiallyv sﬁitéd »t§v-theif,
pbsition. | The secohd’ hypothesis = was thét  ASseSSmént
Centefvéxercisésjdbuld belcphstructed thatvaré specifi—‘
‘ callyb.desighed ~for  the 'identificationv Of*“managérial7
pptehtial in'forensic,écience laborétories; . |

-'Chapﬁer 5 outlinés"the _sﬁrvey‘vanﬁ ‘findihgg_‘from
the 42 crime‘labdra£6ry difectdrs énd.theiraimmédiéfé
wshpérvisors ‘who met thé }cfiteriak"for,iacceptance 1of
théir,respOnses; i;e., the laboratqryvis'eithér aCdred—

-ited7 or  employs' at '1éast 10 fuli—time sciehtisté;f

‘The qualiﬁies/attributes idéntifiedb most oftenr frém

_those listed in ‘the” quéstiohnaireArwere‘ ability to
. communicate (oral communicatiOﬁ) éndﬂjﬁdgment, fblloWed
by planhing/organization and 'léaderéhip;‘ QuaiitieS/
 att£ibutes identified from an open-epded>:questibn
>>Wére knowledge/skills, ability to.delegatejband inte-

grity. Interestingly, 'thOSe ‘quélities/attributes
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' ﬁsually fassooiated with law enforeement -officers;
_saoh:as‘energy; organizational/séhsitivitY,"and.initi—
‘ative;'were deemed significantly less'important.:
Chapter 6*discusseSgthe Assessment Center exercises"
mbst‘ commonly used for laW‘.enforcementv‘mahagement

personnel,, especially the leaderless group discussion

“'ahdilthe in-basket. The former 'uses gsimulatiohs .thatth -

a orimeidlaboratory ‘director, because = of the; usual '
p}lacement ~of the ,lavb‘or-a'tory -in a poiivlce. or sheriff 's<
‘départment,'or state investigative agency, Will:seldom“
rbeoomepinvolvedfin,s The latter, hOwever, is  the type
of'_Simulation thatvi-f 1ndeed reflectlve of a crime
‘jlaboratory'.manager's'~respons1b111t1es;.1'In addltlon,‘

151mulated counsellng sessions and oral presentatlons

. are also outllned in thlS chapter.‘

Chapter 7 ;dentlfles the ,1nfbasket;-doounselihg
_1nterv1ew, ahd' oral - presentation . exercises - as ithe
51mulatlons most likely to e11c1t the behav1ors and
dlmen31ons that correspond to’ those: 1dent1f1ed by'
the respondents to the survey 1nstrument as 1mportant'
'to the success of foren51c 501ence laboratory managers.'
: Appendlxesa~D,- E and F rare ;exerclses »deslgned;~by*-the
author ahd“proposed for use ‘in such an vAssessment

Center process.



hv-Both hypothesés‘ are _gupported: (1) _dimensions
.ﬁhat>are‘especially important‘for_managementbperSCﬁhel
in férensic sciehce, laboratories were idénﬁified‘.by,
ithe respondents to the sutvey; and (2)‘ Assessment
- Qentér» ekercisés can  be selected and .designed so as
' ﬁo be specific“ er identifying manageriai potentiaixs
in‘fofenéiq’scien¢e lab6ra£ofies;

| ‘The AsseSsment' Center process, has demonéﬁrated
Validiﬁy in:the>identifica£ion of'ménagefial‘potential,v
éfy‘the simﬁlatio# éxerciseS»‘used‘ in'vﬁhe 'procesS are
aﬁprbpfiate and are“designed to. énable thé”‘acéurate '
jaéséssﬁenft of the. moré 'important diﬁeﬁsions >réquiréd
for the >pésitién. ;Thefe -aré limitatiohs that may

be imposed because of the additional time and effort

.~ required in an Assessment Center. There is also a

. need fOf validation stﬁdies. Altﬁough the most apprd_
priate Véiidationbvprocedure would ‘use a-_iongitudinél
vdesigni ratheﬁ than a vconcurrent  aésign; vthe férmer
ils then,diffiéult to aécomplish..'Déspite 1imitationS"
_ihhereﬁt in the létter, it is’the more"practical'deSign.‘
Reééaféh' in thev'séieéﬁion' and cthtruction‘ of apprg;'
pkiate -exefciseé is  also ~suggested;b ‘Nevértheless;
vthe potentiél for increased success in 'seleCtion of
management peréonnel for forensic science 1aboratories
-‘Warranté' expanded use and refinement 6f ‘AsséSsment
‘Centers in place of;.orﬁin‘addition'tb, the moré tradi;_.

