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INTRODUCTIOR
THE PROBLEM OF THE THESIS

The problem of this theeis ig to develop a rating
soale for professional foresters in the United States Forest
Service from a survey of the general field of rating scales.

At present all of the regular Civil Servics employees
in the FPorest Service, are rated once s year.l Although
there are between 400 and 500 such employees in the North
Paoific Region (Oregon end W&shimgtan),g the rating sosle
to be constructed will be designed to spply only to the
professional forssters. This includes junior foresters,
district rangers, foresters on the supervisors' staffe, and
foresters on the staffs of the regional foresters,

Unfortunately human efficiency has to be measured. It
can be most acourately messured in terms of physioal pro-
duction. For example, the best worker in & post hole dige-
T, Two slnmlliar rating forms are used, Forms 2200 &nd SEOL.

Porm 3201 is used for employees in the Professional and
Soientific Service and grades nine to twelve, inclusive,
of the Clerical, Administrative, and Fiscal Service.
Porm 3200 is used for the remsinder of the employees
which inoludes all employees in the Sub-professionsl
Service, Clerical-Mechanioal Service, Custodial Servioce,
end gredes one to eight, inclusive, of the Clericsal, Ad-
ministrative, and Piscal Bervice. Sample coples of
Forms 2200 and 3201 may be found in the appendix. See
Uﬁitsg Staﬁea Civil Service Qeﬁmiasieg, ﬁlasaifiaatﬁan
Statutes, Washington, U. 8. Government Pr ng 0ffice,
Form 2010, June 1938, p. 6-15.

2. Paine, P. L., Assistant in the Division of Personnel
Mans gement in the U, 8. Porest Service«~letter to the
writer dated Pebrusry &, 1939,
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ging gang is the one who diges the most post holes per day,
other things being equal. But usually there are no pro-
duction standards with which to rate the efficienoy of
foresters. The amount of service that & district ranger or
8 forest supervisor renders %o the public through coopers-
tion and education may be more important than the number of
mileg of trsil bullt per month, In this csse efficienoy
depends upon cooperation, initiative, leadership, ete., the
qualities which are phyaleally unmeasuradle at preasent.

It is felt that the tools used for social measurement
in the Forest Service are very much in need of improvement.
Teohnicians In the physicsel soience field messure distance
to an sccuracy of one millionth of an inch while messure~
ments to one thousandth of sn inch are comuonplace. At the

same tims the personal or so-oalled unmeassurable qualities

- of employees are crudely and unsclentiflically measured. It

is noteworthy when & supervisor, in the publiec service
field, ocan measure the value of his subordinates with sufs-
ficient ascurascy to plase them in the groups to which they
belong, when using a five class rating range.

Decislons relative to the maintenance of tools in &
modern repair shop are more scientificslly made than de=-
cisions vitelly saffecting human 1ife and happlneBE~=pro=
motions, demotions, transfers, eto.

After examining the rating sceale fleld it is planned
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in this thesis to develop a rating scale that will be
particularly applicable to the measuring of the service

value or total efficlency of foresters in the Unlted States

Foregt Service.
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A METHOD OF BRATING FORKST SFRVICE EMPLOYEE 3

A AN SO 0l AP, St A W A A o

CHAPTER I
STATEMENT OF THE RATING PROBLEM

After having employed an individusl for & glven job,
the problem of evaluasting this person's worth to the ore
ganization soon ariges. Is hig produoction satisfasctory?
Is he promotional meterial? How does he get slong with his
fellow employees? These questions, and others similsr in
nature, must be answered by those responsible for the
superviaion of personnel asotivities in suy argamixatian.3

Raeting soales are designed to measure reactions of
human beings %o humsn beings when employee wvelus cannot be
based on production.* Measured produstion ie inappliocable
in many cases and in most government positions.® However,
there are many humar reactions and characteristics of
employees, the measurement of which seems importsat o
menagement, for which there are no objective measures.®
Certain types of human qualities, of whieh initiative,

persistence, leadership, self-control, perspeative, and

Z. Clarke, Walter V., "Hating Employess™, Journal oFf
Personnel Researeh, V. 15, p. 100,

4. Laird, Donsld 4., The Peyehology of 8
De 1000' o R

be Peldmen, Herman, A Personnsl Program for the Fe&aral
Civil Sarviaa i roport by t ‘

tion Board, 1021.
6. Yoder, Dala, Personnel &nd Labor Relations, p. 24,
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appearance are falrly representative, may be quite impore
tant to successful performance in partioular positions.
Such traite oaunot be stated ip terms of itema per minute,
or some other guantitative unit, Wt they sare never~the-
less ilmportant in vooational yragnaaia¢?

Bmployees doing the same class of work differ in these
humsn quslities 83 well as in day~by-day performence®, and
these qualitles have an important besring on the evaluation
of services. Management {8 therefore interceted in thelr
pressnce or sbasence but "... thers are few 1f sny objsctive
standards ... avallable to provide a guantitative messure-
ment of these characteristies. It is necessary, therefore,
to rely on judgments and oplnions"?,

"Opinlon is frequently faulty. In more cases than
othexrwise 1t is formed secording to interest and preju-~
iloe." 0 1 daily omtects between supervisors and sube
ordinstes, personslity, conselonsly or unconsciously,
affects the supervisor's opilnion of each employee. Ve sre
all apt to be more gererous and lenient toward e person for
whom we antertsin high regerd or affection, &haief@re,
means peed to be made svallsble whereby those opinions may
7o Burti, Harold Rrnest, Principles of Bmploymernt PAyohole
£. ariaizl,'%Ziix E., a4 Loomis, Barl H., Personnel Prob-

lema, p. 186
2. Yoder, Dale, ops clt., p, £49.

10. Becti, Welter D111, Clothier, Robert C., and HMathewson,
Stanley B., P rsanne Mepagement, p. 101.
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be formed as fairly se possible., Without sueh means, snap
Judgment 1s apt te take the plsce of deliberate appraisal.
Personel likes snd dislikes are apt, unconseiounely, to lesd
to erroneous conslusions,

Burtt eays that men are constantly observing one ane
other aud from externsl behavior, inferring something re-
garding mentsl trsits. These opinions are of somewhat
dubious value, especislly in the form in whieh they sre
most frequently aveilsble--ususlly some glittering gener-
alities to the effect that he is & "good man®™ of & "poor
men®, or "does not take hold". Suoch terms are guite rele-
tive end mean redioslly different tnings to different 7
persons. Being & good msn in the estimation of one person
may be equivalent to me&iaarity‘ia the egtimation of ane
other. Mr. Burtt further expleins thet general impressions
of this sort are likewise apt to reflect prejndice, If the
reter hss had some voforturete experience with the indi=-
vidual in question-~for example, if he® has encountered some
single instance of careleseness, he is apt to ascribe the
bed impression of this incident to the individusl's entire
personslity., Hence it is desiryable to abstrset gomewhat
from these prejudices and general impressliona and obiain
the estimates in more solentific fashion.ll

The U. 5, Forest Service operantes, theoretioally sat

I1. Burtt, Harold Druest, op. olt.. p. BEb.
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least, on the principle of merit and if & merit system is
to operate within the service zs well as st its portals,
account must be taken of the efficlency of an employee's

Wﬁ!‘k(la

But 1t must be recogniszed that 1f we are to have
a merit system, the fact of merit must be sscertained by
gome means. If no depsndavle nids are available for this
purpose, the decision will rest upon the subjeetive and
often unreliable estimate of a single superior. Such estiw
mutes and Judgments are notoriously unreliable. is pointed
out by Samuel H. Ordway, Jr., and John ¢, Laffan, "Evidenoe
of the danger of error inherent in judgment rating i s
unlversal snd overwhelming".l®

Some method is needed that will afford a more uniform

method of expressing opinion regarding employees thut desls
less with general impressions or prejudice and more with
specifie traits. This can be smeccomplished to & certain
extent by rating the traits separately and comdining them
into 8 final rating.

Reting socsales or service ratinga14 have been wvarioualy
desoribed as "... merely a devise for keeping all of the
esgsential gqualities to be sonsidered before the rater,

which tends to produce more uniform, oconsistent, and compa=-

12, Wosher, Williem E. &od Xingsiey, d. Donald, pPabile
fergornel Administrotion, pe 427,

13. Ordway, Semuel He J¥., erd Leffan, John C., "Ap-
prouches to the Meusurement and Reward of Effective
Work of Individuval Government Employees", Fational
Hunlelpal Review, supplement, V. 24, 1935, p. 559.

14. See bottom page b.




rable judgments".l® It yields a resord of the reter's
subjective estimate of the person's ability or traita‘la
Or it might be thought of aes a systematiszed record of
opinion. 4 purpose is inferred when it is said that the
reting soale is & method of recording estimates of abilie
ties in a quantitetive and comparable way.lq

Mr. Arthur W. Kornhasuser says, "Rating scales are
simply convenient forms for securing more adequate personal
estimates of people that are obtasined by less formal
methods., The ratings are typleally estimates given periode
foally Dby exsoutives, supervisors, or teachers conscerning

the workers or students under them,"}®

14, Looording to J. B. Probst in his bBoOK, gervice Retin
p. 10, the term "service rating” is now preferred b
personnel administretors to its predescessor, "effi-
olency rating™. The new term ie more expressive and
broader in ite application. "A service reting", says

- Mr. Probst, "properly embrasses the factore of effi.
clenay, charaster, and conduct and sttempte to indicate
by mesns of & symbol, word, letter, or per cent, the
messuremsnt of an ompleyee:a value in relation to his
fellow workers."

15. Cleeton, Glen U,., and Mason, C. W., Executive Ability,
Its Discovery end Development, p. 51, ' '

16. Bingham, Walter Ven Dyke, and Freyd, Mex, Procedures
in Employment Psych Y, Ps 87 o

17. P T

16 Kornhsuser, Arthur W., "that Are Rating Scales Good
Fore", Journal of Personnel Research, Vol. ¥V, p. 189-
188. . '
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CHAPTER II
FURPOSES AND USES OF RATIRG BCALES

The most obvious purpose of any rating sgystem accord-
ing to Kornhauser is the securing of personal infommation
that will be useful to administrative officers engaged in
personnel sotivities,d In eddition, however, important
results sre asehieved by the rating process in the effeots
1t has on the people rated and on those doing the rating.
The educationel end inspirational effeots of rating systems
may, indeed, be as lmportant ss the obtaining of informew
tion about the individuals judged. Tead says that this is,
perhaps, its moat valuable uaa»g '

It is certainly true that these less obvious resulte
deserve careful counsiderstion. The procednre may also have
a8 distinot value in disseminating the personnel viewpoint
and in supplying date for personnel research. These
geveral points are briefly eketohed, as follows:

Alding Management.

Service rutings ere an ald to management and adminise
trative officers., The ratings furnish useful information
about charscteristios and abllities of employees. Atten-
tion is ealled to individusls who are excertionally strong
or exceptionslly weak in certain traits which, on the one

T. Kornhauser, ArLHur We, ODs OlLtas, Ds 10J=103.
2. Tead, ﬁrdway, Buman Nature and Management, p. 217.




hand, may indicate caeses of maladjustment where transfer
or special training is requisite, and, on the ofher hand,
serve to locate promotional material. 4lso, attention is
called to ocases where the person 18 reted markedly high or
low by particular raters. Purthermore, successive ratings
lead to a recognition of marked improvement or retrogres~
sion. This information makes possible better judgments in
edministrative decisions concerning the individual in
specific instances such as:

1. 7o differentiate between who ieg eand who is not to
pe promoted, or 1f conditions muke such sction necessary,
those who are to be demoted. Some method of periodiocslly
reporting upon the work of the employee is essential to
any sound promotion plen.® Mosher and Kingsley point out
that there is probably no more crucial test of the suocess
of the personnel progrem than the handling of yranations.*
With the poasible exoeption of policy determining posi-
tions the sole basis of promotion muzt be fitnese. In the
interest of service efficisnoy, no other poliocy ls de-
fensible. A48 one proceecds :ram the lower 10 the highar
gupervisory and executive potitionas, servioce ratings and
regords beoome increasingly important as & basis for pro=-
motion besause the only real test for administrative
3. Mosher, William E., and Xingsley, J. Douald, Fubllie

forsonnel Adminisgtration, p. 268.
4. bidc, P 265 '
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capuelty is performance ipn office, znd the only method of
estimating it is the personal opinion of those who know the
candidate. Mosher end Xingsley add, "But this does not
mean that all attenpts vt objectivity and the elimination
of personul bizs should be glven up. Rather, 1t wmesns sve-
taired efforts to perfect a record system and & servioce
rating soheme, whieh will reduce the influenco of irrele~
vant and undesirable factors to & minimumuﬁ However, even
the most fool-proof method of rating the efficlency of the

6 ag the

employee in his present Job is entirely inadeguate
sole criterion for promotion to & position involyving in-
creaged responsibilitiess Pagt efficlency must be con-
sidered e8 ut one faotor among many.

£+ To provide one basis for mking salery ircreases
within the soale of pay for & given olasse’

3. To determine the order of layoff and reemploye
ment ¥ |

4. Po ssoertein if s worker's wvalue ig lncreasing or
daoreaaimg;g

b. To discover employees who ought fo be traneferred
by ailding supervieors in distinguishlng strong snd weak

polnts in indlvidusls,

be. 1bid., D. £7&.
6. Ibid.
7. Probst, J. B.,
g, Ibid.
9. Ibid,
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6. To help the supervisors to determine the type of
training or development needed to incrsase the worth of
individuel employees. It acte as mn educational weapon in
enabling the personnel exeocutlve to discuss with the person
reted bis particular deficiencles sud the ways of overcoms
ing th@m.lg

7. To grant speocisl privileges.

te In meking wage sdjustmente, A busis ls provided
for agresment or intslligent aiaagraammnﬁsll

e For use in selection. The importent elements in
a particular position are emphasized, thus calling sttenw
tiou to the charscteristics needed in new employees,

Before leaving the discussion on how management is
served by service ratings 1t might be well to review the
attitude and actions of the U. S. Porest Service slong this
line. In auswer to & question involving the use of rating
goales in relation to salary ipcresses, salsry reduetions,
demo tions, snd dismisesle, & Forest Service officer stuted,
"We have 8 scale, based on individusl efficleney ratings,
whieh determines whether or not an employee s entitled to
promotion, demotlon, or dismissal”. The ragala&iana,la

specificully, are as follows;

10, Tend, OTAway, Ope Olba, Po FdTe

1l. watkins, Gordon 5., Labor Mansgement, p. 528.

1%, United States Civil Dervice Commisslou, Preperuiion of
Efficiency Ratings, pe 9=-10.
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"Rules for salary inoresses. The followe
ing rules are presoribed to establish ratings
which employees must attaln to be eliglible for
salary increases:

(1) "An employse attaining s final ratingl$
of 'Hxzeellent' or 'Very Good' is eli-
gible for & salary incerease within the
grade to which his position is allo-
cated if he ie not slready receiving
the maximum pay rate of his grade.

(2) "Au employee atteining a final rating
of 'Good' is eligible for 2 salary ine
crease up to, but pot beyond, the
aiddle salary rateld of $he grade to
whleh his position is allocsted, but
if he is alresady receiving & salary
higher than the middle rate of his
grade he ig not subject to a salary rew~
duetion on that scocount.

"Rules for eslary reductions, demotions, or
dlsmissales., The following rules are prescribed
to establish ratings whieh no employes may re-
ceive without being demoted to other duties or
reduced in salary, or both, or dismissed for ine
efficleacoy:

{1) "An employee whose final rating lg 'Un-
sastisfastory' will not be eontinued
longer in the work upon which he was en-
gaged during the period covered by the
rating, He will be assigned fto dutles
nore nearly commensurate with his abile
ity, in a lower classification grade,
and his compensation will be [ixed &t a
rate not in excess of the middle selary
rute for such grade., Should no suit~
able vaocancy bhe avallable in & lower
clagsification grade, he will be sepa~
rated from the service for ineffi-
clenay.

(2) "An employee whose final rating is

1%. Tnere are flve poesible final ratings: Axcellent, very
good, good, fair, and unsatisfactory.

14. Zaoh grade hes seveu salary vates. The f@arth salary
rate will be considered the middle salary.
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'Pair' and who is receiving & salary
above the middle salary rate of the
grede to whioh his position is ello-
cated will be demoted one salary step,
but if he is alrendy recelving &
sslary equael to or below such middle
galary rate, he 1B not subjeot to &
salary reduction on that account.”

A Forest Officer was asked; "After s service rating
indicates employee weaknesses, is any attempt mede to ald
the employee in remedying these weaknesses or in making
some adjustment?”.

His reply was, "Yes. When an employee begine to fall
down, his immediate superlor goes over the case with the
employee in an endsavor to determine what is wrong, and
devise methods of overcoming the sltuation. Sometimes this
means assignment of an employee to other lines of work. If
the employee is & misfit, the only eourse is removal."

Eduocating the Haters.

The making of these personal judgments hus & benew
ficial effect on the persons doing the rating. It ime
presses the executives and supervisors with the importance
of thinking of their employees not in general terms, mt
in terms of the pesrticular qualities which management ree
gords as importante. It impresses them with the inadequaoy
of Jjudgments whioh are vague, not specific. The procedure

brings prominently to the attention of supervisors snd

exeoutives, the lmportance of knowing their workers as
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individuals. Tt teaches esxeoutives to thivk of thelr
employees in & dellberste analytical manner; it leads them

| to avoid scap jn&gmant'lﬁ It serves to prevent some iso-
leted instance of good or bad performasnce from eoloring
waduly the executive's Judgment of the employes's general
worth. The nevessity of giving estimates or judguents on
personal charscteristics leads the rater fo a thoughtful
enalysis of the people rated and tends to make him more

alive to his opportunities and responsibilities in develop~

ing mnn.zﬁ

Burtt shows the educat ionsl value to the rater in the

following words ;17

Hanagement "... observes the man rated more
clogely if he is required cccasionally to rate him.
In asddition to arousing personal interest in the
man 1t leads the rater to observe him with re~
ference to different traits sud consider thenm
separately. The natural tendeney ls to devote
attentlon primerily to the man as a whole or to
gome outstanding aspect, It 1s easy to disllke
a mun's face and overlook his other good quaeli-
ties. The rating soale ealls attention to these
other qualities snd teaches onme to observe thenm
too. OUne may discover that after all the man
is rather skillful, ingenious, and ocooperntive.
On the other hand, the sesle may call attention
to tne man's laziness whioh had been previously
overghadowed by his affsbility. In this way
one's fiual opinion of the mun aud oue's whole
attitude towsrd him may be very appreciably
chenged, #Furthermore, this procedure keeps the
whole notion of pereonslity elive in the mind of
the executive."”

15, Saott, welter Dill; Glotnier, RODSTE G., G4 sothewson,
Stanley B., op. oite, pe 102, :

16+ Zorshauser, Arthur W., op. cit., ps 191,

17. Burtt, Harold Ernest, op. oit., p. 319,
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Stimulating snd Edvucating the Ratee.

The use of service records and ratings has both a
stimulating snd an eduoational effect on the persone who
are rated. The most important of all nonefinapecisl ine
centives 18 the opportunity for growth and the stimulus to
grow., Por a young person this often outranks any other
consideration. ¥ This takes two forms:

1. I& the individusl Lnows that his sbilities and
cheruoteristios are being studied snd recorded he im apt
to strive to meke & good impression. This msy encourage
& certain amount of pelf-anslysis and evelustion snd he
may seck to determzine his weekx polnte with & view to ime
provam@nt.lg He may also reslize thut the ratings have
souethicg to do with bils status iz the oconcerns This will
serve as additional motivetion and be an lnocentive to do
a8 effective work &8 he can.

2. ¥%hen and 11 the estimstes &re made kuown fo the
ratee~Y ne can gein some useful views of himselfs A worker
way be & grose offender with reepect to cooperstiveness or
18. Hosher, villiem B., and Kingsley, 9+ DoLold, OPe Gibs,
19. g&rii%'ﬁarclé Ernest, op., cit., p. 319,
20+ In the Porest Servicve "the head of eseh depsriment or

other proper sdministrative authority shkell, upon aom~
pletion of Efficlency Reting Porm Yo. 4B, notily ezch
employee under his jurilsdiction of his finsl effie
elercy retlig lo Teruw of ths sppropriste sdjective”.
The zd jective referred to iz one of the ﬁiva~~$§?01~

lent, vory good, good, fnir, or ureetlsfuctory.
2l. U, 8, Civil Bervice Commission, ope cit., p. 2.
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depeudadlliity and yet never bve awsre of the fset, There
may be Glstiunct ressons for his failure to progress, yet
hig reaction hus only been that he is not getting ahead
but he dcesn't xnow why. He may think thet the boss "has
it in for him". fThe materiasl is likely to make him do
some real thinking sbout himself and his posalbilities.
This self-anelysis in some cases will lsad %o seriouns con-
siderstion of soational aptitndes and plﬁﬁﬁaae It may also
sugegest the problem of developing a more offective person-
ality and lead to efforts towsrd improvemeznt in that 4i-
rection., Scott, Clothier, and Muthewson further explain
this last point as £011 ows 129

Yeeo it impels the emuloyee 10 exercisa
eonseious effort iz improving himsell inm thome
spealilo gualities deemed important by the
mansgeneut., Ths fog ound unseriaiuty which be-
clouds the mental processes of workers with
regsract to thelr status in thelr companies 13
often uot appsarent to the manugement. The
memberas 0f the management have 80 growa away
from the viawpoint and habit of thanght of
the workers down the line that they have fore
gotten the discoursgements, the grominga the
sense 2f futility whish so oftern assosil tham.
This «ind of discoursgement is largely the
produet of vneerteinty ss to whnt the menage-
ment axpeots of them and zs $0 the degree to
whioh ther sre #1fi1ling such axpectations.

"It is refreshing to observe the reus-
gurance with which am@l@&@&ﬁ reanct t0 such 8
nlan when 1t 18 properly installed. or the
first time they see in blask snd whita eer~

toatn svacifio anallitler the mmnezomernt vact

ore GLlEe, Ds 1074

EZ. Wor nouser, Artaur W.

¥

X3, Seott, Walter bill, Glﬁtnier, Robert C., and Hathews
son, Stanley B., mp‘ aits., pe 10R-3.
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them to possess. Direction is given to their
efforts for self-development. Their real ob-
jeotives appsar out of the mist.”

It discourages bluffings "e.. They Ob-
serve for the firet time & praotical instru-
ment whereby their strengths and fallings can
be knowm to the menagensnt..... dere we have &
distinet incentive. The employees know what
is expeoted of them. They know that management
ies cognigzant of the extent to which they do or
do not possess sueh qualitiess They are informe-
ed that the asppraissls sre periodic and they are
ptimnlated to improve their resords by oon~-
gelous self-cultivation.”

Advertising Personnel Hanagement.

The rating activities help to introduce, reenforce,
and keep slive, the personnel spirit, Specific personsl
devices sud records may hesome somewhat distasteful to
some executives. It ig therefore importent that a per-
suagive personnel spirit and an appreciation of personnel
objectives permeate the organization. The use of rating
soales helps significantly in these large aims becsuse the
rating soale conoerns everyone--those rated, those reting,
and those using the rating. It provides a natural and
useful link between personnel officers and other members
of the orgunisation, leading resdily to dlscuesions of the
use of rating sozles in dealing with people individually
and personally--thence to the whole personnel philosophy.
It is interesting to nots that the personnel system entered

the Army 1in 1919%4 by the rating scale route.

24. Kornheuser, ATthur We, OPs Glta, Pe 101.
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Furpishing Resesrch Material.

Rating results furnish useful material for personnel
regearch. Probleme of selection and turnover eontinually
call for ntudy of the'geraanal qualities wnich determine
success or failure. Ratlog scsles ald in ascertaining the
personal traits which differentiate good workers from poor
workers“® ana these can be ussd in checking the results of
seleotive tests and devices. Xornhauser adds, "Ratings
may likewise be valuable as & technique for studying ex
istence of ‘personality types', the interrelatedness of
traits, the influence of various factors in deternining

our estimates of people, and so aa"»zé

25. Ibid.
28, Iblé.
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CHAPTHER IIX
SPRCIAL ADVANTAGES OF RATIHG SCALES

The effects of rating systems whioch have been dis-
cussed are true in some degree of any procedure for obe
taining estimaetes of individuals® oharscteristics. Howe-
sver, the standardised rating scele is ordinarily bellieved
tu poessess certain speoial merits as compared with informal
and unstandardised personsl estimates. Some of the more
importznt points follow: |

Begquires Analgticel Judgment.

The rating scale is analytic; it calls for judgment
on a variety of distinet and defined character traits.t
These traiis have been carefully chosen as the essential
ones for the purpose., The analytic nature of the soale
prevents the rater's seeing only ome or two striking
characteristios and omitting others. It makes it easler
for the exeoutive to think of his subordinstes in specifie
terms. By these methods the executive appraises him in

one guality alone without, at the moment, comsidering him
in other qualities. He must stop and think instead of
using mersly his first off-hand opinion. It also tends to
keop him from letting & single general impressioa bring him

to specific strong snd weak points in the person rated.

1. Kornnauser, ArLhur We, Ops Olts, Ds 19Ze
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Thie may be summarized as resulting in:

1. Requliring the supervigors to give employees more
careful consideration, thus minimizing the effects of
personel likes snd dislikes.®

2, Helping the supervisors to distinguish strong and
wesk points in individusls 8o that bettsr adjusiments of
the personnel osn be made in eash organisa&ian.g

3. Giving & more detalled picture of the worth of
an enmployee as compared to others or ag compared with
former ratings;*

Makes Standerds Uniform.

The standards by which exsoutives and supervisors
judge their workers sre made uniform. One executive éées
not emphasize one set of qualities and another an entirely
different set of gualities &8s the personsl quslities the
company Oor concern considers important are set xbrth‘ﬁ

liakes Ratings Definite.

The ratinges are expliocit, unambiguous, and they are
recorded.® Thie means that the estimates oan be studied,
oompared, and checked over. The ratings ean be clearly

interpreted; they are not vagne statements whish can mean

2. Baridon, Felix B., end Loomis, Barl He, opes cit., Ds 167,

Se Ibidt, p. 187, .

4. Ibid.

Be Scott, Walter Dill, Clothier, Robert 0., and Methewson,
Starley B., pe 179,

6. Xornhauser, Axrthur W., ops olt., p. 192,
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almost anything thet one pleases to read into them. Also,
the rater is llkely to be more eareful when he regognizes
that inascurate rutings will refleet upon him.

Stendardizes Ratings.

The records are uniform and standardized. Hstimates
giver by different raters aid estimates made at different

times are directly comparable. These resords cau be

yeadily compiled and summorized for use.

The records of ratings are quantitaﬁive.? This wmakes
espeoially feasible the recording, combination, and sta-
tistiocal treatment of the data., Judgments of different
raters are easily compared with one another, everaged, or
checked agalnet independent faots concerning the psrsom
rated., Bad reting tendencies can be detected and, in some
measure, corrected. It is pomsible to apply campanaatiena!
when needed, for an exeoutive's inherent tendenecy to think
generously of his people on the one hand or to think of
them with exaoting severity on the other.®

It becomes possible to find out gquantitatively how
reliable and usuable the personsl ratings are. Arthur W.

Kornhauser, of the Unliversity of Onleago, adds:?

7o 1bid. T T | |

8. Scott, Walter Dill, Clothier, Robert C., and Mathewson,
st&hl@y Bo, QP » ﬂ‘itc. Pe 101=E.

¥« Korhnauser, Arthur W., op. eit., p« 182,
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"HMorsover, those rated can be dirsctly
compared with one snother and the relative
positlon of sach can be stated. This is to
be contrasted with the resulis from & non-
guantitutive plan of estinmntes. With the
ruting scale, such stateoments zs this are
made possible: 'In intelligence, this msn
is in the top ten per cent of his group,
asccording to the aversge rating of three
superiors’. Without the quantitutive sgale,
we would be able to say: 'One judge states
that the man {8 "ezceptionally slert azund
keen”, Another says he is & "brilliant
fellow", ete,’ The trouble is that we do
not &now how these various phrases are re-
lated to one another.”

Systematizes Ratings.

Ratings are made systematioslly aﬂd~perio&1¢&11y.la
They conduce to dellberate rather than hasty judgments.
Provision is made for definltely recording & series of
opinions which may be used as & check against snap judg-
msnt made under particularly irritating aircamstana&a.ll
Unless the employees are few in number, the administrative
officer without such alds is apt to overlook or forget
past incidents, faots, or pleces of work, which may have
an important bsaring upon the determination of relative
merits of the severzl employees under consideration for
promotion or other aajustmantswlg In other words, it
helps the executive bsse his judgment of subordinates not

upon some recent outstanding instance of good or poor per-

10, inid. ‘ ‘ -
11, Watkins, Gordon 8., op. olit., p. 328,
12, dayers, Lewis, The Podersl Service, p. 304.
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formence, but upon the character of his performesnce day-
in and d&y-autglﬁ

Where this is not the case, judgments are likely %o
| be too much oolored by some recent striking achievement
or faillure on the part of the person reated.

It periodieally brings to the attention of management
the gqualities possessed by ipdividual employees and the
degree in whioh esch is ilmproving his standing in those
qualities, It makes 1%t possible for thnose whose develop~
ment 18 rapld or whose abillity is unusual to be more read-
ily considered by masnsgement for a wage increase, promoe
tion, or essignment to work in which his superior guelities

can be utilizeda14

Simplifies the Rating Job.

Some rating scales are extremely essy to use.,rf At
least the rater does not huve to rack his brain for ade-
quate ndjeotives with which to desoribe a ratee nor to

hunt for something to say.

| 13. Scott, walter Dill, Glotnier, Robert C., and Methewson,
| Stanley B., ope. oit., ps 1789,

14, Ibid.

15. XKorvhauser, Arthur W., op. eit., p. 1l92.
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CHAPPER IV
DIFFICULTIRES INHPRWNT IN RATING SCALTS

As has been pointed out before, we are constantly,
consoiously or unconsciously, judging each other. Biue
end lack of uniformity in judging employees throughout an
orgenizaetlion often oreeps into raters’ judgments, Some of
the more important difficulties in the way of exeountives
Judging their subordinates with justioce will now be conw
sidered.

§&10¢

The fundamental weakness of service ratings, accord.
ing to Leonard D. White, Professor of Political Seience in
the University of Chicago, is that too little is known of
the humen traits which are conducive to efflclenoy in given
lines of work. 48 & result there has been a resort to
vague and comprehensive terms such as oharacier and co=
operativeness which in effect mesan very little when put at
work in concrete situations. It ls difficult to set &
measurement upon the degree of character & person possesgés
es8, or the degres of oooperstivensss whioh he demonstrated
with others., It ies difficult to think of & person in terms
of one specific guality without letting our opinion of him
in other qualitles eolor our judgment of him in that gquale

1%301

1. See bottom poge SZe
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For example, if an employee is obviously industrious
and turns out great quantities of work, we may unoonsciouse
1y be led to think of him as possesaing initiative in high
degree when a careful enalysis of the facte mey revesl that
he is entirely lacklng in this important quality.

