


SuperviSion of police 
perSonnel



This page intentionally left blank 



SuperviSion of police 
perSonnel

Eighth Edition

Nathan F. Iannone
Inspector (Ret.)  

Los Angeles Police Department
Professor Emeritus  

Fullerton College, Fullerton, California

Marvin D. Iannone
Chief of Police (Ret.)  

Beverly Hills, California
Assistant Chief of Police (Ret.)  
Los Angeles Police Department

Jeff Bernstein
President, Bernstein and Associates

Sergeant (Ret.)  
Miami Beach Police Department

Boston Columbus Indianapolis New York San Francisco Upper Saddle River Amsterdam  
Cape Town Dubai London Madrid Milan Munich Paris Montréal Toronto Delhi  

Mexico City São Paulo Sydney Hong Kong Seoul Singapore Taipei Tokyo



Vice President and Executive Publisher:  
 Vernon Anthony
Senior Acquisitions Editor: Sara Eilert
Editorial Assistant: Lynda Cramer
Media Project Manager: Karen Bretz
Director of Marketing: David Gesell
Marketing Manager: Mary Salzman
Senior Marketing Coordinator: Alicia Wozniak
Production Manager: Fran Russello

Creative Director: Jayne Conte
Cover Design: Karen Salzbach
Cover Illustration/Photo: Fotolia: © ia_64
Full-Service Project Management/Composition:  
 Mogana Sundaramurthy/Integra Software  
 Services Pvt. Ltd.
Printer/Binder: Edwards Brothers
Cover Printer: Lehigh Phoenix

Credits and acknowledgments borrowed from other sources and reproduced, with permission, in this 
textbook appear on the appropriate page within text.

10 9 8 7 6 5 4 3 2 1

Copyright © 2014, 2009, 2001, 1994, 1987, 1980 by Pearson Education, Inc. All rights reserved. 
Manufactured in the United States of America. This publication is protected by Copyright, and permis-
sion should be obtained from the publisher prior to any prohibited reproduction, storage in a retrieval 
system, or transmission in any form or by any means, electronic, mechanical, photocopying, recording, 
or likewise. To obtain permission(s) to use material from this work, please submit a written request to 
Pearson Education, Inc., Permissions Department, One Lake Street, Upper Saddle River, New Jersey 
07458, or you may fax your request to 201-236-3290.

Library of Congress Cataloging-in-Publication Data
Iannone, N. F.
 Supervision of police personnel / Nathan F. Iannone, Inspector (Ret.), Los Angeles Police Department,  
 Professor Emeritus, Fullerton College, Fullerton, California,  
Marvin D. Iannone,  
 Chief of Police (Ret.), Beverly Hills, California, Assistant Chief of Police (Ret.), Los Angeles  
 Police Department,  
Jeff Bernstein,  
 President, Bernstein and Associates, Sergeant (Ret.), Miami Beach Police Department.—Eighth Edition.
  pages cm
Includes bibliographical references and index.
 ISBN-13: 978-0-13-297382-3 (alk. paper)
 ISBN-10: 0-13-297382-0 (alk. paper)
 1. Police—Supervision of—United States. 2. Police administration—United States. I. Iannone,  
 Marvin D. II. Bernstein, Jeff III. Title.
 HV7936.S8I2 2014
 363.2’20973—dc23
 2012044717

ISBN-10:     0-13-297382-0
ISBN-13: 978-0-13-297382-3



v

brief contents
1
The Supervisor’s role 1

2
The Supervisor’s function in  
organization, Administration, and  
Management 13

3
leadership, Supervision, and  
command presence 32

4
The Training function: problems  
and Approaches to the  
instructional process 69

5
interpersonal communications 101

6
principles of interviewing 123

7
Some psychological Aspects of  
Supervision 145

8
Special problems in counseling  
and remediation 164

9
employee Dissatisfaction and  
Grievances 190

10
Discipline: principles, policies,  
and practices 200

11
personnel complaint investigation  
procedures and Techniques 216

12
personnel evaluation Systems and  
performance rating Standards 242

13
Tactical Deployment of field  
forces 281



This page intentionally left blank 



vii

contents

Preface xv
Acknowledgments xviii

1
The Supervisor’s role 1
Supervisory Position 2
Technical and Supervisory  
Competence 4
Organizational Knowledge 4
Basic Supervisory Responsibilities 5