tional selection procedures.
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~ APPENDIX A

CALIF(DRNIA STATE UNIVERSITY LOS ANGELES

5151 STATE UNIVERSITY DRIVE LOS ANGELES CA 90032—8163

DEPARTMENT OF CRIMINAL IUSTICE ' ’ _ g - :
(nm3m4m0 , -August 25, 1989

Dear Sir:

re: A Study to Evaluate Assessment Center Exercises
~and to Develop a Set of Exercises Specifically
Designed to Identify Managerial Potential Among
Employees in Foren51c 801ence Laboratories

As part of the’ requlrement for a Master's Degree in Pub11C»,
'Administration at California State University in San Bernar-
dino, I am carrying out research  leading to a the51s on
“the appllcatlon of the assessment center. method for the.

selectlon of management/superv1sory personnel in crime

laboratories. .

- One of my hypotheses is that dlrectors of successful crime
laboratories possess qualltles or attributes that have
made them particularly suited- for ‘their positions. . Accord-
ingly, I am asking those crime laboratory dlrectors, _and .
their immediate supervisors, to identify the qualities

-and‘attribUtes that are important to h1s/her success. :

Please complete the attached questionnaire ,and return 1t--
to ‘me no. 1ater than September 25, 1989.‘

I w1ll send a copy of my survey results to your crime labora—
tory director when they have been compiled.

Slncerely,

Director,
Crlmlnallstlcs Program

Mail completed questionnaire to:
Anthony Longhetti
P. O. Box 469 _ ;
San Berhardino, CA 92402
AL/3j
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QUESTIONNAIRE (for Superv1sor of Laboratory Dlrector)

1.  Rank the following qualltles/attrlbutes - from
~most important (1) to least important (8) to
the success of your crime laboratory director:

o~~~ .

) 1n1t1at1ve () ability to com-
) leadership - municate
) decisiveness ( ) judgment
) organizational ( ) planning/
'~ sensitivity organization
( ) energy :

2. What qualities/attributes do you consider.important
that are not included in the above list?

“ 3. Why did you con51der each of your top three choices
to be espe01ally important? ‘

continued...
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GiVe at least one example.ef a positive applieation7
of the dimensions listed as your top three’choices:

What do you - con51der to be. the nmjor managerlal
strength of your laboratory dlrector? o :

What ~do YOal conSider his/her major' managerial
weakness? : ' ‘ o

2

Number of years you have been superv1sor of your labor-'

atory dlrector
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- APPENDIX B

- SHERIFF'S LIEUTENANT
LEADERLESS GROUP DISCUSSION
INSTRUCTIONS FOR PARTICIPANTS

' YOUR SITUATION :
Assume that you and the other partlclpants -in your

- . group are members of a commlttee who have been asked

‘to give recommendations the Sheriff. There is
no a551gned chairperson and for the purpose -of thlS
axer01se none will be selected. ,

»‘Assume' that the Sherlff “has recently been informed

that the State has made available special grant funds
for supervisory tralnlng programs for the Department.
This committee has been authorized to discuss. various
‘alternatives available and to reach a consensus decision
- as to the training program that will be recommended.

Also assume. that the committee has been asked to review
‘and discuss each of the proposed projects and to reach
" a consensus to recommend just one to the Sheriff.

THE PROBLEM

~ Each member of the committee has been given information
on a training 'program and supportlng facts.  Each
committee member has also been glven reference 1nforma—
tion about the county. , :

For the purpose of this exer01se you are to take the
stance that your training program has the most merlts

" and should be funded by the grant.