Thorndike has discussed this tendenoy under the title
of "halo". Yoder stresses it by saylng, "This is by sll
odds the most common deflolenoy in ratings”. He adds that
an individual appesars superior, inferior, or average, in
& general way, snd all individual gqualities tend to be
rated at that level. If the rster regerds the rates ss a
"poor man™, he rates him low on all aaunts% Or, an ex-
traordinarily high rating on some one trait may shed sueh
& luster over the other qualities as to ralse the rating
on them to an unwarranted degree.

£oor Ssmpling.

The ssumpling le often poor. General opinions are in
meny eases based upon sn isolated instance in an employee's
experience. Any spectacular instance of good or [0OT porw
formance often prejudices the superior in favor of the
employes or against him, &8 the case may be, to a dlepro-
portionate éegrae.4
T. Wnite, Leouard D., Introduction to fhe Study of Pabiie

Administretion, p. 495. |
2o

3« Yoder, Dale, op. oit., p. 274.
4. Scott, Walter Dill, Clotnuier, Robert C., and Mathewson,
Stanley B., op. oit., p. 175.
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A minor error msy, in & partieular instence, prove
espeoielly irritating and costly, regardless of the faot
that the worker who committed the error may not have com-
mitted & similay error in a "blue moon®™ and probebly will
not commit snother in an equally indefinite period of time,
but it is probable thet the single error will cost him
dearly in reputation for acocuraey in the jJjudgment of his
superior, Again, sn employee who never had an ldea before
in his life may stumble upon a suggestion which finds
favor with the bosa; it is probable that this isolated
inoident will boost his stock in his superior's judgment
far more than the everyday feots warrant.

Superficlal Judgmentg.

Insufficient time and study may be devoted to the
rating process. The average exeoutive 1& working under
pressure. He haes to get his work out. He has no time,
80 he thinks, to spend in refinement of judgment. He is
inelined to decide that a worker is good or no good by
production or promptness with which reports are pubmitted
alone;s He is disinoclined to take the time to determine
why the worker is meking good or why he 1is failing to do
80. He falls fto get soquainted with the men he ls rating
or fails to analyze end report carefully and accurstely

what he does know about hiw.s

B, 1bid, "
6. White, Leonard D., ope cit., p. 31lé.
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Favoritism.

Everyone 1s influenced anaanaaioualy by his likes and
dislikes., To get the rster to take an impartial, objective
attitude toward the tesk and toward employees is & 4iffl.
oult undertaking.’ Biased ratings, due to conselous prej-
vdice or partislity, are provably far less frequent than
unintentional blas, traceable fo some amisble quality in
the employee, good appesarsnce, taot, ete., or to a brusque
manner, unpleagant voice, or other socially irritating
trait.

A8 8 rule, 80 long &8 the behavior of the ratee, in
its many aspects such &8 mennerisma, clothes, work, hubits,
ets., 18 1n line with or agrees with the plessant experi-
ence of the rater, a favorable reting may be expeoted.

But when & rutee’s behavior reminde the rater of unplessant
experiences, either remembered or forgottem, the rating is
apt to pe 1ow,®
High and Low Raters.

Some raters are severe while others are lasnient. One
exescutive doee not think in the same terms as another. aae‘
may be generous and liberal in his judgments; enother may

be severe and exseting. Even if they think alike, one may

7. Kingebury, Forrest h., "Analyzing Halings and TTeining

- Raters", Journal of Personnel Researoch, V. 1, p. 377=383.

8+ Dashiell, Jonn Prederick, Fundamentals of Objeotive
?8301’101%2, Pe 179, v o
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express his judgment in lenient terms; snd the other ma
express his less generously.

Again, one uway lay special emphasis on ons guality,
such a8 industry; another may lay speclal lmportance upon
apother such as eooperativeness; the third may lay special
importance upon snother, such as neatness.

Soott, Clothier, and Mathewson say, "Obviously, it 1is
difficult without the proper instruments to insure that
the employeea throughout an organigation, working under
many di fferent exeoutives, will be judged uniformly. Be-
cause this ls true, an element of injustioce enters whish
tends to defest the purposes of mansgement and is unfair
to the employees and fo the executives who are being
judged»g
Diserimination Overlosded.

The power of discriminetion is often ovarloaded,
Raters cannot be expected to distinguish beiween more than
five degrees of qualityﬁlg Often this 1s oomplicated by
expecting raters to judge & rutes on several traite af
once. For example & rater may be expected to judge the
quality of initiative. At first glance 1t may appesr that
the rater is evsluating only one trait when in reallty

initistive includes intelligence, dependabllity, and

10 Yoder, Dale, ops Gits, De EGbe
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anargy,ll making the task a very diffioult undertaking.
Probst says that one of the prineipal defects inherent
in the rating snd reporting systems of the past ls in re~
quiring the rater to analysze, compere, and evalustie &
number of individual qualities at the same time,i®

Length of Acquaintance.

Judgments are affeoted by the length of asquaintance.
If the length of asequaintance has been long the rater is
apt to give too favorsole an estimate due to uneconseious
identifioetion of the older subordinates with himeelf,
hesitation to oconsede that his long influence has not ime
proved them, snd adaptation to their wesk peinta;lg
Laird saye, "... the longer asequainted one is with the
person he is recommending the poorer his estimates are”.
On the other hand he points out that the raters shounld be
well acquainted with those they sre r&tiﬂgglé

Also, first impressione based upon general impressions
are notorionsly unrelisble. When raters judge employees
or prospeotive employees on the bapis of first impressions
there is little agreement between the opinlons of different
raters or between the initisl opinions and judigments muade

after a reasonable period of aoquaintance., Thia unrelia~

11 Heyers, Herry, Human ,‘fihearfn‘, Pe S05e

12, Probst, J. B., op. o

P«
13. L&ir& 30}3&1& &&, 0P« (ﬁstg, P 154!
14, Ibid.. p. 195.
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billty of first impressions is largely & result of asso-
clations with pesuliarities of gait, posture, clothes, and
expression which may develop & tendency to react favorably
or unfavorubly to these stimuli. Care must be tuken to see
that inaccurate initial opinions are not allowed to become
185

permanent .

Poor Reter Instructions.

A rater may laok proper trainlug and experisnce.
Often the person making the rating scale forgets that few
executives have had trelning and preotice in snalyzing and
thinking out specific aspects of personality and performe
ance. He will assume too much skill on their part and
fail to provide suffioiently explieit ingtrustione. ® It
is also possible %o fall into the opposite error ani de~
soribe qualities and methode at such detslled length thst
the ordinarily intelligent rater is annoyed by the verbog-~
1ty of the instructions and falle to study them earsfully:

Pgsudo-Sciences.

Pageudo-saiences are conpldered false dosctrines.
Opinions may be based upon pssudo-sciences that have little
or no basis in faet and have been sclentifieally disoreds
ited. Judging & person's oharacter by the shape of his
IB. Laird, Donald &., Ops Git., D. 104-8; Viteles, Morrise

S., Inﬁuatrlal Paychology, P« 171-B.
16, Kingabury orrest 4., Op. cit., p. 379,
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head or by his facisl or physical features can accurately
be called & method of fortune telling. Blonds do not con-
form to the so~onlled normsl blond traltis such as dynamie,
driving, domineering, impstient, changeable, variety~
loviang, ets. Red heired people do not elweys have bad
tempers. Handwriting is a very poor indicstor of character
traits. Nelther do other physical charasteristics indicats
special character treits, Viteles says, “"When submitted
to examinetion under experimental sonditiona none of the

oharacter anslysis systems has withstood the test™ 17

I7. Vitelor, Horris 8., ops 0if., p. 191-9. d&ee also Laird,
Donald A., ope cit., p. 109«38; and Dashiell, John
Frederiok, ope oit,, D« 144~D5s
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CHAPTER V
BATING SCALE CRITHRIA

Rating scales are messuring Instruments. They may be

vseful, useless, or even detrimental. What distinguishes
the useful rating scale? How is it ldentified? OSome oome
monly accepted "earmarks™ of & good rating seale are
simpliolty, brevity, convenlence, clesrness of directions,
time required for completing the rating, agreesableness of
the rating tesk, universality of the soale, and eame of

acoringcl

However, the above points fuil to insure the effi-
clenoy of s« rating sesle. It ls commonplace to have rating
soales appear in popular msgasines and Sunday newspapers
which olaim to "rate your husband” or "wife", ete., which
possess all of the above “oarmsrks“ of good rating soales
but which still fail ss an accurate measuring inatrument.

Rating scesles must also objestively, consistently, and
dependably meusurse what they are supposed to mesgure «&
Selentifilc methods of cheoking these points have been dew
veloped, These will Ds discussed under the heudinge:
objestivity, reliability, and validity. |

Objectivity.

Cbjectivity in rating sosles 18 defined ss freedom

1. Bingham, Walter Van Dyke, end Prayd, Wex, Ope Clts, Ds
1Z8.
£+ Viteles, Horris S., op. olt., ps 201,
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from personal opinion. To be objective, 4l fierent umers
of equal ability must be able to apply & reliable rating
soale to the same men snd get the same yesults providing
the raters are equally well soguainted with the retee.d
Also to be perfectly objsotive the same rater or different
raters must score the sozle in an ildenticel msuner today
or & month hence.®

Por iustence & palr of sezles are highly objeotive
bocause different observers agree closely ae to the weight
of an article at any given time. ﬂéthada of ststistically
testing objeetivity In rating scales follow:

1. Compare the scores of different raters on the same
person. The different raters should agree closely pro-
viding they know the rutee equelly well. However, the men
to be ruted may not exhibit the same bhehzvior while in cons
tact with the different ruters due to different situations
snd differences in the ruafers. Therefore it is diffiocult
to find two raters who huve sampled identicsal ratee be-
havior and know the ratee well enough to rate him. VWhen
the raters are not Jjudging the same thing 1t 1s no longer
8 tesl of ruting scale objectivity wut evidence of relia-

bility. Por tinle reason this method of testing rating

Z. See Bingnam, walter ven Dyxe, end Breyd, WAX, Ops Olbe,
Pe 133; Lalrd, Donald A., op. ¢lte., P« 834
4. Bossing, Helson L., Prozrespive Hethods of Teaching in

Secondary Schools, pe. 64l.
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scales i3 usually olasasified us & test of raliability.ﬁ
2. Compare the total scores given &t different times.
on the saus set of ratings by one scorsr. Or cowpsre the
rasults by il fferent aaarérs on the sane set of ratings.
Practicaslly perfeot agreement should be expected in esch
cuse as 4 ateucll le uscally used in scoring.

Reliabiliity.

Reliasbllity of rating scales is defined as the cone
sistency with which the sosle guazes thée adbility of those
rated.® Another definition 1s the degree of acourssy with
which the scale me&sures whatever it measures.’ For ex-
ample, & palr of scales are relliable becsuse under the ssme
weight they consiatently register the same amount.

Korahauser, of the University of Chiesgo, csutions
blanket accsptance of low relisbility coefficlents as
avidence that the soale 18 unreliable. He pointa out,
"Praits lixe ludustry, sesuracy, ccoperativecess, and ine
itiative are not necessarily permunent traite which sppear
urder all cireumstsnces and in all individusls' setivi-
ties". He addis that dizagreements between ratings of the

ratee may indloete that the ratee is different under difw

5. 580 BUTEG, LATOLA FTOBBL, Obs Olbse, De 24B-553; &nd
Paterson, Donald G., "The Scott Company Grephic Rating
Soale”, Journsl of Personnel Research, Vol. 1, p. 361~
$76,

6. YGdQT‘ Mle, QD « Qit., Pe £69.

7. Bossing, Helson L., Op. cite, pe 644,
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ferent ciroumstances--not that rsters are wrong in their
estim&taaps

Methods of testing for reliability f@llaw,g with the
two moet common listed first.

l. BRe-rate the individusls after a short interwval,
an interval sufficlently brief so that the ratee cannot
have changed greatly. ZRaoh rater's paired ratings shoald
then be compared statistically to discover whether or not
they are oonsistent., (Yoder aayalg that a coefficlent of
correlation of .75 is8 needed,)

Z. Compare & ratee's standinge on the first half of
the soale with his standing on the second half of the soale
or his standing on the odd numbered gquestions with hlias
standing on the even questions. This is often called the
8plit«half method.

3. Compare rstings on the same men by different
3ndges.1l If there 18 olose agreement betwsen ratings on
the same men by different raters, who sre equally pro-
ficient, it is evidenoe that the rating seale i8 relismble.

However, it is reoommended that one of the two methods

8. Xoruhauser, Arthur W., "Hellability of Average Batings",
Jonrnal of Persomnel Researeh, Vol. 5, p. 309<17,

9. Sae Yoder, Dals, op. oit., p. 269-70; Laird, Doneld A.,
Ope cit., pe 33 Burtt, Harold E., ope olt., pe 345-53;
Waltera, J. B., & li-d,.arsonne~ Administration,
pe. 175; and G&rretti Henry E. op. 0it., ps S11l«Z4,

10. Yoder, }}ala, O Qi’tt, ps 270,
1l. See Burtt, Harold, op. cit., p. 348; and Paterson,
Doniald G-, 0P » Gito‘ P 67,
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slresdy mentioned be tried flrst.l®

4. Examine a distribution curve of the rating scores
assigned by & reter and see whether the distribution is
normel. This method assumea that the dietribution of ao-
csurate messures of any sbility im & sampling of the general
population takes the form of the normal probability ourve.
However, the results are only an approximetion as the men
rated may not be & representative ssmple of the general
population,t®

5. Compare the theoretiocsl mean and medien with the
sctual average mean snd median. This slpo assumes & normal
distribution and is subjesct to the same inaccurscies that
were pointed out in the last paragraph. Small groups are
not expected to produce normal avsragea oy normal distribue
tions. 14

6. Examine the distribution spresd to see if sufflie
cient disorimination is allowed to distinguish between one

men's ability and another's.l®

Validity of rating scales 1s defined as the fidelity

with which the sesle measures what 1t 1s intended to

1%, Ciinton, H, J., in & oonvarsetlon with the writer,
April 18, 1939, ,

13. See Burtt, Harold E., op. olt., p 345; &nd Binghsn,
Walter V., and Freyd, Max, op. olt., p. 1334,

14. Pl‘@bﬁt, Je 3., QP Qiﬁ:, P 44,

16. Bingham, Walter Van Dyke, and Frevd, Max, op. oit.,
pe 134, ' ‘
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me&sura.la If the ratings are valid, the man who is rated
A 8nd the man who is rated E must be in faot A snd E men.t?

A measuring devise may be reliable, that is, agree
closely with itself, but still be laoking In wvalidlity. A4
palr of scales may indicate consistently that a man welghs
165 pounds but 1f ho really only weigha 160 pounds, the
waight indicatsd is wrong and the scalas are lnvalld.

Valildity is the very essence of the rating plan, yet
it is the most difficult factor to prove. The most oommon
method of cheoking the rating soale 18 to compare the
ratings with some eriterion of sucoess. However, Burtt
gays that it is often impossible to obtain an ascurate pro-
duction oriterion of sucaess with whiah to ocompare the rate
ing scale resulte.® Metnods of chaoking validity follow.

1. Compare or correlate the ratings with some ob-
jective messure of suceess such as freedom from errors for
a typist or cords of wood cut for a wood outter.

2. Compare the group's rating with other sriferia
consisting of a sonsensus of opinlon, based upon the best
available independent estimstes, of the euccess of the
employees, The independent judgments are often in the form
of clessifications into rank orders..’

3. Compare ratings with test scores. BRatings on

16, Bossing, Nelson K., Ops OLlt., Ps 641,
17. Pr@b&t, Je BQ' 0P« Gitc. Pe H2s

18. Burtt, Harold E., op. elt., p. 353,
19, Probst, J. Bt, ops ¢it., p. B2
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intelligence might be compared with intellligence test
goores,0

4. Correlate the standings of unrelated abilities as
shown by a rating. If the correlation between appearance
and intelligence is high it may indicate low validity.

This method i1s used in determining the Influence of hele.®t

5. Heve o friend of the rates ldentify him from &
set of ratirge. The souale whioh yields fhe most easily
ldentified ratinge is best,28

8. Obtain the judgments of sompetent persons as %o
the validity of the rating scale.td

7. Compere the qualities or traits covered in the
rating scale with the accepied qualitles needed for sucocess
in thut fleld. If the scale ineludes the quslities in
thelr true relationship as agreed by authorities it may be
s8aid 1o be high in valldity. |

The tusk of evaluating rating scales le exceedingly
complex., There are intaugivle snd unmessured effects of
ratings which are not appraised statistioslly. These in-
clude sush thinge as the effects on morsle or the growth
of personnel spirit among raters. Xornhauser states,

"Pechnicel statistiesl studies alone ean never give 8 final

20. Binghem, walter Ven Dyke, and Freyd, MEX, ODs 61%.,
Pe 132,

21. Ibld-' e 154,

BE o Ibid., P 126.

23,
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judgment as to the value of the effects produced by rating

b5
gcales". 4

Z&. Kornhauser, Arthur W., "What Are Roting ooales G4o0od
Pore"™, Journal of Personnel Remearch, Vol. 6, p. 193,
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CHAPTER VI
REACTIONS TO RATING S3CALES

Although the common purpose of all rating soales is
to obtain more systemstic end soccurate avaluatiaaa,l 80
much difficulty hes been experisnced in securing ascurate
ratings that meny personnel managers despelr of their use=
fulness .” They have preferred to trust the judgment of
superior officialas. "On the other hend, it is pointed out
that theses officiale must use some kind of s standsrd in
evaluating the usefulness of the subordinates, snd that
every effort should be made to eliminate irrelevent items
from thelir Jjudgment and to objeatify mo far as possible
their conolusions™, sccording to lLeonard D. White, Profes-
gor of Political Science at the University of Ghiaaga¢3

Dale Yoder, ¥rofessor of Boomomics snd Industriel Ree
lations at the University of Minnesota, says, *Xt is prob«
sble that no personnel practice is more castantly utilised
and at the same time more generally unsatisfactory then
service rating. Manegement everywhere, both in large conw
cerns and in small, looks to ratings ag an importent tool,
and almost everywhere, when ratinge are carefully analyszed,

they are found to be highly questionable in validity.”

i. %t}{iﬂﬁ, Q’Graon_'g., Ope 61%s, Pe 326,
Ze White, Leonard D., ope. oit., p« 312,
3. Ibid.

4. Yoder, Dale, op. cit., pe. 248.




Uhite states tlhet the feellug remsins widespread,
"ees that pervice ratings are not a fair reflection of the
real usefulness ol the employee whioh is alleged to be far
to0o subtle & thing to be caught within the four corners of
eny fovymal rating" 5

Iz 1981 C. W. Resd, at that time a member of the
Californle Commission, anncunced thet he hed studled effie
clency regords in Chicsgo, New York, znd Vashington, sud
hed found them nowhere & success. He also addod that he
saw no futurs for themed

"Hr. ¥illiam C. Beyer, Direotor of the Bureeu of
Munleipal Researel. of Philsdelphia, wrote of servies rating
systems that 'none Bo far hes stood the test of time; all
except the moct recent experiments, which have not veen in
cperatisu long envugh to be Jjudged, have proved disappolinte
manta'.“v

Mro Lucius Wilmerding, Jr., 4Assistant to {the Director
of Beseurch at the Commlssion of Inguiry on Public Service
Cersonnal, concluded, "Notwithstanding the seening sclene
tifle acouracy of efficiency~-rating systems, none of them
has proved successful ir pructice".b
g““@hita Teon&erd Ve, ODs cit., Yo BL7e
64 reﬁﬁgetiahs Commonwealth Olub of Califorunis (1952*33),
7 %&sgg;' Willien B., and Xingsley, J. Donuld, op. elt.,

p. 46,
Ye Wilmerding, Luclus, Jr., Goyeruument n¥ Merit. Commission

o Inguiry of Publie Seyvice Yersoun Hew York, 1988),
Do 169.
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Despite these pessimisiic observutions, s {he Jormer
Buresu of Public Persannel Administration pointsd out, the
problem is one "which simply will noi down either in the
public seyvice or in large comuercisl eaﬁabliehmeﬁts".g
kosher aud Kingsley point out, "The reason for this is that
in oue way or another enployees sre bveing rated end must be
rated from time to time in the ordinary conduct of business.
Roting ie, therefore, & pructicel &nd basic problem”. They
add tiut ite solution precents & problem of the first mage
nitude,1

In answer to the guestion, "If reting systems do not
have & methematioul preoision and are largely records of
persoral opinlon, why use them?", Watkine veplied, "Beocause
in the finel sualysie modern lndustry and business rest
upon subjestive personal judgments. The succeses{iul ex~
ecutives are thoee whose personal opinions produce valuable
resulis. DBut best results are obtained when personal judge
ments are supplemsntal by the more objective evidences such
a8 recorda of atteadance, performance, and cooperativeness.
Despite thelr obvious shorteomings, rating systems have
narked sdvantages.":l

Binghau, Director, Perscnnel Resesrch Federation, and

9. What's Wroag with Service [Blfloiensy) Hatlnget Pubile
Personnel Studies, Vol., 7, 1929, p. 16.
10+ Mosher, Willisi B., ond Xiugsley, J. Donald, ope oit.,
Pe 429,
11. vwatsius, Gordon S., op. 0ibe, ps 3274
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Freyd, Resesrch iLssoolste, Persornnel Ressarch Federation
state, "The records {serviee records) represent subjective
impressions and do not have the objectivity und relisbillity
of test socres and other more agcurste measures of abllle
tles. Levertheless, they are an improvemeni over unsystems=
stlic judgments.":®

The opinion of Tead and lietoalf is, "The fact that the
teehnique oi rating is 8till highly experimentsal does not
alter the faot thet sny ocoonseientious and expllcit effort
to state and measure relatively the desirable and undesire
able qualities in & supervisor can almost certalanly bring
to light defioclencies, errors in judgment, prejudices,
limitetions of capacity, that formerly were unsuspeeted and
in consequence left undisturbed”.lZ

Although rating methods have been subjected to oritie
ciam und meny of them thrown iuto the discard, 1t can
herdly be denied that significant progress has beea nade
and, surely, if the alternative is toc fall back on the
untramaeled opinlons of "humen, all-too-human” supervisors
and exesutives, it is batter to utilize even imparfect in-
strument and seek to improve it,.

4#nite holds out & stroag lncentive when he ssys, "The

1z Em%?am, Walter ven Dyxe, and Freyd, Max, Ops Glts,
P e

13. Tead, Ordway, and Metosulf, Henry C., Personnel Adminise
tration--Its Principles end Practice, De 16D«

14, wosber, William B., @00 Kil0gBLey, Je Deﬂ&l& ops 01%.,
re 438,
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invalusble aid waleh a sound service rating could reuder,
dlrectly or indireetly, %o nesrly all phsses of personnel
managenent lumpels constant eflforts to construct better
systems thau have yet beeu made avallable".lB

Hosher snd Xingsley summarize the situation with,
"It 18 frunkly recognized that rating systems sre rather
crude and ilmperfect meaus of estimating aad recording
abilitles and habits of work. But since they sre petter
than soattering and incomparable judgments of individusl
executives, the personnel diviesion should sccept the chal-
lenge of the situation snd seek o provide more and more

sdequate aud useful instruments,"1

5. White, Leonard D., Ops Gite, Ds B10.
16, anher willlawm B., and Kingsley, J. Donsld, ope. ait.,
D» ‘i%t
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CHAPTER VII
EARLY RATING METHODS AND DEVELOPMENT

Early 1n the ninetesnth century Robert Owen installed
& rating system in the New Lanark Cotton Mills in Scotland.
This was one of the first rating devices and it ecnsisteﬁ’
of *ohﬁrﬁcter-baoks“ ard charscter "blocks™. Taokh operstor
had & square block of wood ylaaa& by the side of his mae |
cnine or bench. The four sides of this bloek were painted
black, blue, yellow, and white respectively. The black
stood for bad conduct; blue, indifferent; yellow, good; snd
white, excellent. Xack morning the foremen would arrange
the block according to thse conduet of the employes on the
previous day. The results were recorded in the sharzctere
book, which wae slways consvited upon promotion. It was
possible for Mr. Owen to tell at sight the conduct of eseh
operator by these "silent mentors" ss he ocslled them &8 he
passed through the shops;l

Early literature of sclentific management recognized
but did not develop the ides of rating employees. Teylor,
in 1896, wrote with reference to the Midvale Steels Works,
"A careful record has besn kept of esch man's good points
a8 well ag hile shortcomlings, and one of the principal
duties of each foremesn was to meke this ocareful study of

his men so that substantisl justiee oan be done to each”.®

1. Yoder, Dele, Ops Glbe, Do 2D0; &nd WolGerS, Je Be, ODs
eite, P 48-43,
2+ White, Leonard D., op. c¢it., p. 312,
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The principle that promotions should be mede only upon
satisfactory evidence of efficiency was proposed im 1906 -
by ¥. H. Hitchcock, Pirst Assistant Postmaster General. He
paid, "To avoid say injustice in reporting efficlency the
records should be ag definite in nature as conditions will
permit™, The system was Instslled in all city delivery
poet offices by 1509, and provided for ratings of alerks
and carriers as to speed and accurscy, conduct, attendance,
end mowledge. Xnowledge was mensured by examnination while
the "best man" was used &z the standard for the other
itema.3 | |

The Vorld ¥ar served ae a grest impetus to the use of
rating scales and Walter Dill Scott developed the Han-to-
Nen comparison soeale for use in the United 3tates Army.
Since that time mary sosles have been developed. 4 wide
variety of schemes have been propouvnded and experimented
withs These ropge from a simple method where numerlcal
percentuges of letter (A to F) are sssigned on a kind of
over~all basis to the grading of dozene of traits and hew
haviors, all of which may be combined into & single score
by an elaborate formula for welghting purposes. The first
is too simple &and invites so msny inoconsistencles as be-
tween inaificuals grading the sume employee that 1t has

been thoroughly didared*t@é.4 On the other hand, the

go Ib}.&o, Pe 33—@& k k
4. grghat J« Be, (ﬁorawnr& by Pred ?eifor&}, ope 0lte, Po
s> 2}
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latter may be 80 complex, obgeurs, and difficult to handle
that 1t falls of its own weight. Within the range set by
these two extremes may be mentioned the following: cheock-
list rating ecale, numerical rsting scale, slphabetical
rating soale, adjective rating sosle, desoriptive rating
scale, multiple step rating sosle, linear rating soale,
order of merit scale, Scott Man~to-Man Rating Scale,
graphiec rating scale, Probst Service Rating BSesle, and the
Service Rating Porum used in the Porest Bervioce.

Considerable progress has been made since the days of
the sohool-grading schemes appliied on an over-all basis.
This progress hae been particularly marked by, first, the
utilising of specific desirable traits in different classea
of workers, from lasborers to executives; second, objeotify-
ing the terms used in desoribing these traits, as, for
example, the trait of leadership: "oapable and forceful
leader”, "handles work well®”, "fails to command confidenoe™,
eto.; third, by treining rating officers; fourth, by ef-
forts to adjust ratings according to & norm; emd, fiith,

by working out bettsr seoring methods.®

B. Mosher, Willlan B., end Kingsiey, J. Donald. Pubile

Peraennel Adminiatration¢ Rew York, Harper au

Brothers, 1956, p. 45
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CHAPTER VIII
TYPES OF RATING SCALRS

The generslly known rating plans will be briefly

descrived and disoussed,

Gheok-List Raeting Scale

Agoording to Viteles thie 18 about the simplest type
of rating s0sle.® In it the rater is required to give his
judgment in the form of & "yes"™ or "no” anawer to the
question: "Does the man possess this abilityt" Thus a
check list of ebilities is supplied and the rater makes the
appropriate answer. The oheck list may ask:

1. Is the ratee dependabdle?

2. I he indusirious?

&s Iz he honest?y

4, Is he gquarrelsome?

5. Does he work independently?

Ete.

This method gives some definite terms with which to
work and the rater doesn't have to grope for words with
which to express himself. However, this method raises two
serious difficulties. It assumes that & person either has
"gll-or-none” of any quality, that he 18 either wholly un-
dependables or wholly dependable. It is obviocus that humsn

traits are present in different persons in varying degrecs,

6. Viteles, Morris S., Ops GLGs, Ds Z1ls
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not either absent or present. Abilities are usually dise
tributed among people in genersl in accordance with the
normsl probability curve.! Professor Thorndike has atated,
"Whatever exists, exists in some amount".B

Also, 1t faile to diserimineste between workers. Both
John and George mey be Judged dependmble, honest, and
irdustirious, in whieh oase the final ratings will be the
same., |

Bingham and Freyd entitle this method, "The sesle of
slternatives or two steps”.? It also goes under the name
"yes and no" type rating soale.

Bumerioal Rating Scals.

In this sosle the rater judges eunch man in terms of
8 number of percentage in much the mame way as school
examination papers were ordinarily gruded. This socale

takes the following form:

_Suslifioation | Reting (1 £0 100 per oent).

Performance

Lsadership

Charseter

A rating of 100 per cent or 10, for example, assumes per=

¥ Blugham, waiter Van Dyke, snd Preyd, Max, Ops Olte,
P 126,

Ge Lalrd Dopsld A., op. elt., p. 180-81,

Y. Bingham, Walter Ven Dyke, and Preyd, Max, ops ¢lt.,

) P 126!
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feotion on the trait being rated, wherews, 10 per cent or
1 implies that the men does not possess the pertioculsy
tralt under consideration, |

Diffioulty is encountered in getting raters to be
oonsletent, Two raters cen rarely be found who agree on
how much 100 per cent of the ability is, or B0 per ocent,
or 50 per cent.+0 vhat 1s satisfactory and what is un-
satisfuetory? If it is set at sny other point than 70 per
cent it is difficult to get away from the hablt built up
by long years of assoclation in school that 70 per cent is
the dividing line between satisfactory and unsatisfactory
worke. HMoreover, this method implies & finer dlscorimination
than is posslble or desirsble., Sueh scores appesr to be
highly sccurate sinee one person may get 66 and asunother 87.
However, "Experiment has indicated that it is alwost im-
possible for anyone to estimate thess traits with acouracy
greater than le sllowed by & scale of from 1 fo g il
Therefore this mathematicel precision gives a false sense

of security.

Alphabetical Rating Scaele.

This ie essentiaslly the same method as Number 2
(numerical), but letters, instead of numbers, are employed

to distinguieh degrees of exvellence on the trait in

I0. Ibid.
11. Lalrd. Donsld .&a, QP ﬁitu, P 1628,
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guestlon. For example, 4 or E may stand for excellent;
Bor G, good; ©C or P, fuir; a.d D or P, §oar.lg

The towo fine diserimination objection ralsed above
te removed but the other objections vemsln including the
stigma ol s8chool gruades.

