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1. PURPOSE
The purpose of this policy is to establish a consistent, fair, documented, and development-focused process for evaluating employee performance.
The Department recognizes employee performance evaluation as an ongoing leadership responsibility rather than an isolated annual administrative requirement. The evaluation process is intended to:
· Clearly communicate performance expectations.
· Recognize positive performance and accomplishments.
· Identify opportunities for professional development.
· Address performance deficiencies in a timely manner.
· Establish measurable individual and organizational goals.
· Encourage meaningful communication between employees and supervisors.
· Provide employees with an opportunity to participate in their professional development.
· Maintain appropriate documentation of employee performance.
· Support accomplishment of the Department's mission, values, strategic objectives, and service expectations.
This approach reflects the research finding that performance evaluations can be used to document performance, establish goals, review expectations, improve performance, and create meaningful dialogue between supervisors and employees.
2. POLICY
It shall be the policy of the __________ Fire Department to conduct formal performance evaluations of employees at least annually.
The annual evaluation shall be supported by an ongoing performance-management process consisting of observation, documentation, coaching, feedback, goal setting, and employee participation throughout the evaluation period.
Supervisors shall not intentionally withhold significant performance concerns until the annual evaluation when those concerns could reasonably have been addressed earlier through coaching, counseling, training, or corrective action.
The annual evaluation should serve primarily as a summary of the evaluation period—not a surprise to the employee.
3. RESPONSIBILITIES
Fire Chief
The Fire Chief shall have overall responsibility for the Department's employee performance evaluation program and shall ensure the process is administered consistently throughout the organization.
The Fire Chief or designee shall periodically review the evaluation system to ensure that it continues to meet the needs of the Department.
Supervisors/Evaluators
Supervisors responsible for evaluating employees shall:
· Establish and communicate performance expectations.
· Observe employee performance throughout the evaluation period.
· Maintain appropriate documentation.
· Provide timely positive and corrective feedback.
· Conduct required performance discussions.
· Establish and monitor employee goals.
· Complete evaluations objectively and consistently.
· Provide employees with meaningful explanations of ratings.
· Identify appropriate professional-development opportunities.
· Avoid allowing personal relationships, isolated incidents, or evaluator bias to improperly influence ratings.
The research specifically identified evaluator training in observation, documentation, coaching, and avoiding bias as an important component of an effective evaluation system.
Employees
Employees are expected to actively participate in the evaluation process by:
· Understanding established performance expectations.
· Seeking clarification when expectations are unclear.
· Participating in performance discussions.
· Responding appropriately to coaching and feedback.
· Participating in establishing professional-development goals.
· Completing required self-assessments.
· Providing relevant information concerning accomplishments, training, projects, and professional development.
4. EVALUATION PERIOD
Each employee shall receive a formal performance evaluation at least once annually.
The Department may establish a common annual evaluation cycle or conduct evaluations based upon the employee's anniversary date.
Probationary employees may be evaluated more frequently in accordance with Department policy, collective bargaining agreements, civil service requirements, or applicable municipal policy.
The evaluation shall address performance occurring during the established evaluation period.
5. PERFORMANCE EXPECTATIONS
Employees shall be evaluated against established and communicated performance expectations appropriate to their position and responsibilities.
Evaluation criteria should be based, where applicable, upon:
· Job descriptions and assigned responsibilities.
· Department policies, procedures, rules, and regulations.
· Established competencies.
· Training and certification requirements.
· Department mission, values, goals, and strategic objectives.
· Position-specific performance expectations.
· Previously established individual performance and development goals.
Performance criteria should focus whenever possible upon observable behaviors, actions, results, and job-related performance, rather than vague personality traits.
The research identified the importance of clear purposes, observable behaviors, and attainable goals in effective performance appraisal systems.
6. PERFORMANCE DOCUMENTATION
Supervisors shall maintain appropriate documentation of employee performance throughout the evaluation period.
Documentation may include significant:
· Accomplishments.
· Training and professional development.
· Commendations or recognition.
· Projects and additional assignments.
· Demonstrated leadership.
· Successful achievement of established goals.
· Coaching or counseling.
· Performance deficiencies.
· Corrective actions.
· Observed improvements.
· Other job-related performance information relevant to the evaluation.
Documentation should identify, when appropriate, the date, circumstances, observed behavior or performance, expected performance, feedback provided, and any follow-up actions.