‘Slnce each of you are advocatlng a dlfferent pro;ect
proposal you will each make a 5-minute oral presentation
to the other committee members, detailing your proposal.
"During  your presentatlon, you should do your very

~ best to «convince ‘the other committee members " that

your progect should recelve their support.

When you make your presentatlon, do not read it, present
it in your own: ‘words. : : .
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You w1ll have 15 mlnutes to rev:Lew your pro:ject pro-
posal, and reference material and to prepare for your
- S-minute presentatlon. After all presentations have
~been made, your group will have 45 minutes to discuss
Hhe prOJect proposals. and to ’reach a consensus - on
.Wthh one to recommend to the Sherlff., '

. REMEMBER, you- ‘are expected to support the proposal

‘you have been given, but not to the exclusion of consi-

dering the other proposals as well. You will be evalu-
ated on your ablllty to absorb and present the facts
glven to you; your ablllty to support your proposal;
and your ability to assist the -group in reaching a
d|601810n.' YOU WILL NOT BE EVALUATED ON WHETHER YOUR
- PROPOSAL WINS OR LOSES, ‘BUT ON HOW YOU PARTICIPATE. '

A  FINAL NOTE: Your presentation and arguments . for
your prOJect proposal. should be based on the facts
provided in the handouts. However, you may  make use
of any additional information or knowledge you may
have acqulred based on your experience as a law enforce-
ment superv1sor.
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'REFERENCE INFORMATION

COUNTY - General.

Pop: , »l,650)000 :Juveﬁile:,:20%_(18A&.under)
| Avg'age: 23  ‘. Adult~ 80%
Size‘coﬁnty;r4 130 sq mi Avg educatlon~ 12 years:
Avg income:’ $15,800 Breakdown

by race: Cauc. — 51.2%
Hisp. - 21.0%

Blk. - 14.6%-
Asian - 10.0%
Other - 1.2%
Acreage for: Commercial - 340 square miles
, Residential - 1,750 square miles
Industrial =~ - 920 square miles
Agrlcultural - 315 square miles
Parks & :
Community : :
Facilities - 80 square miles
Other ' - 725 square miles

’ QOUNTY - Government: See attachment

San Antonio Ceuhty Sheriff's Department:

- Personnel: .. Sworn ' - l,46l‘ Reserves/
Non-sworn - 830 - other ‘
: ‘ volunteers - 900

‘BUDGET. ~ $131,000,000

VEHICLES' . Marked - 460
Unmarked - 180

GENERAL: ' : _
The Department operates in the tradltlonal organization
‘and chain of command, with the Sheriff as department
head, the Captain as station/division commander, a
Lieutenant, Sergeants, and Deputy Sheriffs. There
are 108 Sergeants in the Department, all of whom have
supervisory responsibilities, ranglng from those of
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a watch commander at a statlon to those of Sergeant
in support division such as aviation, records, -and

training. Some of the 282 corporal positionsf~also:
require at least part-time supervisory skills. In

addition there are 38 non-sworn pos1tlon° whose prin-
01ple functlons 1nclude the superv1s1on of subordlnates.

NNewly promoted Sergeants are sent to a two—week stateﬁz:

approved supervisory course. They receive no additional

' requlred tralnlng beyond that. The Corporals receive

no specific tralnlng in superv1sory skills. The non--

‘sworn supervisors' training varies with the division

- and specialty ‘area from none to a polyglot mixture

offered by the County's tralnlng ‘center‘ and outside
workshops/semlnars. S I ,

Further, newly 1ncorporated 01t1es contract w1th the'

' Sherlff 's Office for 'serv1ce. ~ As the county cities

are. so rapidly . grow1ng and expandlng, the need for

.Sherlff s Office services are at a high demand. Fre—jt"

quently,vsuperv1sory ‘personnel are placed 1nto p051tlons

w1th llttle or no tralnlng.l
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APPENDIX C

SHERIFF'S LIEUTENANT
IN-BASKET EXERCISE
INSTRUCTIONS

"TIME LIMIT:

You have (2) hours in which to complete thlS in- basket.