Adiective Rating Scale.

An example of this type follows:

T Very |Excel=
Abilities Poor | Feir | Good | Good | lent

Concentration

Ubgervation

Inmegination

Memory

Judgmant

Initiative

Will Powerx

S8elf Confidence

Instead of letters or numbers, such worde &s excellent,

very good, good, fair, and poor are used to indicate the

12, Viteles, Morris S., ODs Glts, Pe Bils



ruting. Various sumbers of c¢lasses are usaed, ususlly
ranging ivom three to ﬁin&.lg
The ratliugs 3o uot glve such & fistitious scouracy to
the sysfewm &s the numerical scsle does. However, it still
hag 1is weuinesses. There 18 no way to be sure that eox
cellest in initiative means the same thing $0 two different
raters. Algo they may be rating different qualities even
though it is entitled initistive. Iz saoh osse the quality
of initiative may have dlfferent meanings to different
raters. To one it mey mean industry and fo another, self-
relisnce, In other words they may dissgree &a to the meanw
ing of the termc14

Deucriptive Rating Scsle.

Lescriptive adjeoctives and phrases are used to dee
soribe different grades of ability from one extreme to
another In this type of soale., This is done for each trait
that is considered essentisl by the menagement., "Here is
an examnple of sush a list for rating one aspect of soclal
behavior:

l. Extremely breegy and informal
2. Cordial and conganial

3. Heets one half-way

4. Slightly reserved

TE.*ﬁaridgn, Yellx B., aud Loomis, Barl H., Ops OLt,,
pPe 190,
14. L&ird, Donald &o, 0D 01'&0, De 16813,
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5., Constrsined and ferm&l.“lg
The reter essigns to emeh man the number corresponding
to the phrzse which describes him best.
Thieg type of rating scele is an cttempt to make the
steps more definite ard concrete than in the usual chare
soterizsations of & nan's sbility from excellent to poor.

¥nltiple Step Rating Soale.

This method is very similar to the adjective rating
scale, already desceribed. In this method symbols are used
instead of words. In the following examples Y represents
yes and ¥ reprosents no in answer to the question: "Does
the wan possess tals abllity?.

Does the employee possess the ability
to condvet himself tectfully? ZEncircle
the eymbol which represants your answer.

b 43 Y ? i} i
An alternstive form is:
Y ¥ ? n 516

flus and minue signs sre also adaptable to
this method.

This avoids undesirable associations whish may be
present when words such as good, fair, excellent, eto. are
used although it retains other weaknesses, particularly,
the poseibility of rater disagreement as to the precise

amount of any quality denoted by any one of the terme in

iz. Ein§2$m, welter Ven Dyke, znd Freyd, WaX, Ops Olt.,
P -
16. Ibid,
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the rating scale as well as dlsagreement as to the meaning
of ths abllities to be rated.

Linear Rating Scals.

In this scale a straight line is drawn to the right
of each trait to represent the range of ability, one end
represent ing the least amount and the other end the great-
est amount. A man 18 rated by making & check slong this
line at the place which corresponds to hie standing in that
ability,” A sample of this tyre of rating ascale follows.
Physical condition

STekly Robust
Another variation follows:

feraonal Qualities

Foor ' “Rxoellent
Common sense, ine
dustry, dependability,
judgment, initistive,
force, self-reliance,
punctuality, courtesy,
temperament, sense of

homor, freedom from
concelt and gelfish-
ness, readiness sund
ability to eooperats,
ato.

This rating seale overtaxes the powers of discrimina-
tion of raters and 1t 1s very 41 fficult to get intelligent
agrecnent or dissgreement in ratings dve to ite subjective
1ty. Its susceptibility to sverazing of ratings vnd to the
halo effect will be discussed wnder the gruphic rating

gcule where the weskness occurs 1o the samne menner.

17. Ioid.
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Crcder of Merit Rutinz Seale.

This is the first of two forme im which the rsporting
is done with men rather than with words. In this scale the
rater, consldering each abllity in turn, arranged the group
of men in oxder of merit, hesding his 1liat with the member
of the group having the greatest amount of the ability in
question and ending with the member having the lesst ameant.y
After the men in the group have been erranged in rank order
they may be given & number for thelr standing. For sxumple,
agsume thut 20 men were ruteds The highest might receive a .
score of 20, the second a score of 19, ete. Thie method of
gseoring hus the disadvantuge of making records from dif-
ferent depariments lncomparable unless there are an equsl
number of employess 1n euch department.1®

A scoring procedure that eliminates this éiaa&vsntage
is to divide the ranked employees, regardless of how many
there may be into flfthe. If there are 20 employeeg being
arranged in this way, the highest four would be given a
score of §, indiocating that they wers in the highest fifth.
The next four would be given & score of 4, indicating that
they were in the second highest fifth. Similarly in oase
the numoer of employees reported on was sixty, the highest

12 would reaeive a soore of 5, the next twelve s seore of

4, and 80 on. The numericsl values are determined by the

1b. Z&aird, %ﬂﬁf& A:, 0D Qitt, PQ lgé*gn
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group itself and the reports of one executive oun be made
gomparable with those of ancthar.lg

Arrenging men in a rank order is a brala-racking pro-
cess, ovut tuere is & simple way of muklng the task less
dissgresabie. Dach man's neme is written on & card. The
rater sorts these cards into three groups, representing
men who are high, sverage, and low in the sbllity in
question. Then he puts the men in each group in rani
order. 3y assemblling the groups in propsr order the rank-
Ing is eomplated.zg

The order of merit method has the advantage of getting
st the vrux of the rating problem by disregarding all other
persous or lmpressions and requiriug compsrisons beilween
the members of the group under ocoansideration.

However, it also has some distinct disadvantages. It
mekxes distinetions in ability whiech are impossible to make
in a large groups It gives the ratef no framework on
whioh %o hang his judgments and it assumes that a unit
difference in rank slways indicctes s constant difference
in abilitieg, unless statistical corrcctions are made. 48
a matter of fact thie difference is greater at the ex-
tremes of abllity than in the middle rauge. In other words,

1f 60 men are ranked in any abllity, the differeuce in

13, 1bids

20, Bingham, %elter Van Dyke, aud Freyd, Mex, op. olt.,
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abillity betwesn the first and second man lg greaster than
the differeuce betwesi the twenty~fovrth and twenty-fifth
man o1

Scott Nan-to-Man €

¥aelter D111 Boott originally developed this reting
method at Carnegie Institute of Technology for the selec~
tion of salesmen.“® As Direotor of the Committee on
Claseification of Personnel in the United States Army he
modi fied that scale for use In rating the efflclency of
army offlcers and it became the first ratiﬁg saale to be
used to any great extent. This scule supplanted the
genliority system of promotion In the army and initiated an
era of promotion on the basis of merit 20

This scale containe five subjects for considerstione-
physical qualities, intelligence, leadership, persoual
qualities, and ganefal value to the service. The rater
makes a naster seale for each ability in the group {or
among his acquaintance), a man of average abllity, and
two other men, one midway between the highest and the
average man and one midway between the lowest and the
average man. 7These i&wa m¢n serve as stendards by which

to Judge all the other memberas of the group with reference

i, 1bid., p. 14,

22, Ibid.

23+ Paterson, Donald G., "The Scott Company Graphie Rating
Joale", Journasl of Personnel Heseareh, Vol. 1, p. B6l.
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to the ability in guestion. Arbitrary numerial values are
set for euch grade. For exauzple the highest man may re-
celve 25 points, the high man 20 points, the middle man
15 points, the low man 10 points, and the lownst man b
pointse A ssmple mustor seale for physical qualities looks
like tuis:

DEYSICLL QUALITIRS Highest i1llism Row &5

Physique, bearing, neate
negs, volee, energy, en- ligh Jomes Smith 20

durance.

Consider how he impres- MNiddle John Doe 16
s#es his command in these '
respects. Low Johp Fdwards 10

Lowest Geoxge Jones 6§
The rater prepares a master scales in this way for

each ol the five subjects and the rater estimates the

~ability of the person belng rated in comparison to those

on his master scale of individuals. If he thinks the
person is cbout the same in that ability as How, the highe
est in the scale, he gives him 25 points. If he compares
to the lowest man, Jones, he reselves 6 points, and 80 one
Fipally = total for all ahﬁéacteristias 1g made.24

This is & somewhst cumbersome proeedure although this
scheme marked & resl advance over earller experiments. It
objectifies Judgments by reting each man in comparison with
anown men instead of rating esch man on intangible factoras.

Usually the rater will not give the proper time snd

24, 3urit, Harold Brnest, Ops Glts, P+ SL0=d04,
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thouzht to the maxing of the mester scale. Besides d41f-
Tieulties in selecting men for the mester scele, there are
often varistions in these seleetlons by different supore
vigors znd othere rztinz the same grauy.gﬁ These variae
tions 1Irn yardstieks by different raters may result in one
rater's highest being snother's midale, and his lowest may
be another's low. Some wen tend to ignore the key men en-
tirely in meking thelr ratings and fall back upon thelr
general concertions ef’exaellenoﬁ in the 8bllity in quese
tion.%® These dlfficulties have resulted in & gredusl
disuse of this type of ratlng secala.

Graphic Rating Scale. (Also called Sky Line or Proflle

Rating Senles)

This 18 one of the most used rating sosles. It was
originsted in 1920 by members of the Scott Compeny, Phila-
delphisa to remedy defepts in the érmy seale.*7 Oredit for
ite origin es well as superviging ite experimental develope-
ment belongs to Beardsley Bnmlﬂzs

The graphic mting seale is a sombination of the
straight line rating sosle, representing the range of the

ability, and descriptive rating scale, placed beneath the

Z5. fteles, Worris S., Ops Clibe, pe 210+

©6e Bingham, Walter Van Dyke, and Freyd, Max, ope oit.,
P 126,

27. White, Leonard D., op. cite, ps 314

€8+ Paterson, Donsld G., op. e¢it., p. 131.
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line to denote certain points in the rangeazg This is done
for each ability snd results in sn extension of a form

similar to the following.

APPRARANCE. ,

Conslder neatness Appro~ Ordin- Pasg~ Slov~
of person and dress. priate Heat ary sble enly
ACCURACY.,

ongider quality :
of work, freedom Ko Very Few Care~ lHany
from errors. errors ocareful errors less  errors

The rater is instructed to indicste with a cheok mark
the point on the line ocorresponding most nearly to the
degree of the guelification foumd in the employee who im
being rated, The ratings can later be expressed &8 numer=-
ieal values and they are usually scored with the aid of a
oalibrated scoring stencil. Ococasionslly lines are drawn
connecting these checked points, hence the origin of the
namee graphie, profile, anud sikyeline.

Several advantages have been oclaimed for this method.
The rater isn't limited to five steps, but can muke as
fine gredations in judgment a8 he cares to. At the sanme
time the phrases are there as aids ln making the judgments
definite and conerete. Laird points out thsat it is easy
to uge, not oumbersome as is the man-to-man gosle, and
that it ie much more definite becmuse it is a scale of

human behavior rather than vague asdjectives such as aver-

29, ﬁin%gam, Welter Ven Dyke, Bnd Preyd, Max, Ope 61Cae,
D 1. :
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age, high, and low.20

Probst points out a number of weaknessea in the
graphlo scsle. Some of Mr. Probst's oriticisms are simed
at specific forms of graphic seales and osnnot be sustained
for sll types. Among those that he mentions are;o1

l. Too few factors. Hany of the graphic scales have
only three or four factors such as guality of performance,
productiveness, end qualifications which esch include
several tralts or qualities. It is too &ifficult to con=-
sider several traits in detail at once and give s single
acourate grade. Thie oriticism {8 largely eliminated in
many forms by Judging single treits and thereby lengthening
the soale.

8. HManner of reporting. It is futile to try and get
reporting officers to do the refined marking expected.

3+ Tendency to "average" ratings. It is contended
that because the rater is forced to judge s8ll points, aveﬁ
though it is constructed im sueh & manner as to require
the rater's attention on & single aptitude at a time, that
he will laok specifio information on many points. In the
absence of sufficient intimate knowledge of the employee
he rates him "average". Also beaausé of doubt as to where
his oheck m&rk\ahould 80 the rater tends to gravitate

towards the center.

T0. Laird, Douald K., OPs G1%a, Ds 169.
31. Prabﬁt, I Ba‘ OGP« 01%;, pPe 17-18,
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4. Halo effeot. "With the graphic rating plan, the
reporting officer, when influenced favorably by 'hale',
tends to place all his check merks near the left end of
the line-~the point of maximum excellence." It would bs
equally true that the negstive influsnce of “"halo" would
tend to place all check marks nesr the opposite end, the
poirt of minimum efficiency. Some attempt has been made
to meet this coritioism by reversing the order of excel-
lence, that is, make the right end of the line the highest
part of the time. BRegarding this Probst says, "This theory
would..ebe a2t best not only confusing put highly irriteting
and annoying to the reporting officer" o2

5. Adjusting the ratings., Adjustmente must be made
when grephic rating scales are used in order to bring about
& proper degree of consistensy between high snd low raters.
Some reporting officers rate all employees higher than they
ghould, while others rate lower than they should. An exe
ample is cited of rating secured by the graphic method in
the city of St. Psul showing the sbsence of satisfactory
results even with the ad justment of ratinga. One fire
station, generally known to be among the lowest in effi-
olency, had an average rating for the station of 94, while

one of the best stations showed an average rating for the
station of 85,23

BZ, 1bid., pe 10,
33, Ibld.
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Probet Service Ratiug Sesled?

i

l This recent devise for determining service value w&a

l developed by Mr. J. B. Probst, the chlef examiner of the
St. Paul Commission. The seale containe & 1ist of sbout
one hundred modes of behavior or characteristios, the
majority of whioh are objectively observadble. The report-
ing officer ie expected to cheok the true facts concerning
each indlvidual employese and is not to consider the employ~
es8 as a group even for comparison. Most of the character.
istics are gualities that are sither sbove or below the
average and are outstanding, This is doge so that rating
officers may be better able to check some of the items with i
assurance. Raters ocheok only those items which are known
to describe the ratee and disregurd any traits or charscter-
istiecs of whioh they have incomplete knowledge., Preceding
the columns of characteristiocs are three columns of blooks
providing for a report by three superiors of the employee,
if that number 1s acgusinted with his work. It is ex-
rected that the rater loweet in suthority shall oheck the
employese flret, someons in higher authority next, and the
rater higheat in suthority last. Rating officers are en-
eouraged to compsare their marks with those of the oflicers

w who have already ohecked.®® A gopy of this rating scale?®

%4, Kosher, william E,, &nd Kingsiey, J. DoLald, Gps olbe,
435-440,

6. Probat, J. Bn‘ ops 6lt., pe £5.

&6+ Bee bottom puge 62.
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may be found in the appendix.w

Although the reporting offlcers report or ahes& the
items on known fects concerning the employee, the sctual
rating of the employee is obtsined through & sepsarate
evalustion of those fmots, generally condueted by the
central personnel agency, hy means of & stencil and comput-
ing soale.3® The scoring and rating system wes developed
through pumerous experiments snd studies of the distribue
tion of ratings under various scoring procedures and
through the employment of the normal ourve and other orie

teria, similar to those employed in the evaluation of

testa-zg

The Probst system haos succeeded in "translating more
or less general and complex traits into behavioristie or
quasi-behavioristic terms. Behavior can be observed and

agreement among several raters is likely to result. The

B8, There are now Beven report Forms avellabie Irom FTrobst
Rating System. They include general for several clags~-
es of service including olerieal, general maintenance,
general inspeotion, salesmen, ete.; professionsl for
such classes of service as englnesring, medlcal,
library, soolal service, eto.; educational for in-
structors and teschers; police; fire, for firemen;
general or labor for skilled znd semi-skilled labar;
labor for umskilled labor; a.d personality for appli-
sants.

87. For an elaboratlion of this approach ses Frobst, J. B.,
Servios Ratinge, Baltimore, Lord Bsasltimore ?reaa, 1931.

3y, Brumbaugh, +, Beport on_Probst Rating System b
Multnomah Gount Civil Service Commigsion,

grayha& ﬁBQQ 193&, pu Ge
3Y. Mosher, William E., anud Kingsley, J. Donald, op. eit.,
Pe 440,
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formulation of many such terms in stiriking snd arresting
phreses 1s slso a contribution of réal value."éa Doing
the actual ruting and scoring in a centrsl asgency will make
for much-to-be-~desired uniformity, if suitable scoring
methods osn be devised., This presupposed that they oan be
ohecked and reviewed by any interssted party.%l

Mr. James licCarran, secretary of the Multnomah County
Civil Service Commission, says that he conslders the Probst
rating system the best rating sceale out, the most objective.
He sdded that the ohief trouble with this socale, which is
true of say soale, ia to get honest rating &nd thet the
grudes are too high. 7The raters need some education re~
garding meking serviee ratings to the sotual rating.43

Mre H. C. Brumbsugh, chsirman of the Multnomah County
Civil Service Commission states:?d

"The Probst syatem provides the following,
which cannot be obiained through any other known
rating system: 4

l. That the employes's performance is re-

ported not merely in general conclusions &8 an

expression of opinlon, but in statements of fect

or specific and verifiable judgment.

2+ The factas, traits or qualities are

8tated on the report form in terms of the every-

day thinking of the reporting officers and not in

letters or percentages.

3e The reported fucts can be selentifically
interpreted and evaluated by a proved process

40, Hosner, William B., and Xlogsiey, J. Doncid, op. olte.
ps 440,

41, Ibid.

42, MoCarran, James. Stated during & conversation with the
writer, Mareh 17, 1939,

43. Brumbeugh, H. C., op. eit., pe 6-Te
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| based on thoroughly sound prinoiples.
‘ 4. The report sheet permits the report-
| ing officer oifplonsal selection of various
| traits and gqualities so that he may report
| on only those things of whieh he hus defl-
\ nite knowledge.
5. The reporting officer is not re-
| quired to messure relative degrees of guale
| ity irn. different employess.

6. The rating and scoring asystem used
meakes 1t unnecessary to sdjust the resultlng
| geores or ratings to compensate for high or
| low raters.
| 7. The reporting officer is virtusally
| forced to report sceurately or be shown by

the evidence in his own reports not to have
done 0.

8. The gaoring system ig sufficlently
glmple for the employees to understand and
determine for themselves in & general way
the fairness and rellabllity of the rating."

Mr. Probst, the originator of the system, sdds another
point which he decided the new system must provide, ss far
8 posslble:

"That the scheme also take lmto consid-

eratlon the ordinary mental processes of the

reporting officer~~his reluctance generally

to rate negative gqualities, his normsl de-

sire to say good things about an employee,

hig tendency to use superliatives in deaer%i»

ing the favorite employee, and the like."™

Some are not ready to acknowledge that the system in
sotual operation achleves &ll of these anﬁa.éﬁ but Mosher
aud Kingsley say that "in general,......the plan h&as been
more satlisfaoctory thau earlier schemes and is worthy of
extended trial",4®

44, Probat, Jde Be, ODs Clbs, Ps 28s |
45. Blog, Leon, "Does the Probst Rating System Rate?”, Na-
tionsl Muniocipal Review (1931), Vol. 20, p. 581.
| 46+ Mosher, Willlam E., and Xingsley, J. Donsld, op. oit.,
| Pe 456,
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However, this systen is far from perfeet and further
experimentation is distinetly oslled for. In the flrast
place, too much ie olaimed for the sesle.®’ Spesifically
the two most serious coriticisms sesm %0 be:

1. The sdvimability of thres raters cheocking esach
enployee on the same sheet is questioned, MNr. Probst
argues that independence is ashieved by having the rster
highest in authorlty rate lest. This sesumed that the
rater in higheat suthority is eguaslly ss conversant with
the abilities and disabilitlies of the ratee s the im~
mediate supervising officer end this 1s often untrue. It
is quite possible that the lster raters, reallizlng that the
immediste supervising officer is more famllisx with the
ratee, will tend to follow his lead. Also the fact is
overloocked that the immediate supervising officer nmay be
influenced in his cheeking by the kuown likes and dise
likes of his boss, if that individusl is to go over snd re- !
cheak every service zaperﬁg4a

2« The Probst scale makes no provision for specisl
qualities required in different classes of a&pl@ym&nt and
certain qualities that are ipcluded are not ocalled for in
certein position. PFor example, the general form shows in
the appendlix atates that it is "for appralsing the service

value of employees, supervisors or officers, other than

47, Ibld., p. 440.
48, Ihi.ﬂ.o, Pe 439«
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those in the police, fire, labor or educational services”,
Some gqualities may be inoluded for sppraisal in this form
which are not celled for in a speecial type of work such
&8 the profession of forestry. Helther is there eny age
surance that thie seale ineludes and measures the speclal
qualities and sbilities needed in s forester secording to
thelr reletive importance. This objeection might be car-
ried further because foresters are engaged in many types
of work with special gualities necied in the warious types
of service such as research, distriet rangers, supervisor's
staff, eto. In other words, one guestions whether it hits
the essential points end properly welghs them in all posie
49

tiong.

Service Rating Forms Used in the United States Forest

Service.

Service Rating Porms Z200 and 2101 were put into use
in the Washington Office of the Forest Service in 1935 and
extended to the fleld service in 19%8. Prior to the in-
auguration of these forms, no atanaéx&ixad aystem of rating
employees was in effect in the field service, other than
for elerks. The various regions developed their own methe
ode and euoh attempted to rate 1ts employees as uniformly

and feirly as possible.®C® William G. Hull, Executive

49. Ibid., p. 440,
50. Keplinger, Peter, Chief, Divisior of Personnel Manage-
- ment, U, 8, Forest Service, in a letter to the writer,
dated April 17, 1939.
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Assistant of the U. 8. Civil Service Commission states,
"Phe original anthority for rating employecs on the besis
0f efficiency is ocontained in Sestion 9 of the Classiflics-
tion Aot of 1925-~however, this act applied only to elvile
ian positions withixn the Distriot of Columbis; therefore,
the U. S. Civil Service Commission's Jjurisdiction in the
matter of effiociency ratings is slso limited to the de~
partmental services, leaving within the dlscretion of the
heads of the departments ard establishments its sppliestion
to the field service".bl

The Servisce Rating Forms are & refinement of the
numerical rating scale., ZRatiogs of from 1 to 10 are given
on eacu of thres points: guality of performsnoe, pro-
ductiveness, and quelifications shown on the job. Each of
these turee points is further described and defined by
from four to 8ix genersl phrases indleating the traits ine
oluded. Sanples of trults mentioned are thoroughness, age
curacy, nestuness, industry, speed, initiatlve, resouroe-
fulness, ete. A copy of euch of the two forms used, Forms
3200 and 3401, may be found 1r§ the asyppendix.

In order to aussiat the rating officer in mexing his
rating he is t0ld to underline the slements which are eg-

pecially important in the position sund to mark the employee

51. Hull, Williasz G., Bxecutive Assisiont of the United
8tates Civil Servioce Commission, in & letter to the
writer, dated Feb. 13, 1339,
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on each slement In one of three ways: 1f neither strong
nor wsak polnt, if weak point, OYy 1L atroug polnt.

The finul score is found by adding the three ratings.
This 1s converted into & final five olass rating using the
words exasellent, very good, good, falr, or unsatisfactory.
The gum of the ratings 18 also converted into another
nunerioal ssore which has 98 as the highest pos:ible saore.
This 1s the pecore that is used in the persomnnel records.

Raters using this rating seale report that because of
its orevity it is gulckly used, usuelly consuming one minute
or le3ds iu marxing. It is also emsily saud qulekly graded.
Performanca on the job, which is what 13}1m§ortant, is em~
phasized,

Une rater says that this scale "gives an over-all
pleturs of the whole"d® person being rated. In other words
the rating tends to express s Smmm&rysﬁ of the total pattern
of the individuvael. This is an important point asud Trow
states it by saying, "It ia the total pattern of the per=
gonality whieh eonta, how the various characterlstics
haraonize with euch other whieh determines the effectiveness
of the (man being rated), not thelr sarithmetic sum, aud one
discordant element might upset the whole balance. 4 squeaky

volce and & furny face mizht ruin the succese of a serious~

B2. Rearns, N. 8., in oomments made regarding the Servioce
Rating Form on January 6, 1939,

63. Starker, T. J., in comments m:de regarding the Serviee
Rating Form on January 13, 1939,
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minded dominesring personality, but wmight be quickly fore
gotteun or & real advantage to a cheerful, numorous, friendly
ludividual."™® Therefore it s partioularly ifmportant that
the whoule person be judged upon his sugoess ln bis work aud
the Service Rating Form used seems to ofler that opportuns
itye
Howaver, the ratiog scale used in the Forest Service
has uot osen eutirely seatisfectory. "Numerous studlies have
baen made on rating systems--in Weshington but ss yet
nothing wortn while has besn developed", according to Mr.
Paine. However, many recomueudations for improvewment have
been made and Indicutions are tuat it will oe revised as
goon as time permits.®® Perhaps the most serious oritie
cism that might be made is that sdequate provision is not
efforded to avoid the personal element, that the scals is
not objective.5% Disugreements are likely to ocecur in two
ways. Raters are apt to disagres us to the exactl meaning
of the items to be rsted &3 they are stated in more or less
genersl, complex, and vague terms and most certainly unot im
a clear, cuncise, observable form of hwnan behavior. In
other words rafers are likel; to disagrec &s t0 the precise
B4, Trow, Williem Clori, "How Sheil Teaching de Gvaluated?",
géueayienal Administration aund Bupervision, V. 20, pe

55, ﬁ?gg‘j'e. L., in & letter to the writer, dated FPeb. 22,
1939, and Leplinger, Peter, in a letter to the writer,
dated April 17, 1939,

56e Magon, EB. G., in couments made regarding the Service
Rating Form, January 11, 1939,
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mearing of such terme ss "swcoeptability of work; thoroughe
ress" as 1t ulffects "quality of performesnce” us long &8
they are stuted in such geners terms end In conseqguence.
the raters will be judging d1fferent things.

Second, there is spt to be rater dlssgreement in the
velue of the 1 to 10 ratings, or the correspondlng words,
excellernt, very good, good, fmlr, and uneatisfastory. Doee
a score of 5 or ¢ mean the same thing to two or wore dife
ferent raters? There is nc assurence thet it does.®” The
presence of this second problem of inoconsisterey is illuse
trated by sn examyle given by & Torect officer who told of
two reters who turned in reports with the guslities ehecked
fdentically with reference to the stroug, average, sné wesk
rolrte on the left but who hed different scores on the
right. 4n attempt bhes been made to rectify thle wealmess
by rating esch of the elements on & grephle seale and the
score for esch set of elements is taken directly from the
graphic sesle whick is based orn the individusl elements.
Thie would insure identical scores if the elements were
marked the sume.

In addition to the laek of conasistency between d1f-
ferent raters in the use of the number or corresponding
word retings, such numbers or words are not acnsiatamtiy

used by the seme reter st different times.98

B7. Leird, Dontld h., Ope Gite, e 101-3s
B&. Yoder, Dale, ope. cit., p. 266,
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48 & result of this lasck of objectivity and behavior
analyels, only & genersl opinion of the ratee can be given.
In practice this general opinlon rating is probably based
on whether or not the rater considers the ratee eligible
for & salery increase or not. This is unavoldable as long
a8 the rater determines the total score after reting & sube
ordinate, and the signifieance of this total score in terms
of possible salary ochanges remaing on the rating form.

Other criticisms include:

1. Tée few faotors. The disorimination of an indi
vidual is overtaxed when he is asked to analyse, compare,
and evaluate a number of qualities in detail at dnan and
give 8 single judgment reting for the whole asm is expected
in eazeh of the three parts of this rating form.5? Pnie
econdition results in rater oriticism suoh as, "too general-- (
hard to grade ohjectivnly”,ﬁo “glsments in very large
groupa",al "eash item covers & lot of greuﬁﬁ“,ﬁﬁ and "hard
to understand”,%d

2., Halo effeot. No provision is made to gusrd against
an extraordinarily high or low rating on some one tralt

affecting the other qualities and aifeeting the final soore

B59. Probet, J. Ba, ODe Olbe, De 16s

60. Mason, "B, G., op. oit.

61. ﬁalkar, Liele, in comments made regarding the Service
Rating form on January 9, 1939.

62. Ibid.

63« Ibid.
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in sn unwarranted degres.54

3. Adjusting ratinge. Adjustments must or should be
made for the differences between high and low graders to
insure uniformity in the rating*as

4, Tendenay to sversge ratinga. Thls is caused by
regquiring the rater to judge 211 items even though he lack
suffloient informetion, the subsequent doudt as to where
the rating should be,55 and hesitanoy to give unfavorable
reports. o7

5. Blssed ratings. The tendenoy to either conscioualy
or unconsciously rate a person high or low becsuse of llkes
or dlalikes are more apt to oscur when ratings are made on
guoh general terma.

6. Distribution of final scores too narrow. In use,
the final scores tend to eluster around the upper half of
the five classes instead of being distributed over the en~-
tire range as normally expected. Little dlfferentiation is
made Detween the high and low men; they are not segregated
into the several classes. Two reasons for this are that
only thres ltems are rated &nd the lack of objectivity.

The more famlliar rating scsles have been oovared.

§4, Thorndike, E. Ls, "A Conetant Error 1o PByonologleal
Rating™, Jonrnel of Applied Peychology, Vol. IV:

Pe 25«28,
65. Seott, Walter DI1l

Clothisr, Robert C., and Mathewson,

Stanley B., ope oit., p. 176.
68, Probat, J« B., op. ﬁitn, Pe 17
67. Brumbaagh, H. 66* 0P« Oit., Pe 14,
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There have oceen masy other slightly different rating socales
developed but they are probably some varlation or combina-

tion of the ones slready diascussed.

Horigontal snd Verticsl R&ting;

&0y of the rating sesles discussed could be given to
the employses with instructions to rate all of the other
~employees on the scale. This mutuel rating is described
a8 horizontal. Vertical rating, whieh is the more common,
oocurs when supervisors rate the foresters on the Forest,
and regional foresters rate members of their staffs and

Bupervisors,o°

Eﬁ. ?oder. m&, Opo ﬂifd, p.mu
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CHAPTER IX
NEED OF A4 SPECIAL RATING SCALE FPOR BACH GROUP

There 18 no one rating scale that is universally ap~
plicable for all types of work.l For exsmple, the mental
and physical makeup of a successfal prefaasional foraster
in the Federal Forest Service is guite different from that
of an office clerk. Therefore, a rating scale for foresters
should inolude and emphasize dlfferent traits than those
inoluded in a aimlilar system for plece workers. "The
soundest practice is for the mansgement to develop its own
rating scales, so that they may be well adapted...to the
group...with whom they are to be used,"®

The problem at hand is to deviee & rating écala or
service rating plan for professional foresterz in the Fed~
eral Forest Service, partiocularly those engaged in super-
visory asnd sub-sdministrative work, which gives as acourate
8 meapure of operating efficlenscy s ean be obtained, by
considering the essentisl oharacteristics of the individual.
Representative positions oconsidered include junior forester,
distriot ramger, and forest supervisor and staff, other
than non~professional positions.