Performance documentation shall include both positive and deficient performance when applicable and should represent the entire evaluation period.
The research specifically supports maintaining performance logs documenting positive and negative performance throughout the evaluation period rather than relying primarily upon memory at the time of the annual review.
7. ONGOING PERFORMANCE FEEDBACK
Supervisors shall provide employees with feedback throughout the evaluation period.
Formal or structured performance discussions should occur at regular intervals established by the Department. Monthly, quarterly, or other scheduled intervals may be utilized depending upon organizational needs.
Performance discussions should address, as appropriate:
· Recent accomplishments.
· Positive performance.
· Current performance expectations.
· Progress toward established goals.
· Training and development needs.
· Performance concerns.
· Required corrective actions.
· Resources or assistance needed by the employee.
Significant deficiencies should be addressed when identified rather than being unnecessarily delayed until the annual evaluation.
The research found considerable support for frequent supervisor interaction and coaching, including scheduled periodic check-ins designed to reduce surprises during the formal evaluation.
8. GOAL SETTING
Individual goals shall be established as part of the performance evaluation process.
Whenever practical, goals should:
· Relate to the employee's duties or professional development.
· Support Department goals or organizational priorities.
· Be clearly defined.
· Be realistically attainable.
· Include measurable indicators of progress or completion.
· Include an expected completion date when appropriate.
Employees should participate in developing their goals.
Progress toward established goals shall be discussed during periodic performance discussions and formally reviewed during the annual evaluation.
The research recommends establishing realistic and attainable goals during the annual evaluation, with employee involvement and subsequent feedback used to monitor progress throughout the year.
9. EMPLOYEE SELF-ASSESSMENT
Prior to completion of the formal annual evaluation, employees shall be provided an opportunity to complete a self-assessment.
The self-assessment may address:
· Major accomplishments.
· Progress toward previously established goals.
· Strengths demonstrated during the evaluation period.
· Areas where additional development is desired.
· Training or educational accomplishments.
· Challenges encountered.
· Proposed professional-development goals.
· Resources or assistance requested from the Department.
The employee's self-assessment shall be considered by the evaluator but does not replace the supervisor's responsibility to independently evaluate employee performance.
The research recommends providing employees sufficient time before the annual evaluation to complete a self-assessment and specifically proposed approximately 30 days for this process.
10. ADDITIONAL PERFORMANCE INPUT
When appropriate and authorized by the Department, the evaluator may consider relevant job-related performance information from individuals who have directly observed the employee's work.
Potential sources may include:
· Other supervisors.
· Functional supervisors.
· Chief officers.
· Peers.
· Subordinates, when appropriate.
· Internal or external customers.
· The employee through self-assessment.
Additional feedback should be used to provide a more comprehensive understanding of employee performance and should not substitute for the evaluator's responsibility to verify information and make the final assessment.
The research identified supervisor, manager, customer, peer, and employee input as potential sources of performance information and found that multiple viewpoints can provide a more comprehensive picture of employee performance.
11. FORMAL ANNUAL EVALUATION
The evaluator shall complete the Department-approved performance evaluation form based upon the employee's performance during the entire evaluation period.
Ratings shall be supported by documented, job-related observations whenever practical.
Evaluators should avoid allowing a single positive or negative event to disproportionately influence the overall evaluation.
The written evaluation should identify:
· Areas of successful performance.
· Significant accomplishments.
· Employee strengths.
· Areas requiring improvement.
· Progress toward established goals.
· Training or development needs.
· Goals for the upcoming evaluation period.
· Specific actions necessary to improve deficient performance, when applicable.
12. PERFORMANCE EVALUATION MEETING
The supervisor shall conduct a face-to-face evaluation meeting with the employee.
The meeting should provide sufficient uninterrupted time for meaningful discussion.
The supervisor shall review the evaluation with the employee and provide the employee an opportunity to ask questions, provide additional information, discuss ratings, identify professional-development interests, and participate in establishing future goals.
The supervisor should clearly explain what constitutes successful performance and, when deficiencies exist, what specific improvement is expected.