It is your respon51b111ty to organize and plan your .

- time so that thlS task ‘is completed in the allotted o
time. .

xBACKGROUND SITUATION."

,ThlS ""In- Basket" is a work simulation exercise Wthh
includes the types ‘of materials that one mlght actually -
find in a Sheriff’ s Lleutenant in-basket. -

For the purpose of this exercise, aSsume the following:
You, Frank Smith, have been promoted to Lieutenant
effective June 19, 1988 and assigned to the Sheriff's
Red Mountain Station. Your predecessor, Harry Deal,
was promoted to Captaln and immediately reassigned
as the commander of Special Investigations Unit and

" can not be contacted. The Red Mountain Station Com-

mander, Captaln Leif Erickson, is attendlng the National
'FBI Academy in Quantico, Vlrglnla, and is also unable
to be reached.

The Clty ‘of Red Mountain is located in the desert
area of San Bernardino County and contracts with the
Sherlff's Department for law enforcement services.

‘It.ls Tuesday,  July 19, 1988, and you are taking over
the responsibilities of the Station Lieutenant and_
you are acting as Station Commander. Captain Erickson's
sécretary, Sara Jane Smith, is taklng a. vacatlon ‘day
‘and will not be in to assist you.

The‘ materials you must 'take care mof are in your in-'-
- basket, formerly Lt. Harry Deal's in-basket. : '
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The In-Basket:

- The in-basket envelope contains various memos, letters,
- assignments and ‘day-to-day ‘"emergencies"  that might
"be found in an in-basket. You must respond to  these
materials by recording on the Record of-Action Sheets
all of the actions you ‘would take if you were on the
job. Also, you should write notes, memos, letters,
~and the 1like where appropriate. In addition, make
- notes to yourself about things you do later. Everythlng,

- you  decide to do should be in writing. In making

& note, letter, etc., relate it to its source by clip-
ping it . to the item that prompted 1* or---make - notes
on the in-basket 1tems itself. ’

Each item - in the in+basket is ‘numbered. There is
also a Record of Action Sheet with numbers corresponding
to the numbered item. For every numbered item in-
the in- -basket, list the actions you would take and
"the reason why you would take that actlon on the Record
of Action Sheet.

Be as specifiC'}asvfpossible. List all phone 'calls,:
- contacts, scheduling, and other actions you would

- take. Also in the Record  of Action Sheet - rate each -

numbered item as to  whether it is of¥~high7w~medium

or low priority for action by placing a - check mark

, FV/) on the 1line next to the level of- - prlorlty that
you select o

~ To aid you in your task, the following four items
- are prov1ded~ ’ : ’ ' : ’

l, An organlzatlonal chart of the ‘Red Mountaln D1v1—
sion. .

2. A calendar. } : .

3. Documentation sheets for reCording» your actions
and providing reasons. o

4;*' A pollcy and procedure manual
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Final Notes:

1.

~ If you would write a letter, memo, note or report,
actually write it. Do not simply record that

you would write it. Produce the actual written
communication that you would leave to have typed

and sent. : _ :

Write legibly.

The materials.'that aré in your in-basket are

~in no particular order. Major problems'and minor

communications are mixed together in random order,
just as they would be in any in-basket.
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APPENDIX D -

ASSISTANT DIRECTOR, FORENSIC SCIENCE LABORATORY
~ PROPOSED IN-BASKET EXERCISE
~ INSTRUCTIONS

Time Limit:

You‘have;two'(Z),hours in.which'to complete this
in-basket exercise. It 1is your responsibility - to
organize and plan your time so that this task is com-

pleted in the allotted time.

Background:

This "In-Basket" is a work simulation exercise
which,incluaes thevtypesvof materials that one‘might.
actually find in an 'Assistant’ Laboratory Directbr's
in-basket.