The development of & rating sosle may be divided into

T, Burtt, Harold Rrneet, ops OLV., De B01; Yoder, Dals, Ops
elt., p. 264; and Walters, J. H,, Applied Personnel Ad-
ministration, pe 170 o | o

Z2s Walfers, 3. Ec, OD« Gitq, pe 170,




four well defined steps as follows:?

1. Obtain & 1list of the traits or qualities conaldered
easential to the successfful performance of a professional
forester.

2, Tabulate the traits and seleot the ones most de~
gired.

3. Devise a rating scaele made up of the five to eight
traits oonsidered most desirable, and 1llst the objective
behavior under each tralt.

4. Test the rating scale.

The development of the first three steps will now de
desorived in detail while the fourth staep will be desoribed

in a later chapter.

8, Ibld., p. 170-187; Yoder, Dele, ops Glte, Ps 264-6;
Burtt, Harold Ernest, op. cit., p. 20«39,
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CHAPTTR %
SELRCTING TH? ESSRETIAL TRAITS OF A SUCCTESIPUL FORRILER

These esaentisl trits were obtained through & gques-
tionnaire, sent to representative members of the profession,
conference with members of the profession, and by consulting
leaders who have written on the subjest.

A ocopy of both the letter and guestionnaire are shown

in Pigures 1 and 2,

Dear Sir:

I am writing & Master'’s thesis on rating
scales in the graduamte School of Forestry at
Oregon State College.

In connection with this thesis it ig
necessary for me to get some informastion with
reference to the personal gquslifications of
professional foresters in the Government serve
ice, BJince this information should come from
men who are active members, I would greatly
appresiate your help on the guestionnpaire enw
alosed,

Very truly yours,

Figure 1. Letter Reguestin mraitakané Objectives

The guestionnalre was sent to 12 members of the proe
fession, seleoted to obtain representative opinions from
different positions. These included three distriet rangers,

one forest supervisor, one sssistant forest supervisor,

three men on reglonal forester's staffe, and four men in




ki
i the field of forest reseurch. 4 sample q&esti&n&&ite folw=
lows:
QUALIDIWD AVD DBJIUOTIVY TRAITS DEENED ZESHEHTIAL

20 THE HIGHEST PERFCORMANCE OF A PROYESSICRAL
FORUSTER IR THT FEDERAL POREST SERVICE

| {Pleage £111 out ard mall to Alva W. Blacksrby,
Qax Grove, Oregon)

“hat are the essentlal persopel requisites
of a professional forester in the Federal Serve
ice? (This might include intelligence, fore-
alght, Ladustry, honesty, hoealth, etc.] DPlease
list then in the spaces provided below and in
;he order of lmportence with the most importent

irste ‘

Lfter each essentlael trait, plesse llst
the objeotive behaviors by whieh you judge or
rate each trult. (Por example, intelllgence
migat be judged by the rapidity with which one
lesrns, or promptness in giving deeisions, ete.;
or persomality might be rated by one's slze and
appesrence, cheerfulness, senase of humor, at8.)

l. (Essential tralt) ~
8. (Objective behavior)
Do ;

Co

de

2.

2. {(Basential tralt)
ae f(Objesctlve behavior)
De ,

C.

de

Qe

(And so forth up to wd lpeludiug 12 truite.)

(The docision as to the number of essentisl traits
nesded will be lsft to you. Leave some Dlenk or
add more, 88 you choose.s)

Figure 2, DTralts and Behuviors Questlonnaire.

The questionnaire requested eamch man to list the essential




19

personal qualificutions of a successful professionsl foroeat-
er in raank order together with the objective behaviors by
which thess tralits or gualifications are judged.

Angwers were received from sight of the twelve men
sent coples of the guestlonnaire., Two men, both distried
rangers, filled out the questionnelre &8 requested. One
men gave 8ome 0f his persounal views in his letter aud en-
oleosed & copy of & lsoture ou this subjfect given by one of
the reglonal foresters. ALnother men sugzested source
material where I might find this informatlion. The other
four men who answoered were unable to be of assistance for
various reasonS.

The regulie of the questiounaire ae shown by the two

complete respumueg Lollows:

Begential Traits and Objeotive Behaviors by Whigh

Eaoh Trait is Judged

1., Charaoter 1. 4bility to exercise good
&. Honest judgment.
b. Loyal 8. Judged by decisions made
¢, Tolerunt be By anslysis of thelr
d. Sympathetio problems and worth
e, Firm

2. Personelity Zs Regsourcefulness
a, Energetic &+ Skill with whioh work is
b. Enthusisstic performed
Cs Virile b« Means or ways of overs
d. Courtecus coming obstaclee

e. Courageous
f. Habits end dress
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5« Intelligence 5. Intellligence
8+ Antloipate beheavior-- 8. Ability to meet any
understand human situation
resstion . be Ability to use faets in
b. Analysze problenms such & way as to guide
Ge Solve problems thelr action towardi the
4. Ability to learn and desired resulis
comprehend

e, Ability to conoentrate
on essentisals

4. Industry 4, Personality
a, Aceurusoy 2+ Inherent churacteristiocs
b. Thoroughness of individual

6. Completeness
d. Perseverance

8. Speed
be Adaptability 5. Perseverance
a. Ability to mest sirange a. Ability to overaome ob-
gitnations stacles
b. Race snd religious be Porsistence of aaoch man
tolerance toward his work, his
0. Ho capte distinotionse- manper of applying ior a
equality to menkind Job, 8ia. .
6. Administrative ability 6, Adaptability }
8. Power of declision 6. Ability of each man to
be Value opiniocus of others adjust himself t0 chang-
Cs Gives eredit whore due ing eonditionse
d. Disoipline when neges-
sary

e. Be fair--don't have pets
f. "Speax softly but carxy
a big stiok™

7. Initiative
a. Abillty of each man to
think for hiuself
be Introduction of new ldess

8. Loyalty
as ADility to work for and
with his lmmedliate super-
ior
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9. Honesty

&+« Power of esch man to be
atraight forward in his
work and relations with
his fellow men

b, Ability of each man fo
take responeibility for
his own asctions

10, Enthusisen

as The interest displayed
by men in or toward thelr
work

b. Whether or not the man is ~
"agleep on the job" or
wide awake to better him~
self, hie living and work-
ing conditioms

1l. Aggressive

a, Ability of esch men to
speak for himself,

b. Be able to tell what he
is &ble to do

s, {8 zble $o tell what he
wante to do

4. His ability to stand wp
for his own rights

12, Tiem in with personallity
but should be segregated
to show sbility of men to
keep himeelf neat and clean
around others

13. Physioal fitness

14, Decislon ,
8. Ability of the men to be
decided

16. Tact ,
a. Diplomacy in dealing with
others

16+ Dependability
&+ Can the man be relied
upon? Ties in with
honeaty
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17, FPirmess
6, Pirm

Other members of the profession were consulted to
determine their opinions as to the trazits and qualities
most lmportant in a suocessful forester, These follow:

Il1lick, Professor of Porest Msnagement at Hew York
State College of Forestry at Syracuse University, writes,
"The United States Porest Service in sizing up temporary
employees for possible permanent employment stress the
qualities of personslity, resction o oritiecism, physical
strength, enthusiasm, honesty, courage, abillty to work with

others, and powers of ehaervatian”.l

Moon and Brown, late Dean and Professor of Forest
Utilisation, respsctively, at New York State College of
Forestry at Syracuse Universitiy summarize the principal
qualifieations of a forester, as:

“le

A gound and teshnieal trsiming in a professional

806hool of forestryecscsess
2, Resourcefulness......Closely related to this
feature 1s strong gharascter, native honesty, keen sense of
esponsibility, and initiative. |

3. Robust and yigorous health.
4. 4 gpirit of publio servisce and & sirong desire to

1. Ililok, Josepn 8., Au Oubline of denerael Forastry, Ps
£86
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improve the conditions of the country with respect to its

forent resources."
Eylie, Hieronymus, and Hall stress, "4 forsster should
be physioslly strong, en ouidoor men, and willing to endure

hurdships. He should be intelligent, mentally rescurceful,

and gongenial. He should be & pature lover, and should be
for his work."®

Grauves, Dean of the School of Forestry st ¥Yale Usnle

willing to mske personsl sacrifices

versity, and Gulise, Assistant Professor of Forest Hanagement
at Cornell University, consider the importast personal
qualifloatione to be:d

ables men to meet with readinesa the &iucamﬁarta
and evem dsngers of forest work and tenasciously
holds them to lt....4 sBeoond quslification

generally recognized a8 essantial is a&a‘tabl‘w

itye..sThis refers to the ability to &
oneself to new situations, environments and
psople «...There are a number of trsits that make
for adaptablility, an intellectual interest in
unugual situations, an objestive point of view
in teking things as they come, keen pereeption
of the background of given aitaatiana, and tolw
erance of othere whose mode of 1life, point of
view and menner of speech may be different from
one's own,

Third, "The forester should have & high
degres of gelf-relian @+¢e.Ho should have in-

Ltiative, ytual and otherwise., With this
should go an active imagination. The forester
is oconstuntly meeting new proviems, complex, and

2. Woon, Frenklin, end Brown, Nelson Gourtisnd, SLements oFf |

Forest De 258
3. Tyite . R., Hieronymus, G. H., end Hell, A. @., GO

i‘oreatr Pe 282,
» Graves, Henr 8., and Guise, Cedrioc H., Forest Educstion,
Chapters 4, 5, and 8.
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diffionult of solutione....Hde must often look far
ahead, envisage possibilities he heretofore

little recognlized and be ready to initiate actlon
that may not come to reslizetion for & long periocd
of time, Hental slertness and resourscefulness ocome
into oonstant play in meeting emergencles and overw
coming obstaclen,

"In & great deal of the work in the genersl
practlice of forsstry there is required executive
ability, with &1l the mental and personality
qualifications that are combined in this trait.”

Meson, Consulting Forester, says that the qualities de-

sired in & forester are gharacter, intelligence, broad

Sraining, vision to see opportunities and gcoursge 1o work

for thelr realigation.’

Kelley, Regional Forester, stressas the following
qualifications for foresters: personslity, physigue, and N
interest, wirility, intelligence, mireight-thinking, guick-
mindedness, mental balance, goursge, self-starter, versatil-
ity, bonesty, sincerity, temperance, interest in humsn
welfare, yen for rendering servige,
reverence for things natural, never-satisfied lnquisitive-
ness, keen powsra of observation, sportsmanship, confidence
with a freedom from egotism and complscenoy, folersunoce,

open-mindedness, spscialized education in the haslo

golences upon whish forestry is built, and a good general

edaoation.6

Riebold divides the desirable qualificsations of &

b, Hason, Devid T., "Ihe Hequirements for &n kauoation Of
& Forester”, Journal of Forestry, V. &b, p. H646-9,.
6., See bottom page B4.
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professional forester into two groupes which sre:

1. Ability to handle supervisory probleme from "abile
ity to understand snd follow s plan, to foremauship and
personnel mansging abllity; from abillity to get resulte in
| a8 given time st algrndsterminad cost to maintaining har-

monious working relations within a group of workers and
between the group and himself; and the sbility tg direct,
reprimand, praise, and train hie erew members.”

2. Aptitude in hsndling problems eoncerning "admin-
| istrative or managerial ability, that is, the abllity to
plan, organize, staff, direct coordinate, budget, and re-
port".?

The Forest Service states that the requisites to

suecess include industry, houesty, goundness of shuraster

a liking for the sort of 1ife which he must lead, the

health and eonstitution to stand the work, foresight,

brosd-mindednesg, thoroughness in details, administrative

snd executive ubllity, teaching sbility, ability to meet

people snd gain the canfldence of the public, and g spirit
P

of service.

5. Kelley, Fvan W., khet the Forcet cervice Lxpects of
Porest Sonool Students, Lecture delivered at Jolnt Weete
ing of northern Rookxy Mountain Section, Society of Ameri-
can Poresters, with Oonolave of Western Forest Schools,
Pebruary 2, 1939.

7. Riebold, R. J., "In-Service Training for Foresters”,
Journal of Forestry. V. 36, pe 146-8.

6 Careers in Forestry, Misc., Publication Fo. 249, United

States Department of Agrieulture, Januvary 1938, p. 4.
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Aggsistant Porest Supervisor Elliott, in discussing
the qualities in the order of their importance in the best

type of forestry men, places gcomnon gense first. He says

that it 13 something you can't get along without. In
geocond place he pute technical abllity and says that it is

pecoming more and more important. Physical ablility to be

on the job and handle the work tekes third place, &nd In

fourth place he puts personslity to do pnblie santaot Wﬂfkig

Xooh, Assistant Regionsal Porester, sheds some light
on the relative importanee of personal qualifications and
technical ability when ha~$ays:16

"I heve sat in on many emnferences for
selection of s man for promotion to & vacanay
in the Porest Service, and almost invariably
the selection of the man hinged upon the per-
gonal qualifioations ard experisnce of the
candidate rsther than the guality of his
teohnioal training. The two essentisls ars in-
telliéencn and charscter. By intelligense I
mesn the quality of the brain, the ability to
learu, $o reason, and to use judgment., OChar~
acter i8 a broad term, but the essential quals
ities are confidence, couruge, and lesadership.
Since much of the work of & forester is in the
field, it ie emsmential that the forester pos~
sess a certaln rugzedness of epirit and body
wihich will enable him to meat with eguanimity
and to enjoy the dlscomforts and ococasional
hardships of woods 1life, and to demand the
respeot of the tough men of the woods he muat
command and ssgooclate with.e..4 forester who
attains the highest positions in the profession
must combine the ruggedness of the woodsman
with the finer qualitles and educated percep~

9. Biliott, Roy, from inberviews with the writer during
Hovember, 1936.
10+ XKoch, Elers, "Technissl Requiremenis for & Forester in
tga Pederal Service", Journal of Porestry, V. 35, p.
803-9,



ticps of the man who is &t ease in the councils
of the learned as well as in the logging csmp.”

The School for Forestry at Oregon State College has
& particular type of man in mind vwhen they give the quali.
fioations of a forester. They aayzll
} "PHE QUALIPICATIONS OF A PORESTER

In common with every other profession,
forestry has its stendards, 1ts requirements,
and 1ts ideals. In the guarter century which
has elapsed sines the appserancs of the Ameri-
can forester, certain well-defined {things have
come to be recognized as requlesite in every
true member of the profession. No one of these
attribvtes can be regarded as of greater im-
portance than the others. Iun teshnical training
the forester must messure up to the standard set
by the best men in the profession. He must have
that peculier type of honesty which makes him
demand of himselY a full measure of service even
though for days and weeks he may be out of toucsh
with his superior officer. He must be loyal to
hia profession and to his fellows, to those who
glve him orders, and to those whom he dirscts.
He must have inltiative, for his work frequently
places him in a situation where he must mske his
own decisiong and formulste his own plans. He
must school himself in teemwork, for omly through
whole~hesrted cooperstion csx he vegome of
greatest service in his profession. He must have
vigion and with his vision, faith, for the real
fruits of his labor may no% meture until yesrs
after he hes made his exit from the stage of 1ife.
He should unselfishly strive for the bettermsnt
of his profession. Hias oriticisms should be con~
structive. His judgments should bs withheld un-
til he has full posseszlon of all the facts. He
should resognize his obligation to his school
which trained him and to his state which made
this training possible. He should be ftrue to his
ideald. With a1l this he may then pe & forester.”

The inclusive quality of 1eaaershipla has been named
11, Oregon 5tate Gollege, BSehool of Forestry, WOLGHLy

Bulletin, lessued Maroh, 1924.
12, See bottom page &7.
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by some sas belng essential. Others have inoluded, im
their listing of prerequisites, basic guslitiss which go
to make up leadership., Dealring adiitional iulormation on
this point the falléwing guestion vas asked several pro-
fessional foresters: "Is leacdership desirsiblae or even
egsential In a forester? DIlease glve reasons for your
answere. (Lesdership is defined by Tead'® as '...the activ-
ity of influenocing people to cooparate {oward some goal
whieh they come to £ind desirable’.)" ® 411 of the answers
ware in the affirmetive. Some of them are as follows:
Stesle, Asslstant Forest Supervisor of the Mi. Hood
National Porest, stresses the need of lesdershipy im publioe
gervice when ha says:1d

"For & forsster im puvlic service, lesder-
Bhip is most desirable and in most omses essen~
tial. Desirable foresit practices on public
lands c¢sn only be socomplisned with public sup-
sort aad the support of publlie opinion can only
be gotien through the lesdership of the forester.
An0ther reason why leszdership ie essentisl is
that forestry in the United Stetes is new, The
public &8 & whole knows praetieslly nothing about
the needs of foresiry--it couldn't, as a whols,
distinguieh betwean good and bad prectices.

12, Leudersnlp Will be derired ¢8 T...tne oetivity oF lo=
fluencing peogle to eooperate (oward some gosl whish
ey eome to find deslrable™ 1 uwith referonce to

foresters this incivdes cctivities involving the
general publlie to follow the pollicies desmed best for
the common good as well se sctivities with subordinates.

13. Tead, Ordway, The Art of Leasdership, pe 20.

14. Ibid. ~ T

15, Steele, Foster, from an interview with the writer on
Hareh 4, 1929,
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Looking back we see many men in forestry who
are cogs in & wheel, not assisting zs for se the
public ie eoncermed in sheping opinlen or in ed~
uoeating the oitizenry. Only through this leaders
ship ocan we hope to asccomplisk whet must be sow
complished in the United Ctates &nd the more
distriet rangers, guards, ete. that we oan get
with proper perspective and lesderchip the more
progress we can make."

Brown, District Renger at Estucads, Oregon, stressed
the need for leadership wher dealing with subordinates in
the following worde:16

"Leedership 18 sbsclutely required ir =
forester besause foresters going into adminie-
trative work will have others working for them.
To secure results the forester or distrioct
recger mnat be & lesder., He must gulde the
thoughts of his subordinetes, He should be
able to display the following quallties: will
power, knowledge, enthusissm, self oconfidence,
energy, responsibility, end coursge.”

Thompson, Aseistant Reglonel Forester of the Divi-
slon of Personnel Mensgement at Missouls, Montena, points
out that the lack of leaderehlip is the mejor csuse of most
personnel csses. Nr. Thompson writes:17

"I would like to emphzeize thet I think

'Leadership' ie not only desireble but absolute-

y essgentlial in any forester who hopes to ellimb
the ladder of success in the admiuistrative grudes
of reager, supervigor, regionsl forester, ete. In
fact the greater number of our personunel cases
arise auong men who lack this very essentlsl quele
ity but who may otherwise be intelligent, of good
character and of high scholastlic sttainment.”

16, Brovr, Corlos o., teken Zrom & 1otter 1o The wWrlter,
dated Mareh 9, 1939.

17. Thompson, P. A., taken from o letter to the writer,
dated March 6, 19Z9.
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The writer zlso desired to have some definite informs-
tion as to whether the quality of lendership is desirable
| in prolessionsl for-sters in the field of research as well
a8 in asdninigtrative and supervisory work. Therefore the
following question was asked some of the same professional
forostera. "Is leadershlp an important mecomplishment for
& professlonal forcgter In the fleld of ressarch? Why or
why not?" Representative replies include;

| "Yes. Research men work with others, They

| must guide the thoughte of the gener:zl practi-

| tioner in the fisld in order to get them to fall

| into line with the new facta, methods and pras-

| tices found in research. If this were not done
ressarch would not amount to much."18

"Yos. Too many brillisnt minds are obscured
bocauge of the lack of advertising. To sell an
i1dea or fact, proven through research, & persom
must possess qualities of lesdershio. Any man
in any field of endeavor should strive to acquire
and improve qualitiss, habits, mannerisms, knowe
ledge, eto. which distingulsh the leader.™i¥

Thompson puts it this way:zg

"This quality of 'Lesadership' may not be so
important for s professional forester in the
field of research bt nevertheless 1f he pro~
greasses very far in research he should be able
to dirsect the worik of gubordinates and exert a
commanding influence over indlividuals and the
publie in msking applioation of the results of
his research work."

Lfter estaublishing the faet that lecdorahlip is vital

18. Brown, CSTLOS Te, ODs GiGe

19, Aydelott, Owen L., from & letter to the writer re~
ceived Msreh 11, 1839.
20 ThOﬁ%pSGﬂ, Pe Ao‘ ops olt,




a0
in & progreseive professioral foroster and noting thet it
is & brocd guality, dependent upon several busie qualitles,
it wae dcclded trhat some efTort shovl? be mafe to discover
vhat fundemental qualities are espentisl to lesdership.
feveral euthorities were cmmsulteds Some findings follow:
Asccording to Vohlenberg lesdership involves gcourcge,

intelligzerce, Inltintive, ond knovledpe. "The two funde-

mentals of leadershly whieh heve been working overtime are
xmowledge and o port of lutent intelligence. The two
fundementale which have been proceticelly dormant are coursge
and initistive,"®l

Schell, Professor of Business Management, Massachusetts
Institute of Technology, eaye, "These three ftrnits; interest

in and an affection for peonls, power of persorality, and

a solortific trend of mind, may be sald to be the culstand«

ing reqvirements of exeoutive success". He odds that ex-

ecutives should slso possess morel uprishtness, physical

Yigor, and intelligence but points out thst these gualifies

are nceded wherever accomplishmernt is the gaal.gg

Craig, 4ssilstant Professor of Industry, esnd Charters,
Director, Researsh Buresu for Fetall Treining, acd Dean of
the Grzduate School at the University of Plttsburg define

the qualities of personel leadership as forcefulness, abil-

£l Wohlenberg, E. T. Fa, "Letdershly in JOrestry &rd
Iumbering™, Journal of Forestry V. 31, p. 308-10.

2. Sehell, Trwin Haaskell, The Teshulique of Executive Con-
trol s E» 18«18
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ity to taco s persael lutersst in the asen, zbility to get

the work donc correctly, ability to get and use the idens

of mei, :3ilibs to ba ome of “he men, abllity to lecd

ratiiar thw: boss thoe men, sbility $o develop tearmpork,

sBLilty Uo show kladliness without belny congidered eray,

abillt, to resrimand properly, ability to kees from worrye

tre s ouillty to delegabe work wroporly, asilitsy %o call
2y ¥ : & St ¥ eibosern

forth the dest efforts of the men, ability to train men on

the Job, ability to malke a new man feel st homsg, and gelf-

&
confi&ansa.ds

Peed, wao 18 a Lecturer in Personnel Admlinistration
at Oolumbia University, says, "Qualities necessary in
leaders which seem ideslly desirable are: Chgsical end

nervous energy, & sease of purpoge mnd clrsobion, suthugle

asm, frisadiiness and uifection, ifntegrity, fechnical

mastery, decisiveness, intelligence, toasening sgkill, and

fatth.,"?4
Griffing, Zducationual Advisor of thne Hinth Uorps Ares
of the United States Army, zroups thess qualitlies of lesd.

ership under five hoads: QRoraonulity, intelligence, skill
25

and kiaosledge, snargy snd initiastive, and gharacter.

ZZ. Cralg, David Re, and Chartors, e wes ﬁbrgon@}Aiaﬁiggp
shig‘i, Industry, p. 285=6.
24, Teud, Orvdway, 0ps 0its, pe Cle ‘
£6. driffing, Jomn 3., Pupndamentsls of Leadership, (Heud-
Raucat

quarters Wintn Corps area, Uiiice Of the tonsl
Advissr, Presidlo of San Franclisco), Lesaon 2, p. 1.
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TABULATICL OF THR ThAITS

Upwards of 8 hundred different termes are used, by the
foresters guoted, in desoribing the essentisl gqualities of
& professional forester. ¥When these terms are clossely
analysed it is found that s great many are merely synonymus,
or desoriptive parts of emeh other. They were classified,
first, into two groups omsisting of fundamental or singu-
lar qualities and plursl gualities. The plural gualities
are & result of the oombination of ftwo or more basic qualie
ties., For example, "1ntalligenea” represents, largely, &
basic and constant quality while "specialized forest educa-
tion" represents and is dependent not only upon intelligenc:
but physiocal and nervous energy, character, and &n Oppore
tunity for their interplay os welle.e 4ll of these basie
qualities have t0o be synochronized and harmonized before &
speclalized forest education resulis.

The importunce of recognizing these plural qualities
agrees with the Gestalt Peyohologists who propogate the
1dea "...that the whole is somethiug quite different than
1t8 sumnated elements..."t They emphasize the feet that
aotivities such as learning and application of executive

ebility are rot the simple sum of their baslic elementa but

T. Trow, willinm Olark, "How Shall Teaching Be Evaluatedr.
Edvouational Adminigstration and Supervision 20;264-72.
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& synchroniged total pattern of all the basie parts in
thelir environment. This plursl gquality is something more
than the sum of its parts just as & football team is mush
more than eleven non-gynchronized athlstes, Trow 1lluse
trates this prineiple as 1t applies in rating tesohing
ability when he says, "If, for the sake of the game, one
wishes to use the sum of numerically evaluated traits as
the soore, and the person who gets the highest soore wins,
all well and good; but these scores, even granting that
the treits are scourately judged, should not be confused
with teaching ability", He adds that it is the total
pattern of the various charsoteristios that counts, and
how they harmonise in their soolal setting. This empha-
sizes the importance of judging a man by his performance
and suocesa in his work.

The besic qualitlies and the plural qualities were
next divided into four and two respective divisions of
nearly synonymous charsoteristics. The outstanding term
or sombination in each group was used as the nams of the
group. The essential qualities of a forester, as given by
the thirteen references gonsulted were tabulated to mes
how many times each of the six groups were selected as
esegential. Not more than one vote was giveu any one refer~

ence on a&ny one of the slx groups even though 8 similar

2, Ibilad.
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quallty wae named iz more then one way. For exasmple, one
man listed honesty end sincerity but they were both sounted
a8 one vote under the quality of shlsracter. The titles of
the four groupe of besic quelities and the two groups of
plursl gqualities together with the number of times that
eagh group was selected as essentlal follow:

Basic qualities:
1. Intelligence- listed by & references ss essentisl.
2. Personglity-- listed by 6 references as essential.
4+ Character--~ listed by 11 references as essentisl.

4. Physleal snd
nervous energy--listed by 11 references as essential.

Plural gualities:
l, Solentifie trend
of mind orx :
common sense~-~ listed by 9 references as essential.

2. 8kill snd
knowledge -« listed by 10 references as essential.

In addition, leadership im mentioned several timee.
Inesmuch as it has been established that leadership 18 es=
sential in a successful forester and becsuse the type of
leadership needed in o forester is dependent upon seversl
qualities, the opinions of the five references, who are Tre-
porting the essential gualities in leadership, were also
tabulated,

The tabulsted opinions of the eightesn references,

thirteen listing essentisl gqualities in foresters and five
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listing essentinl gqualitles in leaders, follows:

2

S

4.

1.

2

dasle qualities:

Intslligence~~ lieted by 13 references.
Personality~=- listed by 10 references.
Character-- ligted by 16 references.

Physieel sud nervous energy-- listed by 16 references.

Plursl gquelitlies:

Seientific trend of mind or
COmnOn 8ONs0~= listed by 12 refersnces,.
Skill and knowledge«« listed by 14 references.

For olarification esoh of these six titles, in the two

groups, are briefly defined as follows:

1.

Ze

S

4.

1.

Baslo qualities:

Intelligence--Intellestual cepacity whioch determines
how well we do things and demonsirated by our abdbility
to meet new situations.®
Persmallity--The way an individual impresses other
folks.*

Charsoter--Whet a man is on the inside.’
Physiosl and nervous energy--Drive, endurance, and
vigor of mind and body.

Plural qualities:

Sclentific trend of mind or common sense--Ability to

e

Ge
Se

Chambers, 0. R., from notes taken in s peyohology e¢lass,
May 4, 1938.

Griffing, J. B., op. ott., Lesson 2, p. 2,

Ibid., Lesson 3, p. l.
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8olve problems Impartially and wisely In the light of
all available evidenca.

2« 8kill and inowledge--Ability to do things resulting

from troining, education, and oxpertenee.s

It has already been pointed out that & grest many es~
sentlal qualities given by the references sre very similar
or desoriptive parts of smoh other. The gqualities numed
hy‘the references that were considered ard counted under
each group &re in the following list. Some items &ppear
to be borderland cases and it is difficult to limit them
to one definite group.

1. Intelligence:

Quick-mindedness

Mental alertness

Inquisitiveness

Abllity to learn and $o reason
Ability to meet new situat lons
Adaptability

Aotive imagination

Resoursefulneas

Capasity to see the point

Capacity to sense relationships
Cepaclity to put "two and two® together
Ability to recognige salient points

2. Personality

Habits

Dress

Tact

Congeniality

Ability to mest people
Personal appearance
Enthusiasm

Energetic attitude
Friendliness and affection
Chearfulness

8. 1bld., Lesson 2, p. &.
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Polise
3. Chzxancter

Temperance

Sincerity

Honesty

| Loyelty

| Tolerance

Sympathy

Courtesy

Firmness

Brosdmindedness
Dependability

Paith

Courage

Self-reliance

Sportamanship

Teamwork

Cooperative

Ability to work with others
Spirit of public service
Love of nature and things natural
Interest In human welfare
Interest in rendering service
Reusction to oritioclisnm
Willingness to make personsal sserifices
Integrity

Reliability

4. Physicsl and nervous energy

Industry

Initiative

Self-starter

Perseverange

Aggressiveness

Physieally strong

Cortaln ruggedness of spirit and body
Willingness to endure hardships
Cutdoor man

Virility

Drive

Endurance ‘

Vigor of body and mind

quality that begets seal and enthusisem
Wlll to win

Dynamic smotion

Abounding ensergy

| Robust
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| 5, BSclentific tremnd of mind or oommon amence

Use of good Jjudgment
Vision
Foresight
Hental balance
| Struight thinking
Cpen-mindedness
Deacision
Executive abllity
Flroness
| Confidence
j Abllity to reprimend
Abllity to direct
Ability to plan
Ability to coordinate
Jenge of purpose and direction

} 6. Skill and knowledge
\

Technical training

Knowl edge

Specialized edusation

Brosd training

Powers of observatlion developed

Versatility ‘

Ability to train others

Ability to understand and follow & plan

Thoroughness in detalls ,

Peraonal interest developed in problems of
forestry

Techniscal mastery

Teohnology and processes by whioch purposes sre
resliged




|

|
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1 CHAPTER XII
DEVISING THE RATING SCALE
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CHAPTER i(IX
DEVICING THD RATING SCALE

After the lmportant quslitles have been determined
the actual rating scale must be developed. Seversl prin-
ciples which alm to inoresse the efficiency of rating
scales and thelr mothods of use have been formulated that
may serve as guldes in the astusl oonstruction, subsequent
development, and adainistration. The principles will now
be consldered under two main heads entitled features of
sound rating soeles and approved administrative features.