13. PERFORMANCE IMPROVEMENT
When an employee does not meet established performance expectations, the supervisor shall clearly identify:
1. The performance deficiency.
2. The expected level of performance.
3. Actions necessary to achieve satisfactory performance.
4. Available training, coaching, or organizational resources.
5. A reasonable period for demonstrating improvement.
6. The method by which improvement will be evaluated.
7. Follow-up dates when appropriate.
Performance improvement efforts under this section do not replace disciplinary procedures when misconduct or other circumstances require formal disciplinary action.
14. EMPLOYEE COMMENTS AND ACKNOWLEDGMENT
Employees shall be provided an opportunity to submit written comments regarding their evaluation.
The employee's signature acknowledges receipt and review of the evaluation and does not necessarily indicate agreement with its contents.
An employee declining to sign the evaluation shall not prevent the evaluation from becoming part of the official evaluation record. The evaluator shall document the employee's refusal to sign.
15. EVALUATOR TRAINING
Personnel responsible for conducting performance evaluations shall receive training before independently evaluating employees.
Training should address:
· Observation techniques.
· Performance documentation.
· Establishing measurable expectations and goals.
· Providing positive and corrective feedback.
· Conducting evaluation meetings.
· Coaching employees.
· Identifying and reducing evaluator bias.
· Applying the Department's rating criteria consistently.
· Developing performance improvement strategies.
· Appropriate documentation practices.
Refresher training should occur periodically to promote consistency among evaluators.
This provision directly addresses one of the strongest findings in the research: only 30.2% of surveyed Ohio fire department respondents reported that their agencies formally trained evaluators, and the study concluded that ongoing evaluator training was necessary to maintain an effective evaluation process.
16. EVALUATOR BIAS AND CONSISTENCY
Evaluators shall make reasonable efforts to ensure evaluations are based upon documented job performance rather than personal preference or bias.
Evaluator training should address common rating errors, including:
· Recency bias.
· Halo or horns effect.
· Leniency or severity.
· Central tendency.
· Similarity or affinity bias.
· Personal conflict.
· Reliance upon isolated events.
· Inconsistent application of performance standards.
Supervisors shall evaluate performance based upon the entire evaluation period.
17. REVIEW OF EVALUATIONS
The Department may require evaluations to be reviewed by the evaluator's supervisor or Fire Chief before being finalized.
Administrative review is intended to promote consistency, completeness, appropriate documentation, and equitable application of Department performance standards.
Administrative review shall not be used simply to force predetermined ratings or rating distributions.
18. CONFIDENTIALITY AND RECORD RETENTION
Performance evaluations and supporting documentation shall be maintained in accordance with applicable Department policy, municipal policy, collective bargaining agreements, public-record requirements, records-retention schedules, and applicable law.
Access to evaluation records shall be limited to authorized personnel consistent with those requirements.
19. RELATIONSHIP TO DISCIPLINE
The performance evaluation process is intended primarily as an employee-development and performance-management system.
Nothing within this policy prevents the Department from immediately addressing misconduct, policy violations, safety concerns, or serious performance deficiencies through established counseling, corrective-action, or disciplinary procedures.
Supervisors shall not delay necessary corrective or disciplinary action solely because an annual evaluation is pending.
20. PERFORMANCE EVALUATION CYCLE
A practical Department cycle under this policy would be:
Beginning of Cycle → Establish Expectations and Goals → Ongoing Observation and Documentation → Regular Coaching/Feedback → Mid-Cycle Review → Continued Feedback and Documentation → Employee Self-Assessment → Supervisor Evaluation → Face-to-Face Annual Review → Establish New Goals → Begin Next Cycle
That cycle captures what I think is the central operational lesson from your research: the annual evaluation becomes the culmination of a year-long leadership process rather than an isolated form completed once a year. Your study ultimately recommends combining goal setting, structured feedback, self-assessment, 360-degree input, and evaluator training to create evaluations that are more objective, comprehensive, and development-oriented.
One change I made intentionally from the 2016 recommendations is that I would not mandate a full 360-degree evaluation for every employee in the model policy. Your research supports the value of multiple viewpoints, but for a policy intended to work across career, combination, and volunteer departments, I would authorize additional sources of input when appropriate rather than require a formal 360 process every year. That gives the department flexibility while preserving the research principle.
I would also recommend having the adopting municipality's HR director and legal/labor counsel review the final policy, particularly Sections 14, 18, and 19, for compatibility with its collective bargaining agreement, civil service rules, records-retention requirements, and disciplinary procedures.