/ For the purpose of this exercise, assume the
following:
You, Andrea Whitson, have beéﬂ promoted.
‘to Assistant Labbratory Director effective
Mondéy, November 5, 1990. Your predecessor
Terry O'Laughlin, retired recently and cannot
be céntacted. ~ The Labdratorj Director is

attending an Américan”Académy of Crime Labora-
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v'tory Dlrectors meetlng in Quantlco, Vlrglnla,\
and 1s also unable to be reached
Your laboratory 1s ‘a full -service for-
‘ensic science fa0111ty' attached. tobax metro-
_politan- police agency. servlng a ,populatlon
'bof~.approximately 2,000,000 people; Your
immediateh supervisor is the :Deputyf'Chief'
,in: charge ofd Techhicai‘,Support vSeryices,
'fhe iaboratoryrhas a complemeht of 52 peopie, f
31 of “whom | are | professional» employeee.v
There are four sectlon superv1sors of equal
}rank- (l,drug and,alcohol'testlng, 2) trace”
ev1dence/f1rearms/questloned documents,‘ .
3) serology ahdw4) “admlnlstratlon , 1nclud—
;ng c;erlcal ahd other support‘personnei;not
specifically »assiQhed to one of'the ”other
.sectione.4 | | |
-» Tt is Mohday,'bNovember 5; 1990, and
you are takingl,oyer the.:responsibilities
~of the Assistant Laboratory Director 'acting-
as the“Laboratory »Director; | The ‘Laboratory'
Director's. 'secretary;v -Joanne“'Dvorak, is
© taking ‘a: vaCation day and will not be in

to assist you.
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The materials you - must take care of
‘are in your ‘in—baskeﬁ,' formerly  Terry

0'Laughlin's in-basket.

THE IN-BASKET:
The in-basket envelope contains various memos,
letters, assignments and = day-to-day "emergencies"

‘that might be found in an in-basket. You must respond

to these materials by recordihg on the Record of Action

Sheets all of the actions you would take if you wére
on the Jjob. Also, you should write notes, memos,
_letters, and the 1like where appropriate. 1In addition,
make notes to yourself about things you would do later.
EVefything you decide Vto' do shouid be in writing.

In making a note, letter, etc., relate it to its source

by clipping it to the item that prompted it or make

notes on the in-basket item itself.

Eadh item in the  in-basket .is numbered. There

is also a Record of Action Sheet with numbers corres-—

ponding to  the numbered item. For every numbered’
item in the in-basket, 1list .the actions you would

take and the reason why you would take that action

on the Record of Action Sheet.
Be as specific as possible. List all phone calls,

contacts, scheduling, and other actions you would

take. Also, in the Record of Action Sheet rate ‘each

numbered item as tb whether it is of high, medium
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or low' priority for action 'by' placing~ ai check mark

'Kz//’) on the llne next to the level of prlorlty that'

you would select.

To aid you'fin your - task, vtheﬁ fcllowihgv items

}are provided:

1. An organlzatlonal chart of the forensic sc1ence
laboratory. : : :

S 2. A calendar. _ . : ,
3. Documentation sheets for recording your actions
~ and providing reasons. S : '

4 . A policy and procedure- manual

FINAL NOTES:

1. vayoﬁvwould’write a letter, memo, note or report,

‘actually write it. Do not ‘simply record that .

you ‘would 'write -it Produce the actual. written

communlcatlon that you would leave to have typed .

and sent..
2. Write legibly.

3. The materials that are in your in-basket are

in no particular order. Major problems and minor
communications are mixed together in random order,

just as they wouid be in anY'in—baSket;
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APPENDIX E