Features of Sound Reting Scales:

l. Mske all phasas of the rating system as objeotive
&8 1t 1s possible to make them in order to avoid amblguous-
ness and personal iﬂterpra%&tiana.l Some specific methods
of avoiding this denger will be disoussed in other points.

Ze Detormine traits or ltems sslescted for rating
purposes iln the light of the work actually performed by the
employees.® If & man lasn't required to do public spesking
ia als work ne shouldn't be ruted upon hls abllity as a
public speaker. Une man says, "Efflelency rating systems

that get away from an snalysis of the dutles, get away from

1. See Loshexr, William Be, and Kingoley, Je DOn&id, ODe
cit., p. 441; Viteles, Morris S., op. cit., p. 212;
Burti, Harold Ernest, op. cit., p. 32d-Ce

2. Mosher, ¥illiam E., and Kingsley, J. Donald, op. otit.,
Le 4%l
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the facts and the further they get away from the facts the
less thelr velue".”

5. Refer to but one type of sctivity earried on, or
to but ome type of result achieved by the men to be rated
in esch quality.% Caution should be exeraised to ses thﬁ%
the quallty is not a ecomposlte of seversl abilities that
vary 1ndapandeﬁtly¢5

4. Mosher aund Klngsley state, "hutlng soales should
be devised in such a way that the points in the contizuum
from the least to the hizheut are egqui-distant from one
another".® In other words, the traeits should be so &ar-
ranged and stated with reference to each other that the
whole list of traits will divide the total range into
spaces of spproximately equal laongth.

5. Welzghing of the essentisl quslities in the socale
should be based upon reletive Importance of these gnali-
ties. This may be done by & conference or some other
consengus of opinion secured from lesders in that fleld.
Jcouslionally 1t is done experimentally by coupsring each
tralt with & criterlon, when sueh s eriterion is available.
Tgually 1t is determined rather arbitrarily by using the

best judgment of those famliliar with reating scsles end the

3% sxcerpt_sent $o Lhe iriter, Jeb. &2, 1989,

Egi%e e

4, Viteles, odr{s 8 S.» op. eit,, p. 212,

5, Bingham, Walter Van Dyke, and Freyd, Max,op.eit.,p. 136.
6. Hosher, william E., and Xingsley, J. Donsld, op e eit.,

_g . ‘:L;&Q
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ocaap&tiaﬂ.7

6. BState the gualities or truits in the every day
thinking of the rating offlcer.® Supervisors and not
paychologlatls are going to rate ths employees. Therefore,
assistance should be rendered through the use of simpls
questiona, words, and examples, that bear directly om the
work that the men sre doing. However, this can be carried
to extremes.’

7. Define qualities specifically and in some detail.
¥hen they sre named only, different interpretations result,
and ratings tend to be inconsimtent from one period fo
another and from one rater to another., For insteance if
the scule mectloned cooperation, the rater might think of
it es momning elther the abiliity fo get along with eo-
workers or willirgness fo caryy out orders.l0

be Qualities may, in some cases, be described but not
pamed, 8o thot reters nay svold personel connotations that
are &t variance with {he charsacteristic ag it i1s definsd in
the reting sousle or by srother rater.:t

3e State the items 10 be chesksd in eoncrete terns

T 50v ourtt, HeroLd B., Ope Olte, Ds Cho-7: 7oder, Dale,
Op e Qito, De 266“?, 261,
Ue Probet, J. 3., op, citas, p. 22,

9+ See Baridon, Felix E., and Loomis, Farl H., ope olt.,
pe Lv3; Kingsbury, Forrest 4., "Analyziung Retings and
Tralning Reters”, Journsl of Personnel Research, V. 1,
Pe ETNa38E,

10. See Yoder, Dale, op. eit., p. 255«6; Burtt, Harold R.,
CEh o &itﬁ, Pe 384

11, Yoder, Dale, Op. eit., p. 285,
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and these 'tems should be concerred with observable be-
hevior,1® gueh &s zsy ba moted during the regular course

of the worke In place of asking for & ratlng on sueh &
trait as inltiative, ask to what extent the ratee sterts
things, plane sctlvities, and sterts others. The rater
merely checks the behsvior he believes to be mssosieted with
the ratee. One form requires the reter to suvstantiste the
score by referring to some illnatrative incident % The
mors concretely the ability 1s expressed the greater 1ls the
expectation that the various raters will be judging the same
thing. "Such traits end characteristies should be signifiw
cant for the successful performunce of the work sssignments.

nlé

LI N

10. Inmelude only gualities whloh are non-measuresble by
exnct mesns. IT $yping speed ls desmed important, a record
may be kept in the personnel report but the quallty enonld
be mersursl with accurate instruments.t®

11+ Include only guulities that ajspear in varylag
degre:s zmong those to be rated. Ao axample is sex, and
some suggest thet honesty smd loyalty sionld also be in-

cludsd under tals heedlaug.l®

1%, Talrd, Donala Le, Ope Gite, pa LoLle
12. Yoder, Dale, ope. cit., p. 2B5.
14, Hosker, willism 3., and fLingsley, J. Donald, ope cit.,

0. 441-2, .
15« Yoder, Dale, ope. clte, Do 264
16+ Ibid.

Yosuher, Wllliam E., and Kingeley, J. Donald, ope elt.,
Pe 442.
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1%+ AGvold suoh general btermu am good, falr, medium,
or exvellent. éuuﬁ teras are not counsistently used by 4ifw
ferent raters nor sy the same rater &t dlffsrent timeset?
Suoh apprulsal sbteps should be apecifically defined in order
to overcoms this tendeucy of raters to vary thelr guanilita-
tive sppruisuls of various qaaliti&a.18 Lone rating steps
developoed ig this gtudy sare "almost always", "usually",
"about hall of the time", "oogaslonally”, scd "hardly ever".
They are used as positive answers 10 stutements which are,
in ofieot, questions, such a8, "He appears cheerful and
cordial"”.

Sonetines several appraisal gsteps are defined al
longth, similar to the Probst Ssrvice Socule, and the rater
checks the corrzet gtop. Thus iosteud of simply asxliug
raters to rute personal sppeuranco they migat bse wekked to
Leglu 9y wnswerlag the quesslion, "Does he luvorably lupreas
peoople by Llu size, dearing aud meaneri’

18, Avoid usiag extreme dsaeriptive parases thet will
ve evaded. For example, in ratia@ an amployee ou prompineas
suoe. oxtreme devcriptive ferme ss "alwsys prouwplt™ aue "nevey
proaply skhovld be ovolded. The result 1f 4 scule was gon=
strusted iu tuols weay, and hed flve descripiive steps, wounld

se to liult the range to the middle itnree steyse. The dew

174 Yoder, Dale, opes clts, pa £60.
16« I%Ciitfi.‘, P 258,
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soriptive phruses should bs erranged go thut they will conw
form t6 & nosmsl aisbritubion curve. ? Blughem snd Freyd<o
Bay that if thnere sre five phrases, the intermedliate ones
ghoald be cluser in mesning to the centrsl one than $o the
extrewes in ovder to spread the distrivution.

l4. Use three to five deseriplive phrsses iln rating
each truit. More than five divisione are inadvisable, Dbe~
cause most raters will be unable to dlstiuguish more than
that weny degrees of guality nor will they be able to grusp
the range of the truit ae a unit. AU lesst threo are neces«
sary to provide a servicesbls ruunge 0f &1aeriminationqgl

15, Direct quantitative terms should be avoided. The
immediste use of percentages, other numeriesl scores, oY
such words as high, superiorx, and low by & reter in classle
{ying & retlee on some guality is uwndasslravle. They give &
shan lapression ol sccurwey sui fiiences, Wi, "eloce they
are not deiiued and in wost lustiuces sre undeilinsble, no
go0d cun oome Irom their use" o8

lés Some men adviee shiiting the favorable extrenes

of & mulliple-step or &djective type vating scale haphazerd-

lue Laird, Donald se, ops cile, p. L9c=2; and Yoder, Dule,
OF e Gitw, pe RG6,

“U¢ Biughom, welter Veu Dyke, aud Freyd, Hax, ope. olb.,
Pe 137, '

£le loide, p. léo; Yoder, Dule, op. cit., pe wob; snd Inird,
Doneld A., cops eite, p. 191,

3 Luird, donald 3‘, QP » ﬂ‘f.ta, P 191,
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5,24

kY

1y to She wight and to lue 1@f%,f3 whiie others oppose 1
Froponents say it x@&uaas wulo effcotas, while opponents say
It ie ftime gousuailog sud lyvitetloge

17, Hecogulize the natursal reluocteuce ol ralers to
vate wegutlve gualities and their desire 1o say good tuings
BOOUE & retecso? Some of this reluctance osa be eliminated
by desosldisg the wuployee with observable factes and avoide
iug words tuut suggest & isellag of fellurs due to soms past
a8gooliutions For exasple, such u fevliug might be preseut
i any of tos letters "W", "E", or "U" were used im desorib-
ing & wen begause of & feealiug of anllpathy toward them
wnich had been developsd In 80L0GL«

e Provide an opilonsl solectlion of tzxaifs or gqualle
ties for the reporving offlcer, s0 that he muy repori oun
ouly Bhose Lnlugs with respect to whicn he hws delinite

el

siowledges % Yodur guje, "Lf the reter Feels uncertulu with
respect 10 auy quellly, e should nol rutle on thut ona" &Y
Loe wirections t0 $he ruloer shoulid be clesar, ocuuclise,
aid Lienvliguouse In addition to olearly explainlug the
WeCLALLGY 0L the veliug prooewss, taey saould wurn tae rater

' . - . . 26 f : x .
sgalust Lie 0noat comwmou smorﬁoamn&gs,“t aud the directions

22e ibld., pe LU4; and Singhenm, talter Va£4§§ka, aad ?r@yﬁj
Hex, ope. olit.e, pe. 138,

Ll ?rSuﬁt, Ja 3¢, Ba Gitt, e LY

25 Ihlflo, P 2 .

36. Prﬁbﬁt‘ e Bq’ Q?Q Qlﬁa, P 23.

27 Yodar, dale, op. cite, e 27D,

th Ibido
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should emphasize that judgments should be based upon per«
formance on the jobzg to which the employee is assigned.
Pallure of raters to follow thils prineiple results in
comments suoch a8 these of Paine's who says, "I think, we,
as raters, are prone to forget what the employee ia supposed
to do, as outlined in his job desoription, and we rate by
somparison with another employee who may be doing different
work" .90

20. Use a rating soheme that people like. It is obe
viously desirable if & scheme ig intercsting, quickly end
eas8ily completed, snd gsins the intereated cooperation and
enthugiasm of the raters using it. Therefore, for the sake
of time~saving and the seocuring of intelligent ocoperation
the number of i{tems should be reduced to a minimum end made
a8 interest-appealing as possibla»gl

£1. Rate 811l employees on a sgingle trait at a time,
That ie, rate all ratees on the first gquality, then rear-
ranging the order at random, rate them on the second qual~
1ty end so on for the remeslining qualities. Laird says,
"This precsution avoids & shifting standerd. Since sll are

rated on the same trait at the same time, the standard pre-

£9. ?aridon, Felix E., and Loomis, E&TL Ha, OPs Clte, Pe
97, | ’

30+ Paine, 2. L., taken from a letter to the writer, dated
February 82, 19%9. o

2l. Laird, Donald A., op. cit., pe 193~4; and Mosher,
#1lllam E., and Kingsley, J. Donald, op. oit., p. 441.
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sumebly remszins the same" .22

22+ Suffileient understindable informetion should be pro-
vided on the rating scels for the ratee to make the proper
sdjustments whon he sees his rating. It iz very dlfficult
for a man to see himself as others see him. So, if an em-
ployee finds out his strong and weak pointe, something he
often doesn't know, he will know where to bagin lmproving
himself.® In this way the employees may also in a general
way determine the fairness of the r&ﬁinga;aé

23. Convert total numeriosl ratingse into fimsl ratings
conslsting of epproximetely five clusses, These may be
labeled A, B, C, D, and E or entitled excellent, good, avere
age, fulr, and poor, ete. The basis for this type of group-
ing is the presumption that the traits ruted yleld a nearly
pormal distribution, hence fhe totul ratings will yield &
nearly normal distrivution,.’® fPwo methods are commonly used
in determining the limiting points between the groups. All
of the total soores are arranged in s frequenoy dlstribution
from high to lows The distribution ies then divided inio |
five groups with the highest ten per cent in the highest
group or glven an 4 rating, the next twenty per cent are

given the B rating, the next forty per cent are given & €

Bzo zairﬁ-, 50&&5 »&q, QP Glﬁg,‘ }'2; igi; sae 8};30, vz.tdaﬂ*
Horris 8., op. eit., p. &12.

S%. walters, J« C,, 0p. cit., p. 174.

oo Probat, J. O., Ope cits, De B2,

36, Burtt, Herold Ernest, op. cit., p. 345,
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rating, the next twenty per cent are given & D rating, and
the lowest ten per cent are given an E rating. The dividing
lines mark the limiting points between the groups. 4 key
to the final ratings can then be prepared and used &8 a
futvre key for converting totel seores into finel r&tings¢§5
The other common but more refined method is done by Alviding
the total freguency distribution into five groups in terms
of ptandard deviations from the mean or aversge of the group.
The number of standsrd devistions to aprly for each clase
ere found by oconsulting a2 teble of normal expaat&neieaﬁv in
per cents and finding the numbsr of standurd deviations for
the above nemed per cents or eany others decided npcn;sg
Similer methods are used in correcting high ard low rating
tendencies in raters.d?

24. Provide space for roting outstending proficiences
end defloclences, particvlerly those Justifying promotion,
demotion, trensfer, ete .40 an average reting may be highly
decertive in pioking a men for & promotion becsuse & total
goore often fails to properly hurmonize & man's possible
shorteomings snd qualifications. Of course, the rating
report should be studied In detail, too, in relstion to the
Z&, Patlterson, Donald G., Ops Cite, De 36D
27. Gerrett, Henry E., op. cit., ps 110.

Zde Clinton, Re J,, from notes taken in a cless in Bduca~
tional Statistice, December 11, 1938.
9. gzzft, Herold Ernest, op. eit., pe 156-169 and p. 245~

40. Mosher, Williem E., and Kingsley, J. Donald, op. oit.,
P 442,
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gualities thet are considered most Lmportant in the perticu=-
lar situatlon st hand.4d

25. Creute more thun one type mosle when widely dife
fermnt ocouputilons are rated. "Just as different types of
vosliions require distinctive abilities, so the reating of
those who function in such positions reyuire different
scales.42® Soeles for sous positions will enphssize lecder-
ship, tact, originality, ete., while others smphasize oo~
operation, skill, industzry, etc.

26, Continue research, analysis, end adjustment after
the ratlug scale hus been constructed in order to improve
it snd to xeep alreast of changes. A chauge might be needed
due to & shift in the functions of the position, whiosh would
change the relative importance of the essentisl gualitiss to

be rateda43

a

roved Adminligtrative Features.

1. The centrsl personnel agency should set up the
rating scales with the oooperation of the supervisory and
execvtive gtaff. Sooring should be handled in the personnsl
division,%4

2. Acoumlate and file the records soncerning super-

visor's estimates of employecs in advance of any emergency

41, Taird, Donald A., Ops Gl%e, Do 1944

4. Yoder, Dele, op. eit., p. 864. ,

43. Mosher, William B., and Kingsley, J. Donald, op. cit.,
Pe 442,

44 . Ibid.
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requiring suck informmtion as a basis of decision on pro=-
motion, demotion, transfers, etc.4d

3. Call for ratings uot more often then twice a
year.46

4. Don't expect average scores to tell the whole
story. & high reting in one guslity such as physicsl and
nervous energy plus & low rating in Intelligence gives an
average numericsl score but it does not necessarily mean
that the employea's value to the service is average. Aver-
sge scores are convenient but highly deceptive in aotusl
use. For instance, 1f you ere looking for an employes with
an outstanding speaking volee or & fust worker, he can be
found by carefully studyling the asppliocabdle purts of the
report out not by surveying the average soores.d”

5. Xesp a record of asttendance, terdiness, promotlion

nistory, record of errors, and other personal records 1m

the employse's personuel record, This faclllitates ilts use

in coanection with promotions, demotions, ete. However,
attendanoce asnd tardiness should not be rated as are the
traits end charscteristicse.dt

6. Instruct asnd train rating officisls carefully in

the use of rating scaleas. Teach them to carefully observe

45, Vileles, Horris Bs, Ops Glte, De Zils | |

46. ﬁosgzg, %illiem E., awnd EKingsley, J. Donald, op. oit.,
Pe .

47. Laird, Donsld A.

ope clt., Ps 194,

48, Mosher, ¥Willlam ﬁ., and Xingsley, J« Donald, op. olt.,
. P 442,
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&nd anslyse the significant tralts in each employes, and
to report them with scoursey and osre on the rating scale.
A raters' menusl 6sn be prepared which deserives in detall
the scale and proper methods of using it. It aight well
discuss the varlous personal gualities, thelr signifiosnoe,
ways in which they aré‘manifeaﬁe&, and methods of incressing
one's rellability in judgzing them., Typlesl errors and suge
gosted ways of guarding against them could be enumersted
and discusseds, The raters should also be stimulated to
glve careful, conselentious, and intelligent consideration
to their reting responsibility.4?

7. Reters should not rate an emplbyae unless he has
a imowledge of him. 4 common difficulty which resulis
arises out of the fuct that the rater does not know the
ratess well but hesltates to admlt the fset, It is better
that no ratings be made In such 0sses.?

fhen a man in the Forest Service is rated on 8 service
of less than ninety dayes the notation iayma&a after his
nase, "Les: thas 0 days”.bl

te Have 83 many independent ratings on & person a8
conditions permit, as long as all of the raters are well

49, Ibid., and Lingsebury, Forrost K., "Anelyzing RGL1ngs
and Training Raters™, Journsl of Personnel Researsh,
Ve 1o po 377-383,

50+ Yoder, Dale, op. oit., pp. £635-4 and 278; and Laird,
Donald 'éin. Qs Gite, }Qalgz?n

51. United States Clvil Service Commiselon, Preparation of
Efficlency Ratings, p. 4.
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enough &acquuinted with the work of those belng rated as fo
be coupetent In thelr julgments. These raters should work
independestly« These separute ratlugs should be combined,
aud the everuge found, which snould be used as the index or
official rating for that person. Inasccurste ratings mey be
deteoted which may be caused it any of the ralers ure lucke-
ing in & inowledge of an emplogee's real abllity. 3Radical
disugreements muy oo due to rater bias or prejudice. In
any case it affords an opportunity for a Lyxuiiful confer-
ence of the raters.o?

Korvheuser, after testing & number Of ratings mude at
the Uulversity of Chiocago, concluded that the reliability
of averuge ruallngs incrouses stewdily up to four and that
beyond four separalte ratiogs entering iuto the average
thers 1s 1no change in raliubility.ﬁﬁ

. Correct stuatistically auy tendenay of & rater to
rate too high or too low. Frequently, two raters will
agree, in geuneral, as to the type of person the ratee is,
and the general pattern of the two rating will corresspond,

out one will be generaily lower throughout all traits than

52, Hosner, williem B., @nd KLugsiey, ¢ Dontld, ODe Gibs,
r. 4239; Lelird, Donald 4., op. cit., pe 193; Viteles,
iorris, ope. oit,, p. Z12; and Paterson, Donald G., 9P»
ait., p. 375,

53. Xorahauser, W. W., "What Are Rating Soales Good For”"
The Journal of Personnel Research, V. 5, p. 189-193,
Jee also, Rugg, Harold, "Is the Rating of Human Chare
acter Practieal?" Journal of Eduweationsl Psyohology,
Ve 13. Pe 62e
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tine other. dhls tendancy for one rater to Jjudge his em-
ployees too lenlenily, tuhus giviag all of them very high
raeting while enother ruler judges nis euwployees t00 severe-
iy, tuus piving all of then low retliuge is deserived us the
systenutic error. vune wmelhou of getting & weusuremeul of
this systemalie error in scvoring is to compare averuge
rutinga.54 If one rater's ratings cousistentlly aversge
twowt, points higher thau snother rater's ratings on similaer
groups of men, it may ve sssumed that the first rater tends
%o score much highor than the second ruter. It is frequent«
ly possivle, by cureful analysia, to caloulate weighis to
ve &pplled to euch ruter's scores whereby the work of tue
varilous ruters le made comparsble. Efiorits suhould be made
to reform reters who tend to rute too high, too low, or
who teud to rate all of thelr ewmployees the same. Differ-
euces odeltween thelr ruting snd those of other supervisors
oan be pointed out but it is usuvally more sallisfactory to
slatistically sdjust totel retings Yor hign end low teudw
encias.%?

1Ue <Znoourage euployees to lpguire 88 to thelr stande

ing in oraer that rutings may be mude && frultiul as pos-

b4. For addiiional [nforwstion see Yoder, Dela, Ope Clbs,
e 287=70; snd Burtt, Huroid E., ops oite, pp. 54b-348.

06« Yoder, Duls, op. c¢il., p. 267-70; 2ubersou, Donald G.,
Ope clte, p. 375; Vitoles, Morris, S., ope olt., p.
&lzy and Laird, Dousld A., op. cite, pe 194.
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ible. 7Those falling below par should be informed of this
fact and the ressons for 1t. Remedial work or some other
adjustment should be medes If this part of the rating
prograem is wisely handled it may become a worth-while ine
atrument for improving standarde.’®

11l. "Cpportunity for sppeal should be afforded as in
connection with other decisions affecting the intereats of
the workers.">7

12, Afford opportunities for and encoursge employecs
to ocooperate in setting up and revising soales, and pasaing
on sooring methods. By publieising the whole rating pro-
gram each employes may come to understand the plan, béﬂeﬁﬁ
convinoced of its fairness, and learn on what types of be-
havior em hseis is being placed. 4 handbook is suggested
a8 8 good weans of publiolsing the soheme.,58

Ags far as wes poseible the principles of sound rating
soales, just discussed, were incorporated into the rating
soale construoted. In addition, the approved sdministra-
tive festures ﬁnro kopt in mind in an attempt to make 1%
usuable as well 88 a valuable tool for management.

The aotnal reting scale construction, with the six
qualities selscted se most emsential in & professional

forester in the Forest Service as & basis, will now proceed.

86. Mosher, Wilillem B., &nd Kingsiey, d. Doneid, ope Glts,
P 442-35.

57, Ibiﬁ’, Pa 443,

58. Ibid., pe 442,
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Welghing the Fssential Qualities.

Ten professional foresters in the field of forest edu-
cation were given a 1ist of the slix qualities considered
essential together with thelr Gefinitions. They were asked
to carsfully consider the importance of these gualities in
& professional forester in the Federal Forest Service and
to 1ist them in rapk order with the most ilmportant first.
The results of this poll are shown below in Table I.

TABLE I
Evaluation by Rank Order of Six Zesentlal Qualities

in ¥oresters

Rank order selection | Rank order
Qualitises by 10 forestars scoording
1]2|B[4Tp[6[7]6]9 70 | to average
1. Intelligence 1i1({8|2(1|8|2|4(|3]| 4 &
2. Personslity 3311|3324/ 1| 3 1
3. Charaoter zlelelrleiz|z|2|s! 2 1
4, Physicel and nervous
energy 4|5/4|616|4|6(5(2| B 5]
b. Sclentifie ftrend of
mind and common
aense 5146144151164 1 4
6. 8kill and knowledge 6|6|3|5|B|6(b|616| 6 6

An examination of the results discloses varisd upine

ions. Personality and cheracter were selected by the group
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a8 8 whole as equally important, although personality was
selected as low as fifth sholce by one man. Intelligence
was placed third by the group as a whole and almost on a
parity with the first two., Physiocal and nervous energy and
8kill snd Imowledge were considered least important. Hows
ever, one man selected physical and nervous ensrgy as
sesond cholce and another ranked skill and knowledge in
third plaoce.

Correlations®® were made between the ranking made by
the several men in order to further study the relationship
between the different vankings. The following coeffiocients

of correlations were found:

B9, The correiatlon coeffloient tells the degres of similer-
ity that exista betweon any two series and is expressed
by mesns of an index figure ranging from plus 1.00
through .00 to minus 1,00, 7Thus, & coefficient of plus
1.00 indiecates thet the two series or renkings are
identical, while & coefficlent of minus 1.00 indicates
that the two series are completely reversed, the highest
rank in one being the lowest rank in the other. A4 00~
effiolent of .00 represents a purely chance order of
arrangement. A general gulde is that & coefficlent of
from 00 to plus or minus .80 denotes indifferent or
negligivle relationship; plus or minee .20 to plus or
minug .40 denotes low ecorrelation, present but slight;
rlus or minus 40 to plus or minus «70 denotes sub=
stantial or merked relstlonshlp; and plus or minus .70
to plus or minus 1.00 denotes high to very high rela-
tions Correlations shown throughout this study have
been determined by the Spearmsn Rank~Difference method
unless otherwise atated. For further information see
Garrett, Henry E., op. olt., pp. B61-408,
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Between Judges number 1 and number 2 «- .94
Between Jjudges number 3 and number 4 -~ .26
Between judges number 5 and number & -« .57
Between judges number 7 and number & -~- 14

Between Judges number 9 and number 10 e 09

ﬁverageéo soeffisient of the group - «B0

This average oorrelation coefficlent of plus 50 in=-
dicates that there 1ls a definite pesltiva relationship.
However, interpretated in another way, it says that only
thirteen times out of & hundred are the relationships
closer than pure ahanaa,él or whaet one would expect by
drawings from a hat.

The results ss a whole are interpreted to mean that
all slx gualities are wital but physieal and nervous
energy and akill and knowledge are econsidered of somewhat
less importance than the other four qualities. The weights
glven the six qualities on the basis of & totsl of 1008

pointa follow:

1., Intelligence 180 points
2, DPersonality 160 points
3. Character 180 points

4. Sclentifie trend of mind snd comunon

60. The method of AVeraging oOrrelatlon GOellliolents usod
in this study hss been to sgquare each cosfficient,
average these squares, and extraet the aquare root of
the average thus obiained. BSee Garrett, Henry E., ops
Qita, Pe 264,

6ls Laird, Donald A.’, 0P« ﬂi@n, Pe 212,
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senge 160 polnts
5. Physical and nervous energy 144 points
6. Sx111 and imowledge 144 points

Defining the Resentisl Quslities in Terms of Obsorvable
Behavior.

The firet question wams, "What are the tangidble actions
in & forester's regular work which are dependent upon ine
telligenoe for their successful operation?” Each astion
should refer to but one type of sotivitye. It must be
readily recognized, steted in understandable terms, and be
particularly charaoteristio of and applicable to foresters.
Care must be taken to see thut the mctions are significant
in relation to the gquality desorived, that it really does
measure the quality or trait in guestion. Also the written
action must be of such & nature that it means the same
thing to different people &ll of the time.

For example, the ststement, "He readlly 'sees the
point' in the explanation of & new process," aims to meet
these conditions for intelligemce. It isn't something
vague and mysterloue, as is the quality of intelligence.

It 18 readlly understood and definite. It ig something
that a supervisor has many opportunities to observe. &1&6,
it 1s a8 significant pymptom of intelligence; beoause Lf one

readlily sees the point when a new prosess is explained 1t

indloates the presence of intelllgence.
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Other examples of sctions whigh 1llustrate cbjective
behavicr that indicate the presence or sbsence of ilntel~
ligence are:

l. He esn read and follow written instructious.

2. He effectively analyzes and orgenizes his work.

de Kto.

Eagh o the other five’aasantial guelitiss {person-
&lity, character, scientiilic trend of mind, etc.) was
attecke! and defined in the seme mauner, After & number
of ssmples hud besn made, experimented with, and re-
written for each group the fifteen most promising statements
under intelligence, personality, oharascter, scolentifie
trend of mind end common sense slong with the twelve best
under physical snd nervous energy snd skill and kuowledge
were listed in six groups under the heading, "Check list
of sotions for asoertaining performaence.” The slx groups
were luoeled from Part I through Part VI in the order named.

Two rating scales were constructed. One may be de-
soribed as a combination of the desoriptive snd multiple
step types, entitled "Service Reaér&,“ winile the other ls
a form of the men~toe-man type, entitled "Man-to-Man
Record."” The same desoriptive actions were used in esch
type of rating scele in defining and desorlibing the six

essential qualities or parts.

However, there ie one important difference in ihis
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connection. The names of the six esseatial qualities and
thoir\brief definitions are retnined in the Mun<to-Man
Record as headings for esch group of observable nctions.
In the Servlioe Record the naomes and brief definitions were
eliminsted, These were eliminsted in the interent of
greater objeetivity. It was thought that rataers might
congelously or uneconselously rate each men on the fifteen
aotione or items under intelligence in relation to their
own definition of intslligence and not on the obserwvable
actiong given. Different raters might have sligntly dif-
ferent opinions se to the meaning of intelligence and these
definltions would not neocessarily remain static. This
would be equally true for the other five parte. It would
mean that different raters would not be judglug or rating
the same things. HNelther would & single ruter necessarily
be rating the same things on two different occeslone.
Developing & Method of Recordinz Comparative Degrees of
Beshaylor.

The difficulty was encountered of finding en acourste
method of recording the relative smount of any qnslity
demonstrated by & men belng rated, even though different
raters agres upon what the setion was that wae being rsated.
4 method of recording estimates was needed fhet would mean

the same thing to different reters and the same thing to

each ruter at different times. Because of this difficulty,
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i1t was docided fto try two methods, the adjective iype and
the man-io-mar type. These will be developed separatelys

It wus declided to use & five step range in the adjece
tive scale in order to get & sufficient range of opinion
and stiil wot require & tvo fiue disorimiunation in judg-
ments. Care was tawen 1o avolid such words as goud, fair,
and poor because of pomsible bilas due to pust experience
&1l decause ol the lsox of sgreement us to the real meuning
of any such word. iHighest, high, medium, low, and lowest
were tue first five words ochosen. The rater was lnstructed
to Judge eaoh man on tho observable actions im relation to
the range of perforwance suggested by these terms, They
were defined we, "highest mesns ideal, the best that could
ve expected iua this position; lowest is the opposite, the
least necessary to gel by in the position; medium is half-
way datween or midway; end high aad low are iutermediate
vetween highest and medium and wedium and low, respectives
1ye”

These terms were experimentsally tried out with a group
of ten raters, but the terms 4did not prove to be entirely
satisiactory. Higheet and the other terms didn't mean the
game tov diffevent raters.

The terms finally seleoted a8 most satisfactory and

inoluded in the final soale consist of "elmost always,”

"usualliy," "about half of the time,"™ “occmslionally," and
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"hardly ever." They are used as answers $0 the uotlon
statemonts, which are im effect questions. For ilunstance,
the ruter is instructed to use one of these five terms in
answer to the guestion, "dis size sud appearunce attract
favoruble attention?” Raters have found this method of
descrinving the different degress of behavior wore satise
factory. It is definite, needs very little explanutlion,
and there ls much more sgreoment between raters s to the
meanlag of the terms.

4 man~to-man scheme of rating wes tried beeause 1t
wad taougnt that 1t might meie the judgments more objective
bacause the raters would be foreced to julge the ratees on
the action statement in comparison with known men lnstead
of with intengible words, This mathoﬁ requires that &
mugter scale of thres men be devised for esch of the six
esgential qualitiess The throe men on the master scals
reprosent the renge of performsnce from the best employee
that the rater has known in that position to the poorest
employes In that posiftlion that the rater hus known. The
third man {8 half way between these extrsmes, These three
men listed for euch essentisl quality represent the total
range for eiach quality and are represented onm the rating
soele by the words maximum, medium and minimum. The ruters

are then told to keep the mseter socale of men in mind while

rating & man on the sotione defining each essentlal quality.
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They are to ocompare the ratese on each action under esach
esgent lul gquallty «with the threo men on the muster scale.
If the ratesz iz most like the man pletured as miuimum, that
should be chacked, stc., throuzh the entire ratiug scale
Dy Frol oS

Directious 1o the Ruter.

The mechanles of the rating socheme are carefully ex-
pleined in the direcotions. Rseters are cautioned to cone-
slder each ltem separately. The point that esch employee
should be judged in relation to the job which he is as~
8igned to do and not in comparison with someone in another
poaition 1s emphasized.

Raters are ocautioned not %o guess when checking on
any of the items. Directions on one of the soales ssay,
"If you are not resasonably sure from your own experience
that the man demonstrates the tralt in that amount, leave
out that item., HNo definite number of items need be
checked.” Raters sre directed to report on only those
with respect to whieh they have definite kmowledge inm order
to eliminate guessing, obtaln & more careful and objeotive
estimate on the ltems checked, and to eliminate compromise
ratings which sre generally ratced ss sverage bescause of
inadequate information. Adjusiéments sre made for eueh of
the s8ix groups of ltems and the unchecked lLtems are glven

e aversge value asg shown by the cghecked items 1n the group.
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It should be roted thet 1f the ratinge on the iteme checked
ere sccvyete the glving of an eversge rating on the vn-
checked ltems 1s zlso scourste. In prectioe it should
surely be s& scevrsto wrd reflned ¢ retlng scale condie-
tiocus werrants. The finel score ls only inteuded to plaoce
individuals securately fnto one of five groups.

Scoring Yethodfs.

Faoh 1tem is given polnts according to the following
rlan in eunch of the two rating sosles:

Service Record Reting Scele: Men-to-Man Record Rating Scale:

Almost slways 12 points Haximum 12 points

Ususlly 9 pointe Hedium 6 polnts

About helf of ¥Hinimom 0 points
the time 6 pointe

Occeplorally 3 points
Hordly ever O points
Scores are totzled for ench part or grovy of items or
ecticns defining major gnelities. There is & place for
recording the totel for each part ov the scale. Total
possible scores by parts for both types of reting scales
may be found under the heading, "Welghing the eesentisl
gualities,” on pzge 115.
The total numerical score is found by adding the

gcores of the six parts. The totsl pogslible score is 1008

points,
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Seores are totaled for eanch gzroup of items end 1f any
tteme heve beon omitted they ars ziven & velue equal fo
the averaze velue of the checked {tams. If suy ltems are
left out the seore for the part cun be exeily and guickly
comprted with the following forrmumla, when "X" 1s the total

score fTor tre pert.

X = {polnts on chegked iteme) . (totsl no. of iteme in pert)
‘ {number of items checxed) ‘ -

This formumle is developed from the proportion: The total
score for the part (%) is to the score of the items chaoked
ag the number of items In the pert fs to the number of
items checked.

Converting Totel Numerical Scores Into Finsl Ratings of

Five Classes,

Total rumericsl scores sre changed into one of five
firsl elesees. The limiting points between these clesses,
or the termini!i of threse clssres ghould be bssed upen asg
meny totel rumeriesl seores as sare aveilables

The retings upor which computations are based should
be made under normel oonditiong with the group for which
the reting sesle was Interded. Pive Forest Supervisors
and Assistert PForest Supervisors used the Service Record
rating scale in rating the professiomsl persomnel. A4Al-

together forty-two ratings were made by them., The &ls-

tribution of their totsl saores is shown in Teble II.




fod

ATy
TATLE TY

Distrivition of Mumerical SBcores lade by Torest Tupervisora
tid sesistunt Porest Supervisors

in Reling Thelr FProfegeionel Pergocuuel

Cilaws~Invervels Freguenalies

|

l 920 - 980

Ce0 - 919

v40 -~ 879

1 600 - ©3¥
760 - 739

720 - 759

T T B o, O

580 -« 719
640 - 9879
600 - 839
560 - 599
520 - b5b9
480 - 519
440 - 479
400 -~ 434

om0 N O B o &

350 - 399
320 - 359

14

Maan - 670.00% 13.52
Standaerd Deviation 130.00% 9.57
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Although the dlstribution teunds to follow & vormsl
distrivviion there are too few parples $o divide the group
sccurctel, on & strolght numericel besis. Therefore, the
five clesgor rre livided gteticticell:. Bricfly the method
followed ipz
Deeide what per cent of the emgloyses src desired in
each sroup. 4 five claes prouvping recounmended by eome S8
is ten per cent in the "A" group, twenty per cent in the
"3" grovp, forty per cent in the "C" group, twenty per cent
ir the "D" group, cxd ter per cent in the "E" group. ©Of
coursge, other letters or names mzy ve used for these groups -
such as excellent, good, fair, poor, ard ungetiefactory.
iess divislons were determined velng the above sug-
zested por cent divielons and slso sccording to & five
cless gronplng based emtirely o the rormal curve.
e stoetletical mothod®d ueed in determiring the
groups iz brlefly as follows:
1. Pind the mean snd standard devieiloz of ths free
gquency distribution.
2. Pind the length of the gtandard devistlion In each
of the flve clussszs. The method im slightly €ifferent for
the assumed usnd norymsl distribution clusses. The total

distrivution is ussumed to be six standerd devistlons.

82. Cnbi8r0n, DONCLd Ge, Ops Clte, De S0Ds
0d. {;liﬁt‘)ﬁ, Ae Ji, ORe agite.
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e  Thos uging the ssanmed por cent olesces,
ten, tuwsnty, forty, twenty, and tes szvr cents, cousalt 8
taule®? wilen zives rormel &istriboution in terms of stand-
erd devistione., It siosg that the distribetion iun terms
of sturderli devietions for the flve classes, w83

A class
+] .28 standard deviations to +2.00 standard devistlons

B olass ‘
+ 50 stucderd deviations to +1.28 standerd devist ions

C class
- +60 stendard deviations to + B0 standard deviations

D elass
~1.26 gtandard deviationsg to = B0 stendurd deviations

E ¢lugs
-3,00 standard deviations to «1.28 standard deviations

b. In & normel distribution the number of the
standerd deviatious for esch of the five classes is found
by dividing the six standard deviations in the distribue
tion by the five olasses, which gives 1.2 stendard devie~
tions in esch olass. By consulting & teble®® wileh gives
the distribution of normsl osses in terms of standard
deviatiors, the percentages in euch clasz are found. BRe~
sults are:

4 cless 3.6 per cent ¢ elags 45.0 per cent
3 class 24.0 por cent D class 24.0 per cent

E olagg 3.5 per cent

84, Garrott, Henry Be, Ops Cite, DPe 110e
65. Ibid.
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co Lou thel the number ol the situndurd deviuiious

&re ghuwl.e oY secae ol the Cive clusscs they wie wpplied to
the fzoquency dlstrioition ot und. The division limits

for euch of $he Vo types of grouplngs &re gnowe lxn Jable

TABLE ILI
Conversiou DTuble for Chouglug Totul Sumerical Scores

to Cluss 3coraes

Class linltes based ou
Classes 10, 20, 40, 20, and 10 <Cless limits based on
»or cont dletrioution & wormel alesdtrioution
of clusses

686 and up 904 and up

&

B 755 to 836 746 to 904
C 606 to 736 598 to 744
B 504 to &06 436 to B9
E 260 to 504 280 to 436

froviding an Opportunit

in order %0 cover any points missed or iﬁsuffiéisntly
stressed Ilu the ruling scale two spaces for additional re-
merks nave been provided. The firvet asks, "What outstende
ing gualifications or deficienclies, if any, does he have

that would quaelify him or diebar him in snother or & higher

rosition®”
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The cecornd zroce makes no suzzaeilons ss to the type
of fnform $1or thot shovld e 'reluded, it loczves 1t en-

tirel, 12 tmae dlecreti i of the reter.

Py a1 " * . . b s ok
Firzali, }ai« t ""7‘%31 u»@ﬁ»&-l{’ Sl

All of the parts were asssembled after maeuy changes

and alterations and the two finished rating scsles follow:




131

SERVICE REZCORD

HEmployee , ; Rater
Position Position
Score i , Date

DIRZCTIONS. ¥Followlng is & list of sctions which are
to be usei in desoribing a man. Plasce & check {v) efter
the statement in the column that properly describes or fitse
the man thut is being checked, on the bagls of his performe- .
ance on the job to whioh he 1s assigned. The meaning of
the terms used sre self evident. Of ecurse, no one man
demonetrates flawlesely all of these sotions listed, but
some approaoh this ideal to & muoh grester extent than do
others, However, carefully consider each action in relé-
tion to the wide range of performance suggested. Do not
guess; 1f you are not ressopaply sure from your own ex-
perience that the man demonstrates the action or trait in
that amount in his assigned job, omit that items. Ko defi-
nlte number of ftems need be checked.

Has demonatrated
performance ability
to the following exe
tents ;

Check List of Actions for
dscertaining Performance;

Ogcasionelly
{ Hardly ever

{ibout hsalf
of the time

Usually

Nearly
glways

Part IL.
1. He readily "sees the point" in
an_explanetion of & new process.
%. He ably meets complex and un-
expected individuval and group
goclal situations. _ _ __ _ _
3. Ho 15 able to bresk a situation
down into ite parts and reas-
semble 1%, as 1llustrated by
his being able to take an un~
faniliar piece of machinery apart,
gee how it works and put it to-
gether_sgain,

R B B S




4.

Ge

14.

15.

| Occasionelly

 Hardly ever

“g

h?“

4 *
g%fﬁgi—%
B 5
27 & 2y

de changes métho&a and mskes
quick sdjustments in order to
meet pragtlcsl problems.

He can reed &nd Tol.ow written
instrugtions,

W A

He effectively analyzes and or=

8 18 resourceful in meeting
unexpegted situstions.

He 18 =ble $0 Bee relatlonahlps
pvetwaeon different sitvations. _

He 1w able to recognize the
speocial abllities and limita-
tiong of othars.

He i3 able to plex out the most

émgp;ﬁgpt problems of his works
e 18 setively interested In
solving the problems of his
Worke

He glves prompt end deflnite
degigiong.

e 1s uble to fore-see and fore=
stall dissension smong the
memuarg of the group,

-— L A I S

He i8 sble to Tora-ses future
rneeds and nots sccordingly. For
example, in the opening up of &
spring he &lso prepsres & pump
site that may bve used in future

fi?.a._ci’?ircl:- o B
He caresfully etudies his 1lmita-
tions and weaknesses snd pro-
ceeds systematically to remove
them,

i R R B R L

Payt I score
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 Hardly ever

Part IT.
o Hiz slze and appesrance attract
fayorable atiention.

2, His volce and dietion command
attention and xe

8. Hi@ olothing le elwaye epproprie-
ate for the oocasion,

4. Ho is neat and olean in Dody
and hablte.

5. uses good judgment and taot
in soccial, personal, and proe-
fesasional activities.

6+ He_has no unpleasant_manper!Sms.

7. He has & keen sense of humor and
is not resdily offended.

8+ He dTsplayes polse In meeting
ifficuls gituationss _ _ _ _ _

9. He takes & positive and aggres-
Bive attitude towavd personal and
proresgional problems.

10+ He shows thal he knows what he is
golng to do and how he 18 going
todo ibe _ o o

11. He inspires loyalty among bls
fellows._

12, Ho sppeers_onearful and goxalal.

13, He at all Times displays & celm
but firm feeling of dignity.

14. He gets enthusisstio and optimlis=
tio responses.

- . -

15. He appears interesbted In peopls
end is effective in convergation.

- w— o —— A SO v il G

Zart Il soore

Payt 1I1.

1. He i3 genuinely interested in
people and seeks to know them
better. _

e B R T R B I N )
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Hurdly ever
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He 18 never srnobbish or
stronizing,

He gives due ored it Tor sugges~
tions end tekes credlt only for
work asctually done, _ _ _ _ _ _
He moknowledges his mistakes and
assumes the blame for his own

e couceives his positiorn as en
opportunity for unlimited con-
structive endeavor and service
rather than & displuy of persm=
He considers 1T an obilgatTon To
hia profession and soclety to
make Erown new theories smd finde
fugas rather than g mesns to
%pggangimpgwer.‘ﬂw“ - -
He glves loyaily to Hign idesls;
horor, justice, truth, and rell-
abllity Yo his group and frisnds.
To 15 loyul %o 00=-WOTKGrs; he Keeps
#ilent rather than oriticize them
gdvorsely to_outsiders, -
Fe leads his men instead of Jupt
bossing? them, _ _ _ _ _ _

e ussumes responsibility to hie
employer wnd_to hls men. _ _ _
He sets an example w8 a sincere
und desirable foros for good. _
be oan be depended upon to do his
work properly and consgientiously.
He™i® & sguare shooter. He
dogen't bluff.

e is just and sympathetio L7 his
ralations with subordinates and
He insvires eonfldence through his
self-comtrol and impartial attlie

Part 11L score
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Part IV. me P <0 © H
1., He readily senses the presence

e

S
4.

Be
6.

Te
Be

.

10.

1l.

1z,

13.

of a perplexing problem and itse
pature

He examines oritioally &ll pro=
posed solutions of problems and
arrives st s definite conclusion.

He casts wside any plans found
He suspends judgment on problems
until all of the faotis are

éaghg__rg_ﬁ&
{:

re-oheocks conolusions to tess
thelr yalidity. _

He 18 able to kesp & problem in
mind when he 18 hunting for &
solution, _ . -
He 18 open-minded &and Le ebie to
use the ideas of others.

He gives decislona on the besls
of failr objective reasons rather
than personal bias_or interest.

He raprimends properiy beosuse
he does so only after s system=-
atio_study of the problem.

He develops team-work by plecing
men in the right positions, and
alloouting responeibility for

results by previous planning.
ﬁe‘y?e'é’eﬁ{'é'pﬁo%nnsTd%s“o‘flg‘g“
question and encourages de-
disiona on the relative worth
of the eyidenoe prosented.

His knowledge of cause and elfeot
relationships make him confident

of_the outgome_of his endeavorg.
His fore~slght is socuTate snd
dependable because it is founded
upon accurate observations and
informetion.
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He adopts wise policies which '
insure the %reatéast good for
the greatest number over an
expegted period of time. _ _
He oxnibits & high degrec of self-
direction and masintains a eritiocal
attitude towards his own work,
methods, and results sghieyed. ; ,
Part IV score

P&Et Ve

o Hé exhiblite good physical

2,
Se

4.
B,
6o
7.

e
9,

10.
il.

12,

He keeps troubles =md worries
from interferring with his work.
He has the ability t0 put Torth
eona:ntmte& effort fgr ?}m;
srifiyvely long periods of time.
ﬁ'e"haaltﬁgm tna'f rd and
He works ra;gfdly anﬁfa’&'iekaa'fo
obs_until they are finished.
%o"‘ié" Ei‘i’e'&‘ty‘a%&"‘aﬁ‘u Tte In hle
eneral bearing. o
e i8 premft inlauﬁ'mfttmg all Vt
written erials such &g reports.
Faie b Bl b are IoRoE
He etarte talnge, plans sotivitlies,
end gtarts_others._ _ . _ _ _ _
He 1w able to see what neecs 0 be
done without being told what to do.
He ochecks to ses that hie orders
are oarried out te insure that they
¥ill be garried out gompleielys
e has force to carry out &

Part V score _




Part VI,

i .

2.

3. R

4.
5.

6.

7. H

8,

O

10.
1l.
12,

ie keeps well informed on
surrent professional llteraturs.
He visits other projects and
denonstrations to see other ways
of doing things. __ _ _ _ _ _ _
e meets with conferences of
other leaders deﬁm adventage
of exohange of idess, _ _ _ _ _
fle 18 & Tn‘gﬁb’é'r“a? professional
organizationg.

He seeks oarefully to become

really expert in various kinds
He has schleved techniosl mastery
of the work to be done; therefore
he can explain "why” things are
done and thersby help build
loyalty and gonfidenge, _ _

e possesscs enough grasp of il
situations under his control to
give wise guldsnce to directive
ﬁfﬁelto - -~ s - - -
He 15 able to reoognise good work
beocaus e he 1e sn expert in doing
He has had expsrience in varied
lines of work and therefore imows
how mugh to expest of his men.
He i& abls to bresk in and train
lnexperienced men._ _ )
ﬁe“tx'ip'nfa’ﬁeg a Job macording To~
the standards reguired, _ _ _ _
His work_is sogursts_and_ngel.

oy
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- MAN~T0<H4K RECORD

Employee Rater
Posltion ‘ Poglition
Score e, Date

DIRECTIONS. You sre going to judge or rate & man's
&bllity and success on the jJjob. It is sesumed that all of
the qualities needed for succeseful foresters are inocluded
in the following list: Intelligence, personality, chare
scter, sclentific trend of mind and common sense, physical
and nervoue energy, &nd skill snd knowledge. The meaning
of these terms are glven on the following psge. In the
spaces provided cheeck {v) the employes so that his astion
for esch polnt is accuretely evalumted.

Before rating or eveluating the individusl, for any
particular job classification, visuslize all of the employ-
es8 thet yon have known while they were doing work similar
to that required in the particular position in guestion.
For example, when rating & distriect ranger cousider all of
the district rangers with whom you have hud experience.
Consider, Ifixrst, the quality of intelligencs ounly; do not
include personality, eharscter, ete.

Reocall the man who excelled all of the others in in-
telligence. Now ploture the pooreat one that you have
imown, the one who sonsplouously lacked intelleetusl capaca-
ity. Next, recall & man who ranke sbout midway between
the two extremes, or is average. Write down the nemes of
these three men in the spaces provided. (The list of names
should be deastroyed after the rating.) These three men
listed represent the range in intslleetusl ocapacity re-
presented by the worde maximum, medium, and minimum.

Keep these three men clearly in mind and their names
within sight while rating & man on the points under intele
ligence. Compare the man to be rated onm eseh point under
intelligence to the threc men listed. If he 18 most like
the man pictured ss minimum, check that point.

After completing the rating on intellectusl ocspaecity
atart all over sgain. Kow consider the gquality of persome
ality ouly. Again recsll three men, in a similsr position,
who represent the widest range in the gquality of person=-
8lity., These three men need not be the same ones consider-
ed under intelligence. Llist at the top the man who makes
the best impression and at the bottom the one who habituale
ly makes the lesst satisfaotory impression. Now classify
the man who ranke intermediate, aes you did when considering
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intelligenoce.

| 4 before, oheck the men to be rated against the three
| men nsed a8 & standard and rate accordingly.

Before tuking up esch of the other four charasteris«
tios, such as skill and knowledge, conscientiously write

‘ down the names of the three men with whom you will compare

the man to be rated.

\ INTSLLIGENCE (Intellectual Meximum _

caprcity which determines
| how vell we 4o things.) Medium
‘ Minimum
PERSONALITY (The way an indi- Haximum _
viduael impreeses other folis.)
Hedium

Hinlmum

CHARACTER (%hat a man 18 on the ¥aximom

ingides
) Hedium
Mipnimum
35;3&?1?10 TREED OF MIED AKD Maximum

COMlUN SWNOE (Solving problems |
impartielly end wisely in the  Medium
light of all available evidence.

Minimum
PHYSICAL AND HERVOUS ENER Haximum
ive, endursnce, and vigor
of body and mind.) Medium
Hinlimum

SKILL AND ZNOWLEDGE (Ability to  Maximum
do things resulting from
training, edveation, &nd ex- Hedium
perience.) ¥iniman

(Destroy after using)
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(Be sure and resd the instructions carefully
and fill out the attached sheet befors begine
ning on this page. Any questions thst you
can't honestly answer from your own experi-
snce plesse leave unmarke&.§ :

Hax~- Med~ Mine
, foum foum  imum
I. INDRLLIGYNCE (Intellectusl capaeity which '
determines how well we do things.)
l. @2 recdily "mees the point™ in &n ex~
planation of a naw progess. _ . . _
2, Te ably meets complex &nd unexpested
indiyldusl and _group sooial situations,
3. Ho 15 abloto Dresk & siiustior own Lo
fts parts and reassemble it, sz illustrate
ed by his being able to take an unfamilisx
plece of machinery apart, see how it works
and put it _togethey again.  _ _ _ _
4. Ho ohanges methods and makes gulok &d=
Justments in order to mset practieal
6. Ho can read and Follow wrilten insfrie=
tions.
6. He effeotively snalyzes &nd organizes
7. He 15 resourceful ln meeting unexpeetsed
situetiones _ _ _ _ . _ _ _ _ _ _ _ _ _
G, He 18 able to Bes relationships betwesn
different situstiome. _ . _ _ _ _ o
9. He 18 mble to recognlze the Special
abilities und limitetions of others._ _
10. He 18 able to plek out the most 1mpoT=
fent _problems in bis work._ _ _ . _ . .
1l. ﬁh“lﬁp§b?l?bi&$lﬁ%eraa?&& Tu"solVing
the problems of his work. . _ . _
12, Ho_gives_prompt end Jefinife deelslonss
13, He is able to Tore-gse and fore-@ta
disgension among the members of the
e is able to fore-see ZfutuTe needs and
rct accordingly. For example, in the
opening up of & spring he also prepares
& pump site that may be used in future
15. He carefully studies his limitations
end weaknesses snd prceesds systemstic-
2lly to remoye them.

-

14.

Part 1 score




10.
11.
1z,
12.
14,

15.

Iil.
1.

2.

L

Be

II. PI

. His clothing is alweys agpmisria?e for

14l

Hax~ Med~ Mine
imum lum imuwm
IRSOKALITY (The way an individusal S
impresses other folks.)

,» His size and appearence sttrast

fayornble attention.

His voloe ond diction comuand atte
tion snd respects _

the gccssion.
Je 18 neat and clean LN Dody &nd habw
Lts: -
Ho upes zood .;udgmen’ﬁ' &nd tact in
goclal, personal, and professional
activitiem - - - -
£5 N0 Unplgagant nwmnarisma'“,ﬂ
e “hag a keen sense of humor snd 18 BO%
reuaxl offended.
Teo dfhgiays polse 1n weeting a1£Figult”
gituations.
“takes & DOSLLLVE Znd BEEressive &be
tituds toward personel snd professional
rgolens, -
% sTHows thel e khowy whal Be 15 B zoIng
o_do und how he ig going to 4
Eo_insp Jg_iras ;La%afty_ %’aaﬁi hig %@%iowm
fe_sppeers cheerful and gor o
fHe at all tTimes Eispiéya 8 a“im “But
firm feelirg of dignity.
He zots aufgusfhat a a%ﬁ optimletic ~
rﬁ_d{}i)laizvﬁiu - . — o - —
He BrpEATY interﬁateE'Th paapla and I8~

-

Part II socore

CHiRACTER (Vhat o man is on the inslide.)

He 18 gentinely interested in people apd
seexg to_kpow them betier.

Je”i3 mever snobbish_or patronlzing._ _

He glves due oredit for suggestions and

éaxea eredlt only for work actually
ma.

He aomowlbdges his mistakes and a8

sumes the blame for his ogwn a.otiana. -

He concelves his positlon &8 &8 OpPOT=

tunity for unlimited cumostructive en-

deavor and service rather than & dige

m**“
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Haxe Med- Mine
imom ium imum
He conelders it an obligation to his
profession and soclety to maks known
new theories and findings rather
$han_a means to personal power.,
He glven loymity to hlz: ideals:
honor, justice, truth, and reliability
to his group spa friends. _ _ _ _ _ . .
He 18 Toyal fo co-workers; he Keeps
silent rether then criticize then
acyersely to outgiders, o =
He letds his men instesd of Just
e ugsumes responslbillty to hls em-
i Bets an example &8 & Sincere and
degirable foree for good. _ _ _ _ _ _ _
He cbr be Beperded upon Lo A0 DL work
roperly end congoelentliously.
o5 & Bqiafe ahooters s Rowsn'T = =

He 18 Just and sympethetle in R18 Te=
lotlong with subordinates end others,
Ho ineplres contldence througn hls

gelf-control end impartisl sttitude.

Part III score __

SCIEMTIRIC TRVED OF MIKD AND COMMOR
EF ST (Solving proglems impartisiiy
&nd wisely in the light of s1l avall-
able evidence.)

He readily sensez the preaenn: of a
verplexin roblem and its nature.
Me“EE%EHE%EPEEI%Ibglfs"afi*§§b§bﬁhﬁ
gsolvtions of problems until all of the
feots are gathered, . _
He_caels_nside sny plers found invallds
e sunpends judgment on problems until
&ll of the facts ere gathereds_ _ _ _ _
Ee re-checks concluslone to test thelr
validl
He is

- oo~

ty.
E%’e to keep & problem in mind

when hunting for a_ solutiom. _ _ _ _ _
Fe 1€ open-minded ond L@ able to use the
idesg O OLReTS.. _ _ _ _ _ _ _ _ _ _ _
Ho glves decisions om the besis of falT
objeotive reasons rather then personal

bias or interest.,

B L R I T I




10.

1i.

| 1z.

13.

14.

15,

V. .

1.

¥
-

3

10,

Tis Pore-sizit 18 acourate eid dapendable

B
R

Hoze Hed« Mine
imum mm lmum

- Ze reprimands properly beczuse he

does so only after a systematie study
of the prroblem.

He daevelops team-work Dy placing men Lm
the right rositions, and allocating re-
pozzsimlit"f for results by previous
tanning, - o
{e prescnts bothn sldes 0o & question
&k Qi wa&.rw 1’3&« C‘.ag 1310.“. 761 ﬁ}lﬂ 3‘&1&{1 i"?ﬁ
gopbn of t“e evidence. -
Hi9 Knowledge 0/ cause srnd effach re-
letionshipe make him emfldent of the
ovteoms of nis endsavyors.

boguusge it }.s founded upon uccurate obe-
servations and information,

He adopts wise polioles whieh Insure the
gremest good for the greatest numbey
over_an expected period of time. _ _
He oxzhinlts & high degresc of self-
direction and malntnins & eritioal ate-
titude towards his owi work, methods,
&ug zesultg gohleved,

R SRR I
Part IV soore _

JHYZICAL AND BURVOUS BNERGY (Drive,
e“m,r;.ma, and vigor of body and
alnde.
de exhibits good physical healths _
HeTkeeps “{Foubles snd worrTes Prom
wtarfaring_ with his_work.
Ho uss” the abdi11¥y 10 put Torsh com~
(,ez»tm*ea affort far comparitively long
rism of time.
¢ his the hablt oFf hard =nd effective

R

ot “rapildly snd s¥idks to jobe
mx i1 they are finlshed.
$ dix st 8nd definlte in uls general

?a"i: \rmn&:t 1% subnitiing aT1 written ™
Aaﬁfarialﬁ gueh a8 reporbs.
o_15 0 delf-starter,

A N . vy il e

A S AR - -

da T starta t’rxm@'s. plang activities, and
starts_oingrse.

He 15 able to ses what naeds to be dons
#ithout being told what to_do.

R I




11,

12.

vi.

T

E.

He checks to see that his orders are
carried out to insure that they will
be_carried out cam;_letel%

He nus_forge to cerry out

& pYogTams_ _

-
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Haxe Med- Min-
ipum ifum imun

Part V soore

Sulli ARD X0V LEDGE {Abllity to do

things ZLSV*L*ﬂg from treining,

edroetion, trd experierces)

Le ieers well informed on current
rolespiongl literature.

¢ VISTtE otFer Trojecis end demonstra~
tiong to see_otler weye of doing things.
He meeTs with conferences of other
1ﬁude + to gain adventege of exohange of
ides
He™ iE T Member oF rroi8sclonil OTganlgam
tiong._

Te scekn corefiilly to Decome really
cxpert lu yvarioug lines of wori.
Te his uohleved teohnlosl mestery of the
work to be dore; therefore, he ctn eXw
plain "why" things are dane and thereby
help buzild loyelty wznd confidence.

e pOsscHsTs enongl grasp of all sltdas
tione roder hig control to glve wise
goldorce _to direagtive effazt.

To~i% wble to Tesoguize good WOTE Bew
cause he is sn expert in doing the work
nlmeel 0 -
To his hod “sxperlence in varied Lines
of work arnd therefore knows how much to
GX. *Qct of hiu HLie PR

He1F Zole t0 orosk 1u ard trein LOOX-
E”?l&ﬁu&h WAL e

Ho filulshed & JoD socording Lo the
standerds regilreds _ | | _ . o m e o
Tis Work is a@curafé 6l neel. ’

-

Part VI socore

O



CHAPTER XIIL

TESPING THE RATING SCALR
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CHAPTER XIII
TESTIEG THE RATING SCALE

|
\
|
\
|
|
Kow that two ruting scales hsve been constructed,
several questions arise., Will they measure foresters ef-
| fiolently? How do they compare with other rating scales?
How oan they be improved? |

An attempt is made to asnswer thesse gquestlons through

|

an analysls of three experiments. The first two experiments

‘ were conduoted in the School of Forestry at Oregon Stete

| College while the third was carried on in the United States

| Porest Service. It is acknowledged thaet results obtained
in experiments conducted other than in the Forest Service
sannot be conclusively relied upon to foreecast resulis in
the Foreat Service. However, it is assumed that forestry
8chool professors, seniors, end graduste students are simi=-
lar to foresters in the Porest Service and that results in
certain types of tests would be indicative of what could

be expeoted under actuasl Poreast Service sonditions,

the Service Record snd Man-to-Msn Record Reting

An experiment was conduoted to determine which is more
satisfactory, the Service Reaord Rating Scale or the Manw
to-ian Record Reting Soale. Kine upper division and gradne

ate students and & professor in the 3chool of Forestry rated
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i a man known to the entire group. Before attempting to do
the rating, two ome~hour meetings were used in disoussing
and familiariszing the group with rating scales., The final

! saores in this experiment appesr below in Table IV.
|
i
|

TABLE IV

Ratings UMade by Kine Studente and One Professor
in the Sohool of Forestry of One Man with the
Service Record and Man~to-Man Record Beting Scales

e A ¢t T R im0 e RS .t A+ S 490 1A o S TP < SN A5 1. YA, ATl 1D DO NI T L3 Tl O A PN 1l o

|

% Rater | Service Record Seore | Man-to-Man Reoord Score

1 -

| sG¢ ) 780 718

| 8¢ 2 768 586
8¢ & 598 506
5¢ 4 783 760
858G b 714 822
3¢ 6 744 608
8¢ 7 794 758
8¢ B 638 616
8¢ 9 eb4 666
86 10 702 696
Mean 736 .4 678
Standsrd

Deviation 75450 99 .68

A standerd deviation of 75.50 on the Service Record
and a standard deviation of 99.58 on the Man-to-Men Reoord
indioates that there is approximately one third lees vari-
ation bvetwesn rmeters on the Service Record retlng soale
then the HMen-to-Man Record rating scale when they are used

on the same man.