DIRECTOR, FORENSIC SCIENCE LABORATORY
PROPOSED COUNSELING EXERCISE

INSTRUCTIONS

Bahkgxound;

| You are the director‘6f é.qﬁiﬁe‘laporatory éttached
to the RiVer City Police Department. Your laboratory
‘emp10ys’ ten  full-time criminalists,, two half—time»
criminélists, two half-time teéhnicians,~and two cler-
icai support people[v\You Were hired four months ago
f]from ~ "outside" the léboratory._“Shortlyj after you
began ydur new Jjob, the Pdlice Chief informed you
that Bruce McDonald, your'prede¢e536r as the laboratory>
director, fesigned under pressure. The primary reason
for hisvresignation (the "straw that broke the camel's
back" as the Chief put it) was McDonald's failure
on seQeral occasions to take direct ‘and immediate
disciplinary action when it was evident that it was
necessary.: Of particular coﬁcern to the Chief was
Criminalist Sara Chase, who had been discovered about
one year ago "dry labbing" a“particular/ examinatibn: ’
i.e., writing a _repoft without actually éxamining

the evidence. McDonald failed to discipline Ms. Chase
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Kbecauee, according to the Chief, the two-were ﬁexcep-
tionally close friends") until forced to by his super-
evisor, the Captain in charge of'thehTechnical Services
Bureau. By that tlme, and because‘;McDonald -had no
wrltten documentatlon of this matter,'or of any preViousv~'
problems with Ms. .Chase, the discipline consisted
’simply>'of‘ a letter of reprimand to be placed‘ in her
fiie._ | | |
: Now, four months later, you have just received
ha telephone call fronl Bob Jackson,_ a trespected iocal
rdefense attorney.~ He had employed a private consulting
criminalist; Dave Ingro, to 'ekamine' some - additional
’evidence from a homicide inveetigation and “testify
at‘the trial. Sara Chase was asked by the prosecuting‘
attorney-'to 'help‘ in preparing >his cr0ssfexamination
of the defense expert. KnoWing that 'Mr. Ingro ieft
hlS prlor ‘employment under very bltter c1rcumstances,
and that he had a great hatred for hlS former super-
- visor, she believes that the mere mentlon of his former
supervisor is a psfohologicalf"button" thatiwili cause
Mr. Ingro tov_start ranting and 1ose all oredibility 
in' front‘fof“bthe' jury. ~She decides to go ~ahead; and
suggest to the prosecuting attorney that he "punch
thlS button“ » , ‘
Bob Jackson feels that thlS actlon by’ Ms. Chase'

- is in v1olatlon of the crlmlnallsts code of ethics
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.énd informs. you that he vefy'>likéiy will institute
proCeedings with‘ ydur ‘prdfeSSional ;sociefy té charge'
her with viola#iéhs of the appropriate code sections.
Ydﬁvdécide to call Séra'Chasevin to YOur office
 to diséuss:thisxmaffer and_to ge£ her version of What'"
~héppened; You have a strong suspicion that you will

need to take some’quick action.

Time Limit:"‘You .have 15 minutes to outline your

>dpproach.‘ Expect Ms. Chase to be defensive and .

argumentative.
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APPENDIX F
DIRECTOR, FORENSIC SCIENCE LABORATORY
PROPOSED BUDGET PRESENTATION (ORAL)

INSTRUCTIONS

Background:

You are the director of a full-service crime
léboratory that is a separate divisioh ‘within the
Mojave Coﬁnty Sheriff's Department. The laboratory
: employs 18 full-time criminalists,: 5 full-time 1labor-
atéry, technicians and 4 clerical support persons.
Each of the division heads ‘has been asked to make
é. detailed  ora1 presentation to the'kSheriff- and his
executive staff. You‘;ﬂill be given a maximum of 20

"minutes.

Scenario: 7

It is another tight budget:.year! The Sheriff;
however, needs>to add 75 additional sworn and nonéworn‘
persons to - man a'hew-détehtion,center. You,'however,
feel that you absolutely need to have a 50% increase
- in your $850,000 annual bﬁdget to compensate for several
yeafs of insufficient fundihg.. You need new eqﬁipment

and, most impdrtantly, _you need. to remodel part of
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ﬁhe.ilaboratory, providé training for DNA analeis,
and purchasé the supplies and equipment fof the.‘DNA
progfam.'b Youbvwill  have twenty minutes  to ,pfepare,
your detailed budget 'présentation, | Préparé’vcaréfully
your arguments in‘favqr»of theFSO% ihcreasé yoﬁ fé§1'

you must have. -
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