Perhaps the main resson for the greater varlation
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between raters on the Man-to~lan Record rating scale was
bessause of the difficulty encountered in meking the mester
soale. The raters were not able to satisfactorily 1lisi
three men representing meximum, medium, snd minimum efe
fiolenoy for eaoh of the six main divisions., 7This may have
been due to inexperience snd limlted soquaintance of most
of the raters.

Prom this experiment it wes conocluded that the Service
Record rating sesle is the more sccurate measuring instrue
ment of the two and no further experiments were conducted
with the Han-to-Man reting scsle.

Bating Soele Testing in the School of Forestr

This experiment attempts to compars thres rating |
scales: PForm 5200,1 whieh 18 used in the Porest Servioe,
the Probast Service Report, and the Service Record Rating
Scala.

Four professors in the School of Forestry were usked
to rate ten men, whom they had had in olasses. These men
all gradusted in June, 1936« The professors rated these
men with esch of the sbove named rating sesles in Jaunary

and egein in Mareh, 193%. The resultent mcores of this

1. The rating soale used in bhe Forest Servios 1s entitied
Service Rating Foram of which there are two similar
forms. PForm 3200 is used in this experiment. It will
be referred to by number to avold eanfusion that might
result due to the similarity of titles of the three
rating sosles named.
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experiment are shown in Tables V and VI, in the appendlix.

Assuming that the ratees are of about the same general
velue in one month as they are in another month, each pro-
Tessor's ratings of these same rateee should be consistent
from Januery until Mareh., With this sssumption the relise-
bility or consistency with which each of the ratings scales
is used at different times is determined. This is found
oy determining the amount of agreement vetween the indie
vidual ratings given the same ratees in January snd those
glven in Mareh by esch of the professors. These agreements
are svaluated in terms of the coefficlent of oorrelation.
Yoder states that & sorrelation of plus .75 is needed.2

These correlations follow:

Probst Service

Form 3200 __ Service Report __ Resord
Professor # 1 1.00 « 89 276
Professor § 2 57 98 279
Professor # & «81 +80 | «54
Professor # 4 91 +94 B2
Average® «90 pp-te «81

The average coefficlents, .90 and .89, for the Porm
3200 and Probst Service Report ratings sosles, respectively,
indicate that they were satisfactorily consistent or re~

liable ixn this trisl. The average coefficlent of .81l for

E. Yoder, Dals, Ope Clte, De 270+
3. Garrett, Henry B., op. ¢lt., p. 2&4.
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the Service Reocord rating scsle indlestes that it was about
fifteen per cent less consistent thean the other two rating
gecales.

The lower reliabllity of the Service Record rating
‘ scale in this experiment may be attributed to the fsot that
on the whole ounly about one half of the ltems in thie rating
} scele were answered by the professors. The resson advanced
! for this wus that the Service Record scele ¢alls for special
inforwation about the ratees which professore are not in a
| position to lmow, but which applies in the Forest 3Jervioce.
It was remarked by one rater that he would know this ine
formation about his subordinates if he were in the Forest
Service. It is possible that this rating socale would prove
to be more reliable if the raters were better asgusinted
with the ratees. |
It s aéneluaaﬁ that the Service Record rating éuale
i8 not sufficiently reliable while Form 3800 and the Probst
Service Reoord rating scsles are sufficiently reliable when
forestry students are rated by professors. anaver,ﬁit is
felt that the lack of suffiolent information about the
ratees sbnormally affeoted the Service Record results and
the true consistency ol the scale as shown by & rater's

ratings at different times ln the Forest Service ocan only

be determined by sotusl experiments in the Forest Service.
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48 previously mentioned, an attempt has been made hy
employees of the Federal Government to make Form 3800, fhe
reting scale used in the U. 3, Forest Service, more ob=-
Jective by supplementing it with & graphic rating seale
entitled, "Guide For Using Service Rating Form 5200,"% 1In
thie experiment the "Guide Por Uslng Form 3200" Rating
Soale, & copy of which 1s in the appendix, is compared with
tha.Probat Service Report and the Service Record Rating
Soales,

It was planned to conduet the experiment under normal
ocopditions. Therefore, all instruotions and communigations
were handled through reguler sdminisetrative channsls.

Instructions were sent to three Nationsl Forests esking
the Porest Supervisor and Assistant Forest SBupervisor to
rate thelr subordinates who were professional foresters
with each of the three above mentioned rating scales.

Altogether twenty-five men were rated., They were each
given a number ranging Irom ons to twenty-flve, ineiuaiv&,
and they, henceforth, will be referred to by number. The
raters will be identified according to the following plan:

Porest Supervigors wwwwwwe~-s B, 0, and K,

heslstant Porest Supervisors A, D, and F.
Executive Asglstant wwwsmwwe- G,

I For convenlenoe this Yating Boale Will be referred £o
&8 "Guide for Using Form 3200,
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The experiment was carrisd out as plannsd on the first
two Forests. Raters A and B rated Ratees one to ten and
Raters C and D rated Ratees elaven to seventesn on all
three scales. On the third, Foreest Ruter F completed the
rating on Ratees eightesn to twenty-five as plsanned but
Rater E was treneferred after rating Retees eighteen to
twenty-five on the "Guide For Using Form 3200" Rating Seale
and before he had ratei the men with either of the other
two rating scales. An attempt was made to have Rater G
take the place of Rater E but he was unable to rate the men
with any of the rating scales except the Probst Servioe
Record because he was not familley with their field work.

This means that Raters A, B, C, D, and P rated their
respective subordinates with all three ratlng scsles making
forty-two ratings on the twenty-five men. The most of the
statisticsl analysis will be baeed upon these retings and
any time ratings by elther Rater E or G are used it will
be specifioslly mentioned.

Raeting soores made by these seven raters on the twenty-
five rutees are shown in Table VII in the appendix. These
ratings will now be analyzed.

1. Distribution of ratings. When several men are
rated, their total scores should be soattered, ae opposed

10 being bunched together, in order fto differentiate be~

tween the men and to segregate them into the several
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In order to

classes of ability as showz by performence.
show the distribution of the ratings the total numerical
ratings were converted into the final olass ratinge s
provided in each rating soale.® The results are sompared
and for convenience the class ratings of excellent, very
good, good, falr, and unsatisfactory oblained with the
"Guide Por Using Form 3200" rating scale are shown under
the letters A, B, O, D, sand E as used in the other two
rating scales.® These final olses ratings together with
the total spread on each rating scale as shown in the

forty~two ratings on the twenty-five men follow:

Bulde for! Probst Service Servioe
Form 3200 Report _Reocord
Total spread 81 to 98.5 -62 to 76 3B1 to 9B¢

Fumber of ratinge 42 42 42
Kumber of A ratings 6 3 2
Kumber of B ratings &2 & 10
Bumber of C retings 4 22 20
Kumber of D ratings 9 |
Number of E ratings 0 5

B. Conversion tables for chengling %0tial numerical

6.
7

into final ratings eve shown in Table XI of the
The table for econverting Form 3200 soores into
ratings with the highest scores instead of the
as shown o Form 8200 representing the highest
not shown.

These clase Ratings are shown in Table VIII in
appendix.

goores
appendix.
numerical
low soores
clage is

the

Guide For Form 3200 refsre o Guide For Using Service

Rating Scale Forum 3200,
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Hormally the grestest number of ratings should be
concentrated in the middle or "C" elass with progressively
fewer in esch step down to the "A" and "I" olssses.® Both
the Probst Zervice Report and the Service Record results
show a concentration of ratings in the middle olass with
fewer in the end classes. However, the "Guide FPor Using
Form 3200" shows the preponderance of ratings in the B
ingtead of the C elasg and no retings in the lower two
classes.

Figure 3 graphically shows this distribution for the
three reting sosles and the failure of the "Guide For Using
Form 3200" to segregete men into classes becmuse of a lack
of spread in the ratings.

Also theoretically, in a five cless rating system suoh
88 these being tested, the middle or ¢ elass should be the
normel mean or aversge of the ratings. By trenelating the
letter ratings into numerical equivalents according to
this planee

Letter ratings ABCDE
Humerlical equivalents 12 9 6 3 1
then the theoretieal mesn should be exactly six, OF

courgse, small groups &re not expested to produce normal

B« On u large grouplng Probst says Lhat Lhe normal dlse
tribution by classes for his rating scale is 4.7 per
cent iu A olass, 17.3 per cent in B olass, D5.2 per cent
in C cless, 17.7 per cent in D olsss, and 6.1 per cent
in ¥ cless.
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Figure 3. Distribution of 2 ratings on 25 men in

the Forest Service made with "Guide to Form 3200," "Probst

Service Report," and "Service.Record" rating scales.
(Numbers in columns indlcate number of ratings.)
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averages or normal distributions, but the distribution of
& small group may Indicate the distribution tremd of a
larger but similar group.

The mesn, or averags, of the forty-two retings on the
twenty-five men is ss follows for the three types of rating
scales;

Guide for Using Form 3200 9.14
Frebsf Service Report 8«58
SQrviéq Reoord 5.98

The above threo examples lndicate that the Probst
Service Report and the Service Record Rating Sosles segre-
gate the ratees into olesses on the basis of a fairly normal
distritntions At the amme time the Guide For Using Form
2200 Rating Scale concentr:ztes the finsl scores in the next
to the highest class., Only four final seores are in the
middle class and norm&ily this class should contain the
largeat number of final sgcraa.g

The Gulde For Using Form 3200 Rating Scals falls to
segragaote the final soores into a dlatridution such as 18
normally expected. Two reasons for this are clted. The
firet resson 18 the lack of objeetivity in the items, They
are defined in such broad terms es "General dependablllity;

acouracy"” and “Knowledge of duties snd related information."

B, United States Department of Agriculture, 'ﬁ??iaienog
Rating Mauual, pe 4e
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General terms are then used to show the range of the defined
quaiities. An exemple 13, "Uses excellent proesdure, good
procedure, falr procedure, and poor procedure used,” It is
natural for raterz to tend to rate too highla end when &
rater esnnot r&ta}apeeitiaaily, both as to gqualities and
degree, he tends to give a gsneral snd high rating.

The second reason for the lack of proper distributioen
of the ratings ls the limited number of iteme rated. There
are fifteen items divided into thres groups. Incressing
the number of items and groups would inorsase the renge and
the possibllity of a wider distribution of final ratings.

It 1e concluded that the Guide For Using Form 3200
Rating Soale does not divide or segregate the final ascores
into the clagses as normally expected. The Probst Servioce
Resord and the Service Reoord Rating Sonles satisfactorily
sagragate the final soores.

2, BReliability of the ratings. Rellability is the

sonslstenoy with whioh the three rating secales gsuge the
ability of foresters. Two statistical methods wers used
in ohecking the rellability.
First the split-hzlf methodll of comparison was used
in which the total score of odd numbered items were compared

with the total soore of the even numbered items for essh

10. 1bid., pe 7«
11. Garrett, Henry E., op. c¢it., p« %l&wl%.
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roeter. Different numbers of items were checked by the
raters for the different ratees and in order to make them
comparable, totals for both the odds end evens were divided
by the number of items cheocked to get the average. Thelr
averages were then compared. This test was not applicable
to results obtained with the Probast Service Report rating
scale. Total and aversge scores obtnined with the other
two rating scales are shown in Tables IX and X of the ap-
vendix.

Results found by correlating the score of odd items
against the score of the even items for each rater with the
"Guide For Using Porm 3200" aud "Service Record" rating

soales follow:

“Gorrelation by Split~Ball Metnod

Ruaterx sen "uide to Form 200" Service Record
A 1 to 10 +96 »99
B 1 to 10 o586 v «26
¢ 11 to 17 97 96
D 11 to 17 ol 94
¥ 16 to 25 .74 99

ﬁveragela «91 o 58

These average correlations of 91 snd .96 lndicate
a high oonsistency with both reting scales a&lthough the
averages indiocste that the Service Record Rating Doale

gorrelations are eighty per cent better than chanoe while

1z, Toid., p. 264.
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the "Gnide Por Vsing Porm 3200" corralations are fifty per
sent better thon chance .l

These correlations may be interpreted to mean that the
acores on one half of the items oonsistently arranze the
ratees in approximately the same rank order as the scores
on the half of the items. Although both rating soales show
satisfactory consistency, the Service Resord Rating Seale
is twenty-one per cent more consistent than the Guide Por
Using Form 3200 Ratlng Soale.

The other statistiesl method of checkinz reliability
used was to compare the retings of d1fferent raters on the

same men. Close agreement betwesn different raters on the
same men is8 additionsal evidence of rellability. These

results follow:

Julde For  Proust Service
Agreement between: Form 5200 Report Record

Baters A and B on

nen # 1 to 10 12 «59 » 66
Reters C and D on ,

men # 11 to 17 «B1 £8 +88
Raters E wnd ¥ on

mer # 18 to 25 56
Ratars‘a and ¥ on

men # 1t to 28 268
Averagel? B9 o7 .78

average correlations of 478 between the different

raters on the same men using the Probst Serviee Report and

13, Laird, Donald, ke, Ope Gits, Ds Blis
14. Garrett, Henry E., op. 6it., p. 284,




159
the Service Record Teting Sewles Indieate s falrly close
ugreenment. However, a correlastion of .59 on the Guide Vor
Ueing Form 3200 Fating Scole Indleates quite low ngreement.

Ur. the basls of these two tests the Service Record
Rating Sewle meets the reguiremenis of consletency or ree-
liability. &Additionel comperisons need %o be mede with the
Probst Service Report but whet evidence there is indioutes
that it is equally us rellisble as the Service Record Reting
3cale., The consistency of the Guide For Using Form 3200
Rating Sozle 18 questionable ingsemuch as 1t showed & low
correlation ln one of the two testa.

Z. Compsrison of retings. It hee slready been shown

that finel seores ere digtributed quite normally by the
Probet Service Report and the Service Record Rating CZcales
while tre final scores on the Guide For Using Form 5200
Rating Scazle tend to cluster around the next to the highest
clasz. DBecsuse of these differences the individual ratings
were exumliined and compared.

The final oless ratings, whiech are shown in Table VIII
of the sppendlx, were checked, PFirst, the final scores of
the Gulde Por Using Porm 2800 Rating Scale were examiped
snd compared with the soores obtained with the Probst
Service Report Rutlng Scale to see how meny ratees received
the same final clase rating with both rating scales, how

many rateas racelived final olsss soores whiech waried one
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step or clasg, two clusses, or tires classass with each
rater. For instaice, a variation of oce cluss is waes &
rates is sut lu tne highost class with vie rating soale aad
the next tv the hignost class wiih the obhsr raiting socale

oy the same rater. INext, the final socores of tne Qulide

For Using Form 3200 Rating Sculs were compared to the fianal
gooras obtuined with the Servise decord Rutimg Scale in the
sam8 maaner. Thon iu the seme way the firal scores obitalined
Wwith ths Probst 3ervice Report and Service Record Rating
Scale wero compared. In @ll caosas ths @cores couperad were
made b, the same rater ou the suwe ratec. The results of

these comparisons follow:

Fo, of rutees given oluss rabtlngs WHiGH Were:
Une step 1wo &tep 1ureo 8Lep Loe

Agreement Same differ- differ- differ- rate~
between: Class ence ance ence lugs

Guide Por

Using Form 3200 & 23 11 0 42
sad Probst

Service Report

Guide For

Using Form 3200 ¥ 21 2 3 42
and Service

Reoord

2roost Zervice
Report and 18 238 1l 4] 42
Service Record

It 18 very easy to have a one step or one claps dif=

ference with little actual difference in the final scores.

Por example, one rating may be one point below the alviding
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\

lire betwoen two elesses while epnother ratlog might be one
; polrt sbvove the dividing live. Thiz would show a dlffer-
‘ erce ol ore ¢leze when In reallty the two finsl scores

‘ would be separabed by only two polnts. Thevefvre, o dife
fererce of one egtep or clase is rot cmeiderew & serious
¢isegreement.

There is very cloge agresment botweer the Frobet
Service Report end Bervice Record Reting fcules becaucse
orly ore out of forty-two fircl scores varies move than
one clesgs. The fingl cluss scores obtained with Guide For
Uegicg Form 3200 Reting Scamle veries gquite redicelly from
the Probst Cervice Report and the Service Record Reting
Sceles beecsuse eleven and twelve, respectively, of the
forty-two finel class refings wary two closses or more.

Some of tne individusl ruatee reports were examined
wiere the fingl cluss score obtained with the Guide For
Using of Form 3200 Rating Scale 4l ffered from the final
¢lees scorce obtained with the other two rating scales.
The results of three of these ssmples follow:

Gulde For Using Porm %200 -~ Very good {next to
highest claass)

Probst Service Report -~ew-es D {(next to lowest
sclass)

Service Record ~wsecmmea.- ~~ C (middie class)
#iiile this men was given & firvel rutlog one cluss

1 above tne average with the Guide For Using Form 3200, both
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refers cheoke? the To1lowing lteme as frve. Only pert of

the vnrfevorable 1t nmg checksd by both wters ere reproduced.

Slow moving

Uften needs prodding

Hight often use better Judgment
Keede considerable supervision

Probut Service Report:

Service KRecord:
‘ About one helf of the time:
Effectively analyzes and organiges his work.
Car be deperded upon to do hig work properly
and consclentiously. _
| Able to see what npeds to be dome without deing
told what to do.
Heps foree to cerry ovt & progrem.
Rete» 17 wae glven the following firsl clase ratings
by Raters C snd D:
Guide For Using Form 2200 -- Good (middle clase)
Probet Service Report «ewe-- R {lowest class)
fervice Record e~es-vceoaceen B {lovest oless)
fome of the items checked ss true by both raters conw
cerring this mn follow:
Probat fervice Report:
lazy ‘
Does not do his share of the work
Huet genersally be told what to do
Uiten does careless work
Poor technlical training {for the work
Service Reocord;
Seldom finlshes & Job accordlng to the standsrds
required.

| Seldom oan be dependei upon to do his work
| Properly aud oconsolientiously.
|
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Seldon has force Ho gnrry ont a orogran.
Seldom starts things or plans sotivities,

el P VI M SR T T ‘
celdonm Domgencen good physicnl henlih.

» Lo *

Autaer 2L wee glven the following fingl eluss retings

vy Rater ¥
Gulde Tar Using Form 3200 =~ Very 3904 (next to highe
ast oclass)

Zrobst Service Report «we--- D (next to lowest class)
Service Rec0rd =-ewwwse----e F (lowest olzas)

Some of the items cheoked as true concerning this

man follow:
Probet Service Report:

Diselpline too harsh

Hight often uvoa bettaer jndgumont
Zagily rattled

Laarns new wor’y slowly

Oftsu does curalesg work

Foor taehnienl traininz for the work

Does not plan or lay out work properly

Service Reaord:

Seldom displays polee in meetiug difficult situ-
ations.

Seldom mppears ocheerful and cordial.

39idom Just and sympuathetic In his relations with
subordinutes and others.

Jeldm casumes responsibility to his employers
and to his men.

Seldom able fto brsak {u and trailn inexperiencad
MBle

4. Yalldity of the ratings. Validlty in this case

is the fidelity with whieh threse rating scales measure the
efficiency of foresters. This is meausured by correlating

the final retings obtalred with the three rating scales

#ith & coriterion of success.
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o ol muocess uaed 1s the average gf the
raboss? lust thrs: wusual ratings. Io lastances wasre tne
rateo nud baes raled ouly Swice, the averasge of the two
ratings wis sssd. Raters 3 apd O maude tasse tirss auaval
ratings on ratess one to soventesa.lD  Uue weagnesy of this
criterton is that 1t Lo uot an objseiive messure but a
measure obbained with Form J2J0, another ruling scule.

augures of validity caumol be expeciad to be extrome-
Ly blgh even thaough o rablng 3ccle may e alghly weild
because of the woauneus of fthe sriteriva aud, wiso, all
defflolencies in raliability diroctly lower the correlation
27 validity.

Correlutions of finul ratings made with each rating
seele with a oriterion of success cousisting of the sver-

a4ge of the ratees' last throv aumusl ratiogs follow:

Guide For Us-  Probst Serv- Service
Rater ant Hen Rated:  ing Porm 4200  ice Report Regord

i to 10 «65 «47 « 66
1 to 10 +98 +98 «78

{ ;92 i?&l 0'4{}
11 to 17 &b « 50 35
it tu &8 « 72 «55 b43

ST Qw!
H
| asd
Lo d
.
-
-~

Aversge «75 « 76 «bd
The aversge correlutions of .75 for both the Guide Por

Uslpg Form 3200 sud the Zrobet Serviee Repurt Rating Seales

15, Ixceptions occur in lustonces vwher6 r&Le6s Leve been
tranaforred to elther of the two Forests of whish these
raters are Forest Supervisors within the list three
yoears.
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are somewhat higher than the .53 correlation obtained with
the Service Record Rating Scale.

Un the whole the correlations made by raters B and ©
| are higher thun those of the other raters. This was to be
expected as the criterion was largely made up of annual
ratings which were made by them. Also the correlations made
by reters B and € with the Guide For Using Form 3200 Rating
Soale are especially high, .45 and .92, respectively. This
; can be accounted for in part by the fsot that the-aziteriau
is an average of ratings obtained with a rating soale which
: hes the same fundamental points and wordings ss the Guide
For Using Form 3200 Rating Soals.
It is quite significant that the correlation average
obtalned with the Probst 3ervice Record Rating Seale of .76
is as high a8 thaet obtelned with the Guide For Using Form
2200 Rating Socsle. In this case the rating is correlsted
with a oriterion which is also & rating but there i& very
little similarity between the two rating scales.
Although the Service Record Rating Scale is less walid
than the other two rating soaleg 1t 18 not sbnormally low

under the ciroumstances. Thie lower wvalidity may be due to

weaknesas in the oriterion.
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SUMMARY
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CHAPTRR XIV
SUMMARY

Reting acales are measuring instruments designed to
measure such physicelly unmeasureable gquaslities as lnitlae
tive and cooperativeness which management emsiders impor-
tant. They glve management & basls for making meny dee
eisions relative to personuel problems suoh as promotions,
salary changes, transfers, and employes treining. Ratings
also have a stimulating end educationsl effeot upon the
rater as well as the rates.

The faultiness of human judgment in rating Iintangibdle
personal quaelities i8 recognized. There is the possibility
of hidden bias, prejudice or favoritiem. There are tempera~
mental differences whieh lead some raters to xate most of
their workers high, others to rate them low. Many problems
of human memory and thinking coccur, such as that of recall~
ing fairly the performance of an employee during the full
previous year, without allowing the excellent or the stupid
work he may have done during the last week or month to
dominate. Despite these difficulties employees are belng
rated in one way or snother and must be rated in the ordine
ary eonduct of business. Rating, therefore, is a practical
and a basic problem. Rating somles sttempt to solve thia

problem by organizing the process of meusuring efficiency

80 that each employes may be as justly appraised sas pos-
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sible.

The first widespread use of rating sosles was during
the World War, Since that time many types and variations
have been developed for use In business snd government.
™wo of the most populer and prsctical types have besn the
graphic snd the Probst rating soales. In the graphic type
rating somle the range of ablility for eszch guallty appesrs
on & horizontsl line beside each quality while in the Probat
Rating Soule the varlous éegress of performance éppaar in
a8 list of sbout 100 cbeervable actione.

A rating seale should measurs the gqualities that are
oonsidered important end eliminste the unimportant quali-
ties. Therefore, in construeting & rating scale for
foresters in the U, 8. Forest Service an sitempt wus mede
to disocover these importent gualities. A gquestlonnaire was
sent to men im the fleld and authorities were consulted.
The various traits and qualitles wéra tabulated and six
fundamental or eseential qualities were found. These six
gqualities wers sxperimentally evelusted end the results
follow:

Intelligence =mwmmumseemwsewew-ww= 180 points
Perponality e-e-weveccecsnmnemwa=a 160 pointe
CharBgter ~e-—ewe—eceseeesesewses 180 points
Sclentifie Trend of HMind and

Comnon 3Senge wewwesvenewwwwwsww L0 points

Physical and Nervous Energy ----- 144 points
8kill and Enowledge e~wwe-eee-«-= 144 points

These essentlial q&aiitias were each defined In terme
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of twelve to fifteen observable human actions im order to
make them as objestive as possible. These observable
asotions are the polnte in the rating seele that the rater
congiders in evaluating & ratee. Two methods of indicating
& ratse’s degree of perfection on esch of the points li&t@ﬁ
were used., In one, caslled the Man-to~Man Reoord, the rater
compares the ratee with & muster ascale conslsting of three
men representing the posslible range of the ability. The
ratee is cheoked on each tralt as being most nearly like
one of these three men. These asteps are given values of
twelve, six, end sero, respectively.

The other method of mutees evaluation, oalled the
Service Reoord, lists five steps representing the possible
renge of performance. For exemple, & ratee is checked on
the observable astion, "His clothing le appropriate for
the ogceslon,” in one of the five ways as follows: mnearly
elways, usuvally, sbout half of the time, ocoamsionally, and
hardly sver. These steps are given numeriocsl values of
twelve, nine, six, three, snd zero, respectively.

In each of these rating scales the rater is not re~
quired to check any definite number of items. In faot he
is asked to check items only when he is reasonably sure
regarding the ratee's performance. This makes & special

method of scoring necessary. The aversge ssore of the

checked items is foumnd in each of the ailx zroups of tralts.
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Zaoh unchecked item is given s moore squal to the sversage
item score in that group. A4All of the items are added toe
gether to get the score for each group and the total numeri-
¢al score is the totel of the six group scores. This
spacial seoring ls necessary im order to meke the ratees'
scores comparable.

Final oumerleal ratings are converted into one of five
clags ratings designed to ocontsin ten, twenty, forty, twene
ty, end ten per cent of the total group in esch cless.
These classes are represented by the letters 4, B, ¢, b,
sud E. The boundaries of these claeses were found sla-

- tigtically from & group of numericsal ratlings.

The two rating scales construoted, the Man-to«Man
Resord and the Service Revord, were compsred experimentally
to see which was the more accurate. Ten raters rated one
man. There was less veriation with the Service Reocord
Reting Sosle and it wus used in further experiments.

Service Rating Form 3200, which is & rating aseale used
in the Forest Servige, the Probst Zervice Report, and the
Service Record Rating Sosles were compared experimentally
in the School of Forestry ito see which rating scale (s the
most consletent, or reliauble. Professors rated & group of
studente in Jenuery snd again in March. Aversge correla=

tions of .90 and .89 gshowed that Porm 3200 and the Probat

Service Report, respectively, were quite relisble. The
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3ervice Record Rating Sosle wag less rellable with & co-
efficient of .81, However, only about half of the items in
this reting scale were checked ag 1% oulls for informstion
regarding ratees that professors dc not have.

Attempts have beon male $o objeetify Service Rating
Form 3200 by converting it into s graphic rating scale
called the Guide Por Using Serviee Rating Form 3200.

An experiment was conducted in the Porest Service in
order to compare three rating sscales: Guide For Using Form
2200, Probet Service Rsport, snd Serviee Record. The 8x~
periment was conducted normlly through regular sdministra-
tive ehannels.

The Gulde For Using Porm 3200 falled to segregute the
employees into oclasses. The next to the highest clsse head
the most ratings instead of the middle oclass. Both the
Probst Service Report ard the Service Record Rating Sosles
were satisfactory in this respect.

The Service Record Raeting Scale was more relisble than
the Guide For Using Form 3200 by twenty-one por eent with
8 coefficient of .98, ss measured by the split-hall tech~
nique. The Probst Service Report ooculd not be messured by
this method.

The validity of these three rating soales was measured

by compering the seocres obtained with each rating scale

with & eriterion of success comsisting of the sversge of
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the ratees' last thres anuual ratings. The aversge cosf-
ficlent of +75 for both the Gulde For Using Form 3200 and
the Probst Service Report Rating Scales showed them to be
equally valid., Howsver, the Guide For Using Form 3200 oco-
efficient ile probebly positively affeoted by the similerity
between the Guide For Ueing Form 3200 Rating Scale snd
Service Rating Form 3200, which was used im obtalning the
soores which mske vy the criterlion. The Service Record
coeffiolent of .58 shows that 1t 1s somewret lower in
valldity than the obther rating scales but thie may be due
to the weakness of the criterion.

Kesults of the experiment cmducted in the Forest
Service show: The Guide For Using Form 3200 Rating Scele
gives sonormelly high finel ratirgs and foills to segregste
the xatess into thelr proper classes. Its rellability arA
oonsistency &s & measuring instrument is guestioneble, and
its validity is quite high. Howsever, the value of this
meusure of valldity is gquestionmed becsuse of the similarity
of this rating soale aud the ons used in determining the
eriterion of success.

The Frouvst Service Report Rating Seale gives & normsl
diatribution of final scores. It seems to be sstisfactor-
11y relisble, although other experiments shovld be nade to

test this, and it 18 eqgually ss vallid es the Quide Por

Using Form 3200 Rating Scale, which is noteworthye.
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The Service Record Rating Scale also gives & normel
distrivution of final seores, It is highly reliable &nd
it 18 sstisfactory with respect to validity although it

is lower in this respect than elther of the other two

rating sosles.

1. 4 re-checking of the conolusions cbiained in this
peper ueing a larger number of ssamples.

2, Refining of the Service Record Rating Scsle hased
upon experimental data gathered in this experiment.

3. Pind the essential qualities of professiopal
foresters in the United States Porest Service for each of
the following groups: district rangers, members of super-

visors' staffs, members of regional foresters' staffs, and

research men.
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TABLE V

Retings Made in January by Four Scho:l of Forostry Professors of Students,

with Thres Rating Scales.

Professor No. 1 Professor Ho. 2 ~ Professor No. 3 Professor No, 4
Torm Probst Sorvice Form Probst Bervice Porm Probst Servics Form Probst Service
Eatees 3200 Report Reeord 3200 Report Record 3200 Report Record 3200 Heport Reeord

F 1 93 24 744 81 26 766 95 28 973 24 46 891

F 2 86 4 599 87 12 776 87 -8 706 80 0 633
F 3 94 32 740 50 24 830 94 38 899 90 28 844
F 4 89 12 666 90 20 782 89 26 868 86 =6 757
F 5 92 20 725 86 22 - 705 88 « 2 650 85 24  T7el
F 6 88 16 660 84 14 600 89 -14 824 " .32 465
F 7 90 2 755 87 =~2 634 89 -4 794 84 =10 577
P 8 7 -18 428 84 12 787 85 -8 583 65 =22 584
P 9 94 38 753 90 34 854 94 32 826 g1 28 850
F 10

93 46 747 91 36 887 o4 24 879 94 38 864

gLl




T:BLE VI

Retings Made in Mareh by FPour School of Forestry Professors of tudents,

with Three Rating Scales.

Professor Ho. 1

Form Probst Service Form ‘ ‘ Y
Ratess 3200 Report Record 3200 Ragart Reear& 3306 Reggrt Reeerd 3300 Report Record

b

W W o W W W W oy

=9

1

© ©® a4 B ot o G

92
85
83
89
g1

88

90
80
23
92

52
0
52
20
42
16
20
-14

56

751
585
846
681

751

683
440
882
878

96
90
96
94
o2
91
92
00
g6
96

36
26
28

853
707
936
879
837
790
726
816

983

998

83
20
83
25
21
87
o2
89
93
93

22
10
38
18

859
374
894
751
€18
591
702
612

™

808

ofessor YHo. 4

3”3%8%

93
87
25
20
o1
85

a7

81
03
94

42
4
40

920
879
939
897
933
653
825

947
963

Service

64T
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TABLE VII
Scores Made by Forest Service Raters Using
"Guide For Using Form 3200," "Probet Service Report,”

and "Service Record" Rating Scales

tees F, 3200 _ Report Record F, 3200 Report Reosord

| 1 90 18 73 5848 10 645
| 2 92 58 765 9346 76 908
! 3 8& -4 619 &8 -20 529
{ 4 90 é 672 91 28 530
\ B 91 42 664 91 36 675
1 6 92 36 748 98 66 959
| 7 &9 2 656 88 ~10 681
& 87 -18 617 89 18 704
9 90 40 728 90 30 814
10 92 62 752 69 14 728

11 91 22 729 92 B8 695
12 91 34 885 91 42 1
13 59 14 663 90 34 716
14 91 22 829 S0 46 763
15 91 4 594 88 10 599
16 90 14 739 69 12 736
17 64 ~36 431 &1 -52 336

T ‘ B q
‘ Bulde For PTooBt

— Form 3200 Report

18 86 ~12 420 &7 -26

19 §3 -26 351 &7 -3

£0. 56 -4 496 b7 2

21 67 ~26 493 68 -2

22 63 6 544 67 -8

23 90 32 126 90 38

24 68 16 656 66 14

2 67 20 776 - 87 88
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TABLE VIII

Class Retings Converted From Numerloal Ratings Shown in
Table VII by Porest Service Raters Using
"Guide Por Using Form 3200."
"Probst Service Report,” and "Service Record" Rating Soales

| R a £ ¢ » 8

- 4 s ; -
Re- GOulde FPor Probst Jervice Guide For Probst service
tees Form 8200 Report Record Form 3200 Report Record

1 Very Good c ¢ Very Good c ¢

2 Exoellent B+ B Excsllent A A

& Yery Good D G Very Good D~ D

| 4 Very Good Cw B Yery Good G+ B
| b Very Good B ¢ Very Good S+ G

6 Excellent G+ B Excellent A A

7 Very Good D ¢ Very Good D c

8 Very Good D~ c Very Good c ¢

$ Very Good B C Very Good C+ B
10 Exsellent A ¢ Very Good ¢ ¢

-5 , 5
11 Very Good C+ ¢ Excellent B+ ¢
12 Very Good C+ ¢ Very Good B ¢
13 Very Good ¢ H Very Good G+ ¢
14 Very Good ¢ B Very Good B B
186 Very Good G- D Very Good G D
16 Very Good c B Verxy Good Cw- B
17 Good B B Good B E
? o o i

18 Very Good D= B
19 Good D E Kxoellent is somparable to
20 Very @ood D E A; Vexry Good to B; Gooo
21 Very Good D~ B to C; Palr to D; and UR-
22 Good Cm D satisfactory is compars
23 Very Good C+ ¢ abls to E.

24 Very Good ¢ ¢

28 Very Good c B

—————

All three of these reting seceles have five finel rating
classes. The final saores on the "Guide For Form 32007 are
direetly comparsble to the "Probst Service Report™ and the
"Service Record” Batlng Scales with the sbove interpreta-
tions.
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TABLE IX
Total Humerical Scorss and Average Score Dler Itamlﬁhacka&a

Made by Porest Service Raters on the 0dd and Even Numbere
questions Using "Guide For Using Pora 3200 Ratiug 3Soule

STy - : e : «
{Used in making split-hslf correlatione for relisbility)

\

|

Rater A Rated Men 1 to 10
| Rueter D BRated Hen 11 to 17
Rater P Bated Hen 1t to 25
i
|

Ra- Jaore fo. Average Soore Yoe aAvVerage
odd Score Even ; Seore
teas Itens ftens Per Item Items Itema Per Item

2.71

1 256 & 5.12 19 7

2 17 & 2412 16 ki 2429
3 30 8 375 26 7 3.71
4 25 & .12 20 ? 2.56
8 22 B 2.75 18 " 2.87
6 1t 8 2e2B 17 7 L
7 27 8 3.37 24 7 5443
& 33 9 Be67 39 9 4,35
9 27 ] 3.00 2 & B £.78
10 i9 G 2.11 21 9 233
11 23 9 2.56 £3 9 24566
12 24 g 2.67 28 9 2+44
13 27 8 3437 25 7 D59
14 22 8 2.76 17 7 Z+43
15 22 & 275 20 7 2.66
1lé 285 & 3.12 23 7 &429
17 46 8 B.756 30 7 4.29
16 36 8 4.50 29 7 4.14
19 44 8 B.50 38 7 5.00
20 34 8 4,85 31 7 4.44
21 24 8 4,25 89 7 4.14
22 43 8 5,37 26 7 371
23 &e 8 278 21 7 2,00
24 30 8 2.75 26 7 %71
26 a7 g 4,11 37 Y 4.11

{Continued)




TABLE IY (Continued)

e o P 7 AN 50 T

PS5 A e o O A

Aater B Reted Hen 1 to 10
Futer C Bated Hen 11 to 17

Ka- Saore Eoe Average Soore How Average
‘t‘mé Soors Fven Soore
teea ltema Items Per Item Itenms Items Per ltem

3.87 22

1 31 8 7 “.14
2 15 & 2400 1s 7 1.71
3 3% 6 4,00 26 7 3.7
4 22 ¥ 2475 17 7 Le43
5 21 8 2.62 18 7 2457
6 15 B 167 13 7 1.86
7 31 B 3.67 26 7 3,57
8 &b g 5ell 26 B 2425
g 27 9 3400 28 8 3,82
10 26 9 B.11 26 8 3425
11 16 9 1.78 23 9 2.56
12 21 9 2435 27 9 3400
13 24 8 3400 22 7 3414
14 82 8 2.76 21 7 3,00
15 17 5 .40 17 4 4425
16 24 6 4.00 19 6 3,17
17 30 5 64 00 24 4 6400




lu4

Total Actual Numerical Seores and Average Score Per Item
Checked, Made by Forest Service Raters on the 044 and Even
Eumbered Guestions Using Service Reoord Iatlng Scale

% CUsad in making aplit~hal£ gsorrelationa for rell&bility)

Rater A Rated MHen 1 to 10
Rater D Rated Men 11 to 17
Ratar P Rated Men 18 to 25

Ra- Soore AR Average Seore Ko Average
vdd Seore Even Soore
teos Items Itams Por Ttem Itams Items Per Item

362 42 .64 4L 41 B34

1
2 364 42 9.14 272 41 9,07
3 206 41 7.46 297 41 7424
4 300 36 7489 306 38 8405
5 348 42 6429 327 41 7.98
6 339 28 5492 336 38 6.84
7 327 42 7.79 a2l 41 7.83
8 294 40 7.35 294 40 .36
9 231 26 6489 231 26 8489

10 375 42 &.93 248 41 €049

11 265 83 §:64 . 265 33 6464

14 265 36 6eld 251 34 7.66

13 262 36 6406 294 34 6465

14 345 35 9,66 339 34 9497

15 257 23 7.16 237 33 7.18

16 809 36 & « 58 306 25 674

17 204 37 .51 171 36 4.75

18 163 20 5410 153 50 5410

19 147 32 4.59 111 51 3,58

20 156 26 6400 163 25 8412

21 219 35 8426 195 35 Be57

22 213 32 6.66 204 31 6.58

23 £97 24 B3 300 a 6483

24 279 37 7 .54 294 26 8.17

25 162 17 9,63 168 17 9.68

{Continued)
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PABLE 7 {Continued)

Rater B Roted Men 1 to 10
Rater C Rated Men 11 to 17

Ra~ Score Ko. Lverage ¢ e Ho AVeTuZ8
ga Seore Even Score
teas tems Itemns Per Item ltons Itema  rer ILtem
1 246 32 7469 245 32 759
| 2 453 42 10.66 458 41 10.68
| 3 240 39 .15 2558 B8 6.71
| 4 258 25 10 .34 288 24 9 .37
5 306 1] 8.27 279 36 7.75
& 465 4z 11 .67 465 41 11l.84
7 306 38 8,086 306 38 8.086
3] 2006 z7 E.27 306 37 627
9 876 86 Yebib 262 28 10 .07
10 206 36 Ee50 218 386 .91
11 26" 24 L3 257 33 &0y
12 800 55 - B.T4 266 &4 &+ 38
& Oo &4 9,00 08 33 E.64
15 846 3B 7«45 a: S8 74l
16 276 31 L 90 278 &0 9«20

17 15z o1 5.3 147 51 4.74
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TABLE XI

Conversion Table for Changing Total Numerical Seores Into
Final Ratings in "Form 3200" or "Guide for Using Form 3200,7
"Probst Service Report," and "Service Record”™ Reting Soales

Form 3200 or Guide For Using Service Rating Form 3200

S to T Exeellent

8§ to 13 Very Good

14 to 19 Gooa

80 to 24 PFailrx

25 to 30 Unsatisfactory

Probst Service Report (with & single rater):

80 to 80O

A

40 to 60 B
4 to 40 C
-44 to 4 D
B

-0 to -44

Service Reoord:

836 to 1012 A
736 to 836 B
606 t0 735 C
504 to 605 D
260 to 504 B
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1s7

U. 8. Civil Bervice Commission RECTO
) 5 Check one:
CLASSIFICATION STMBOLY )
Rervice Grade Class SERVICE RATING FORM Supervisory ____.___..__ D
(Read instructions on back of this form)
Nonsupervisory._...... D

(Burean) (Section) (Subsection)

On lines below
mark employee :

v it neither strong
nor weak point.

- {f weak point. i
-+ if strong point. ;

- (d)

In boxes below rate employee:

lor 2if Excellent.
3or 4if Very Good.

1. Underline the elements which are especially important in the position._

2. Mark nonsupervisory employees on all elements except thosein italics.

5or 6if Good.
3. Mark supervisory employees on all elements. 7or 8if Fair. ]
' 9 or 10 if Unsatistactory.
I. QUALITY OF PERFORMANCE ] Onet | "Chert

() Acceptability of work; thoroughness
(b) General dependability; accuracy.
(¢) Neatness and orderliness of work.

(d) Skill with which the important procedures, instruments, or machines are
employed in performing his duties.

(e) Effectiveness in getting good work done by his unit.

II. PRODUCTIVENESS )

Base rating primarily on element (a), if known; otherwise on (b} and {c)-

(a) Amount of work accomplished.
(b) Application of time, interest, and energy to duties; industry. }
(c) Promptness in completing assignments; speed.

(State any other elementa of thia claca considered)

(e) Effectiveness in securing adequate output from his unit. J

III. QUALIFICATIONS SHOWN ON JOB )

(a) Knowledge of duties and related information.
(b) Ability to learn and to profit from cxperience.
(¢) Judgment, sense of proportion, common sense.

(d) Initiative and resourcefulness. }

(¢) Cooperativeness; ability to work with and for others.

O}

______ (&) Eflectiveness in developing and training employees. J
.2 (Custodial only) Ability to perform such physical work as the job requires.
Sumofratings . . . _______.
Rated by ....______... e e Report to employee ... ... ...
(IKating officer) (Date) On the whole, do you consider
the deportment and attitude
Reviewed by .. _____ .. of this employee toward his
(Reviewing officer) (Date) work to be satisfactory? . .

(Answer “Yes", “Sio", or “Fairly so™)

Bum of Ratings Report to Employec Significance

3~ 7 Excellent. Promotable within grade if below top salary.
8-13 Very Good. Promotable within grade if below top salary.
M4-19 Good. No salary change if receiving middle salary or above; if
below middle, promotable not beyond widdle salary.*
20-28 Falr. Reduce one step If above middle salary.®
25 -3 Unsatisfactory.  Dismiss fromn present position. 163831

* For Cu-2 and Cu-3, the fourth salary rate will be considered the middla salary.

(Back of Form 3200 same as back of Form 3201)
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Form 3201- (April 1935) RECTO

U. 8. Civil Service Commission

N

CLASSIFICATION SYMRBOLS SERVICE RATING FORM . . D
Nervice Gl “laass upervisory .__.____....
A i (s {Reud instructions on back of this form) P y

Check one:

Nonsupervisory....... E]
Name . Department .___ ... -
T e T T By T Gertiony T (Rabsection?
On lines below \ L. In boxes below rate employee :
mark employee: | 1. Underline the elements which are especially important in the position. lor 2if Excellent.

V if neither strong R .. .
nol weak point. ‘ 2. Mark nonsupervisory employees on all elements except those in italics. |

— if weakpoint.

3or 4if Very Good.
Sor 6if Good.

3. Mark supervisory employees on all elements. | Tor Rif Fair.

J‘ 9 or 10 if Unsatisfactory.
|

+ if strong point. l{

1. QUALITY OF PERFORMANCE ]|  Rating R s

...... (a) Thoroughness; adequacy of results.

______ (b) General dependability; accuracy of results.

,,,,,, (c) Technical skill with which the important procedures or instruments are r B
employed in performing his duties.

..... (d) Original contributions to method or knowledge.
...... (e) Effectiveness in getting good work done by his unit. J

II. PRODUCTIVENESS

...... (a) Amount of work accomplished.

(b) Application of energy, interest, and technical resources to duties; industry.
.. (c) Effectiveness in planning so as to utilize time to best advantage.
-.... (d) Completing assignments; making progress on assigned projects.
- (e) Composing adequate reports or other required writings.
N € 5 J e
\State any other eiements of this clase considered)

...... (&) Effectiveness in securing adequate output from his unit. J

III. QUALIFICATIONS SHOWN ON JOB )

______ (a) Knowledge of particular field of work and of the fundamentals on
which it is based. )

(b) Analytical ability; constructive reasoning in the field of specialization.
(c) Scientific or professional attitude; fairness, freedom from bias.
- ... (d) Judgment, sense of proportion, common scnse. r
-- - (e) Initiative, resourcefulness; ability to grow.
...... (f) Cooperativeness; ability to work with and for others.

------ (8)

Sumofratings . . . ..

Rated by ... .. S Report to employee

(Itating olllcer) (Date On the whole, do you consider
the deportment and attitude
of this employee toward his

Reviewed by . . __.._

(Keviewing officer (Dute) work to be satisfactory? . .
- {(Answer “Yes", “No", or “EFairly so')
Sum of Ratings Report to Employee Significance
3-7 F.xcellent, Promotable within grade if below top salary.
8-13 Very Good. Promotable within grade if below top salary.
-1 Good, No salury ehange if receiving middle salary or nbove: if
below middle, promotable not beyond uiiddie salary.
2 -2 Fuir, Reduce one step if above middie salury.
25 - 30 Unsatisfactory, Dismiss from present position. 6—383

(See next page for back of Forme 3200 and 3201)




CIVIL SERVICE FORMS 3200 and 3201 « VERSO
CONDUCT REPORT

(Thisspace s to be used e e the iptestion on the face of the sheet, rearding the employee™ deportment and attitude, has been answered < No* or ‘Fairly
$0." Inauch v e sive here dfull sabement of the partioulars in which the employee’s condiet has been nnasatisfactory )

INSTRUCTIONS TO RATING OFFICERS

1, Compi qualifications an.} performirce of each emplovee, as demonstrated by his work, with the actual needs of the position, con-
silering the ¢ s under which the work mist be done. Beginning with' the lowest grade (CAF-1, P-1, SP-1,Cu-~1, or CM~1), rate each
s of chisies (aich s Junior Stenographer, CAF -2, Senior Stenographer, CAF 3, ete) as a separate group.  Keep in mind redsonable
Lieds of performanes for the varions grades,  The same rating stanclards should 1o applied to all competing employees in the same grade,

irrespective of the fact that some may be receiving compensition st thie minimum pay rate of the grade and others at higher rates.
2. The elements (o, (1), (2, ete., listed under cach title (1, 11, 1) are not of equal importance, Underline the elements which are
especially importnt in the position. ’
3. 1f the perforraince of an emplage
of the elemy

= 1s neither strong nor weak with respect to an element, put a check mark (1) on the line at the left
1f weak, 2 minus (— 5 9f strong, a plus (5

Differentiate carefully among the severdl clements.  Extreme care should be taken to avoid basing all marks on some one strong or weak
characteristic of the employee. A person who deserves a plus or minus on one element Joes not necessarily mienit the same mark on all
clement.,

4. 1 in vour indpment the employee 18 excellent on ** 1, Quality of Performance ', indicate this by 1 or 2 in the box at the right;

frerygood .. 1y 3ord if far .. by7or 8
Weed. L lySoré if unsatisfuctory. ... by 9 or 10

Indicate your ratings on tatles 11 and HI in the same manner.

The numerizal rasings on the titles (1, 11, and 1) are not derived by a mechanical summary of the element marks, but depend on the best
judgment of the rating offiver as to how well the employee meets the broader requirements of the position.  This judgment is assisted by
the clement marks, but is tot rividly determined by them, These marks insure that the employee’s performance on the elements which affect
Quahity of Pertorminee, Productivencess, and Quabiications Shown on the Job will be considered.

5. The rating to he reported to the employee by the board of review is the adjestive correspanding 1o “Sum of ratings” on 1. 11, and 111,
as given its the tuble at the bottom of the ruting form.,

6. Murks and ratings should first be made lightly with pencil. After all your employecs have been rated, compare and consider the marks
and ratings assigned to the varous employees in the same classes, make any necessary alterations, and indicate the marks and ratings in

black ink.
7. The name of an employec rated on a service of less than 90 days should be followed by the notation, “Less than 90 days.”

8. The qucstion on deportment should be answered "YesT, “No™, or "Fuirly 80" If the unswer is “No ™ or “Fairly s0™, it should be
explaned in the space provided above,  Ruting officers shold not allow unsatistactory conduct to influence marks or ratings, except as it may
actually affect an employee’s performance on sotne specific element or elements. ‘

9. Complete the ratings promptly, Submit the signed and dated rating forms to the reviewing officer,

INSTRUCTIONS TO REVIEWING OFFICERS

1. Compare the muhs and ratings assigned by the different retng offcers under your supervision, noting such corrections as may be
necessary to secure reasonable unttormity of standards and accdracy in the merks wnd in the ratings,

2. Muke corrections with redink, but do not cross out or crase the marks or ratings made by the rating officer,  Before any marks or ratings
are changed discuss them wath the rating ofiicer.

3. Submit the signed and Jated rating forms to the board of review promptly.

(Po_miuion to use granted by UNITSD STATES CIVIL SERVICE COMMISSION)
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gUIDE FOR USING SERVICE RATING FORM #3200

A e i 7o bl R e A TR S K

I. QUALITY OF PERFORMINCE

(a) Acceptability of work; thoroughness
1 ' :

¥
' ' t t ¥ t ' ot t
Eager to accept Accepts work: Rearely secks work; FHNever secks work;
work; very thorough  thorough occasionally ~ lscks thorough-

laseks thoroughness ness

%b) Gsnara1~é@paﬁ§ability; aecuraey

' 7 1 L B t , ¥ ] r '
Very dependsble; Ususlly depend~ Kot dspendsble; Seldom does ac~
consistently gble and se- fraquently makes eurste works
ascurate curste mistakes always requires
_ checking .
ga) Neatness end orderliness of work . |
1 ¥ . L b t L ' hd
-2 ‘ z ' 3 ‘ B
Work consistently Work satisfec~ Work frequently un~ Work unsatis-
neat and orderly tory but occs~ organized snd not  factory

sionally not neat
orderly ‘

081



Secore

Seore

(q)

Skil: with which the important procedures,
insiruments, or machin:s are employed in
performing hig duties

] '
! ‘ ¥ 3 4 4 4 1

] 4 [} g
Uses excellent Good procedure Palr procedurs Poor procedure
progcedure , , used

{e) Effectivensss in getting good work done

by hias unit . .

T oy t ¥ 1 e ? o 1

Well organized;

sccurate work

Well orgsniged; PFPairly well organe
usually accurate ized; occasional

Poorly organigzed
with fregquent

errors errors
' Ayerage fov L.
II. PRODUCTIVENESS
’a} Amount of wnr% accomplished . )
' ' ' e ' ' ' ' 1
-] ‘ z — 8 B
Above the average Average Below average Uneatisfactory

181



Seore

{v) Application of time, interest and ensrgy
to duties; 1n?ustry

¥ t

? ] l‘ » f 1 ]  § 1 L3 1
2 4 3 8

Always looking for fverage, moder- HNot anxious to work Laxy

work ately energetie

ge) Promptness 1n'eampleting asaign?anta; apeed

v ¥ ' ® t 1 ' 1 , '
2 ‘ ' 4 8 ‘ 8
Always works rapidly Works diligently Works slowly Unsatiasfactory
and sfficlently at a moderate
rate

#{d) Effectiveness in securing sdequate output
from his un&t’

t L 4 ' ' ¥ ot o .
2 T4 -} B
Lbove the average Average Below average Unsatisfactory

Average for 1i.

261




Score

TITI. QUALIFICATIONS SHOWHN ON JOB

ga) Knowledge of %uties and ralat&dtinfermation

] ¥ ] t ] ’ 1

]
t t

Z | i T

Knowledge of dutles

Average knowe
clearly demonstrated

Lack of knowledge

ledge of duties of duties apparent

8

Harked ineffl-
clency due to

in work and related in- lack of know-
formation ledge of duties
{b) 4Ability to learn and to profit from ex~
perience ' .
2 & g g

Usually appre~ Occasionslly re«
glstes criticism sents criticiam;
and uses 1t to does not use 1Y
sdvantage

Appreciates eritie
eism; makes fullest
use of criticiam and
experience

ge} Judgment, sense of proportion, gommon sense

Resents criti-
ciam and does
net profit by
it

1

t e ' ot t ot ' ' e

Clear and exact Oceasionally  Frequently becomes Thinking not

thinking; execellent somewhat eon~ confused; poor ~ logieal; unsate

Jjudgment fused; good judgment 1sfactory
Judgment

=
w
"]




Score

Total

(@) Initistive and resourcefulness
t

1 S 1§
L 4 ’f L ] 1 ¥ L]
' 2 7 [ 8
Initiative highly Plans work with Below average; must Practisally no
developed moderate amount frequently be told inltiastive
of supervision what to do
{e) Cooperstiveness--pbility to work with
and for others
' ' ] t
t , ' ' ? o 8 t ' ¥
T2 ‘ 4 [ ' N
Alweys agrecable and Oecsaionally dis-Frequently dils-~ Unable to c¢o-
cooperative agreesble and agreeable and not operate and get
difficult to eo~ eocoperative along with fel=
operate low workers
#(f} Effectiveness in developing and training
employees
' * ' '
' ! ! ! t 4 ' 1 !

Excellent Very good Good or failr Ungatisfactory

sverage for i

ot
o
-

#0onsidered only for supsrvisory employees.
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RECTO
COPYRIGHT, 1932, BY .; B. ::OBSY The facts and judgmaents recorded on this sheet
IN THE UNITED STAT are svaluated by s scimficel d o
ANQ CANADA T H E p R o B s T s E R VI C E R E p o R T cots 8nd Formuls. producing & letter rating which
ALL RIGHTS RESERVED OENERAL rORM takes into account sll the checked items.

FOR APPRAISING THE SERVICE VALUE OF
EMPLOYEES.  SUPERVISORS OR  OFFICERS,
OTHER THAN THOSE IN THE POLICE, FiRE.

naTING LABOR, OR EDUCATIONAL SERVICES
S NaME GF EMPLUYES
FOR THE SIX-MONTH PERIOD
it
ENDING ——

DISYRIGY, DIVIBION, OR STATION

1. On this form you are to report the service value of the employee mentioned above. The
report should be for the six-month period shown hercon, unless otherwise indicated.

In addition to the blanks to be filled in on this side of the shect, you should check (with an X)
all those items on the otherside that you can find which will properly fit or describe thisemployee.
Do not guess; if you are not reasonably surc that the employec possesses the trait or quality
indicated by a certain itcm, do not check that item at all. Tt is not necessary to check any
given number of items. You may be able to check 25 or more for one employee and have
difficulty in finding inore than a dozen or so to describe properly some other employee. Make
your X's small; keep them inside the little squares. Do not change the wording of any item.

| 3. Thin sheet should be checked by three supervisors, wherever possible. Each supervisor should
i select one of the three check columns in which to make his X marks, and should keep all his
|

[

|
|
\
|
|
i INSTRUCTIONS
|
\
|

marks within that same column on both sides of the sheet. The supervisor who is lowest in
rank or authority should be the first to cheek the sheet; then the next higher (or equal) in rank
should check; and the one in highest authority should check last. (Sce direction booklet.)

| 4. Some items, such as “Good technical training for the work’, “Good headwork in sudden

emergencies”, and a few others, should be considered only if they are deemed essential or
desirable for the particular position.

How many days was this employee absent during this
Y o, (Do not inclid &ytm' in line of dut
[— 0 not in o Al DCe n, n
‘ penOd or sbeence on mulu,:rl:ya ) Y

(a) Forsickness, withpay. ... ... ... . . . . _days
.0x 1 (b) For sickness, without pay ... ... __ _ ,duys‘
(¢) For personal reasons, with or without pay.. _ ___days

(d) How many times absent without leave . .

(e) (1 there waa sny other absence. or suspension: or luss of vacation, bonus,
of merits; or other penalty; ezplain briefly here.)

Check only one item in each of the following two boxes. Consider not only the punctuality of
the employee in reporting for work, but also his proinptness in answering calls, keeping
appointments, submitting reports, and doing specially assigned work.

Check
Columns ——— Py ——T—r——
1 2 3 Column 1 Column 2 Column 3
wox3 |0 O O| Nearly always late
0O O Q| Usually late .
0O O 0} Often late (ahout half the time)
0 O 4| Usually punctual
O O 0| Never, or hardly ever, late
O O Q| Nearly always quits ahead of time
O O O Usually quits ahead of time
: O O Q| Often quits ahead of time o .
| ***®* 10 O O/ Watches clock too much near quitting time
0O O O/ Seldom quits ahead of time
O O Q| Never quits ahead of time
| ron 55 3 (ot (Over) (blres ull ommiicntions b3 Proket eaveay Svetom

(See next pags for back of form)
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DIRECTIONS: Place an X mark next to each of the items on this page which vou know from your own

knowledge will describe or fit this employee. Do not guess; check only if you are reasonably certain.

Check
Columns

2 3

Check
Columna

1

2

3

.00000oco0oCoooo0ooooogoosdioooocooooonsuooooooooccuposuguyuoac

[

.

ooecoe

cocoucoooooaooooooogboooooooooocoogoooogoonboonoooouooouuuaooy
00CCco0o0coiooooooosoooooooooooooo00Lou0ooouoLuopoLoUoooooouonooao

Lazy

Slow moving

Quick and active

Too old for the work

Minor physical defects

Scrious physical defects

Indifferent; not interested

Talks too much

Too blunt or outspoken

Too much self-importance

Good team worker

Not a good team worker

Rescats criticism or suggestions
Antagonizes when dealing with others
Might often be more considerate
Usually plcasant and cheerful

Always® courteous

Cranky disposition

Often seems dissatisfied

Often grumbling or complaining

Uses poor judgment

Might often use better judgment| Check
Generally uses good judgment ont oy
Always® uses good judgment

Does not do his (her) share of work
Generally looks for the easy work

Must gencrally be told what to do

Work often slightly behind

Often nceds prodding

Work always® up to date

Turns out unusually large amount of work
Steady worker most of the time

Always® busy at work

Does not accept responsibility

Accepts responsibility

Does not always obey orders willingly
Visits too much with others

Necds considerable supervigion

Works well without supervision

Finc self-control;seldom or never loses temper
Loses temper easily

Easily rattled or upset

Lacks sclf-confidence

Too easy-going

Learns new work slowly

Learns new work easily

Understands instructions readily

A willing worker at all times

Takes unusual interest in the work
Might be more orderly

Very orderly and systematic
Often forgetful

Often does carcless work
Makes many mistakes I heek one

item only,
if any

Usually accurate

Hardly ever makes a mistake
Accuratc but very deliberate
Is highly expert in own work
Not generally reliable or dependa.ble’c,mk one

item only,
if any.

Usually reliable and dependable
Always® reliable and dependable

00000 0O 0O O0O OOooooooooeoooo
CO000 0O 0O 00O 0OU0oooooooooooo
00000 0O 0O 00O OoOo0Oooooooooooao

Active and strong

Active but not strong

Usually careless of personal appearance
Usually neat personal appearance

Has a pleasing voice and manner

Very tactful in dealing with the public
Poor technical training for the work
Good technical training for the work
Poor head work in sudden emergencics
Good head work in sudden emergencics
Often assigned to other important positions®*
Often assigned to fill & higher position**
Sometimes gocs on a “tcar”

Drink is onc of principal failings

Willing workcr, but is not a lcader
Does not plan or lay out work

effectivcly
Plans work well but lacks snap @
in getting it done
Unusual ability in planning and| Us theee
laying out work; good organizer} where
Makes quick and accurate decisions | ‘aey.0Y
Too lenient in inaintaining discipline |, o
Maintains good discipline positions.,
Lacks decision
Exceptionally skilful in handling

difficult situations

0O O O/ Makes poor salcs talk i

O O O| Makes good salcs talk @

O O O] Always tries to please

0O ‘O O| Unusually gracious toward customers| vee these

O O O Often not attentive to customers | items ouly

0O O | Uscs good English they spily,

[0 O O/ Sales volume among the best or salen

O O O] Skilful in overcoming objections anjerks

0 O O] Sales volume below average who deal

O O O/ Voicctooloud, harsh, or high pitched | custmers.

0O O O/ Keeps up finc display of goods

In the following spaces you may add such

other items of your own as you believe
will further describe this employee.

00 0(___ e

00D R e -

Ooad —— J—

OO0 O o

00D

*Menning ""with rare exceptions”’

*Tempornry assignments

(Reproduced by permiesion of copyright owner)