Planner 5
Personnel Officer 5
Trainer 5
Coach 6
Counselor 7
Controller 8
Decision Maker and  
Communicator 8
Leader 9

Transition from Officer to Supervisor 9
Summary  12
Review  12

2
The Supervisor’s function in  

organization, Administration,  
and Management 13

Administrative Functions 14
Planning 14
Organizing 17
Staffing 17
Directing 18
Coordinating 18

Basic Organizational Structures 20
Line Organization 20
Functional Organization 21
Line and Staff Organization 22

Division of Work 23
Unity of Command 24
Span of Control 25
Delegation 25

Delegation Failures 26
Delegation Process 27
Personnel Development by  
Delegation 27

The Exception Principle 28
Delegation of Staff Projects 28

Researching Projects 29
Planning Projects 29
Summary 29
Review 30

3
leadership, Supervision, and  

command presence 32
Resistance to Leadership Training 33
Development of Leadership Ability 33
Types of Leaders 35

Autocratic Leader 35
Democratic or Participatory Leader 35
Free Rein or Laissez-Faire Leader 36

Situational Leadership 36
Transformational Leadership  
and Empowerment 38
Selection of a Leadership Style 39
Command Presence and Leadership 39
Elements of Leadership 40

Discipline 40
Ethics 41
Common Sense 41
Psychology 41

Motivation of Employees 41
Situational Analysis and  
Self-Appraisal 43
Leadership Characteristics 44



viii  contents

Personality of a Leader 45
Human Relations and Leadership 46

Manner of the Leader 47
Language of the Leader 47
Commendations and Praise by the 
Leader 48
Criticism and Reprimands by the  
Leader 48

Knowledge of Subordinates 50
Supervision of the Marginal  
Employee 50
Order Giving 51

Direct Commands 51
Requests 52
Implied or Suggested Orders 52
Requests for Volunteers 53
Method of Communication 53
Follow-Up 53

Decision Making 54
Drawing of Conclusions 54
Moderation in Supervision 55
Fraternization 56
Example Setting 56
Women Supervisors 57
Supervising a Diverse Workforce 57
Supervising the Multigenerational  
Workforce 60
Avoidance of Gender Bias and  
Harassment 61
Symptoms of Leadership Failure 62
Leadership Issues in Community  
Policing 62

Summary 65
Review 67

4
The Training function: problems and  

Approaches to the instructional  
process 69

Importance of Training 70
Causes and Effects of Training  
Failure 70

Remedy for Failure 70
Instructor’s Approach to Teaching 71

Instruction as a Supervisory  
Responsibility 72
Need for Training 72
Principles of Learning 74

Principle of Readiness 74
Principle of Effect 74
Principle of Repetition 75
Principle of Primacy 76
Principle of Recency 76
Principle of Intensity 76

Learning Process Variables 76
Learning Rate 76
Adult Learner Differences 77
Motivation 78
Interest and Learning Effectiveness 78

Learning Patterns 78
Instructional Goals and Specific  
Objectives 79
Analysis of Job Tasks and Material  
Selection 80
Lesson Plan 80

Form 81
Teaching Sequence 81

Learning by Association 83
Five Steps of Teaching 83

Introduction 84
Presentation 85
Review 85
Application 85
Test 86

General Problems Affecting  
Teaching Method 86
Common Causes of Teacher  
Ineffectiveness 87
Teaching Methods 88

Lectures 88
Guest Speakers 89
Role Playing and Field Problems 89
Stress Management Simulations 89
Workshops 90
Demonstrations 90



contents  ix
Group Discussions 91
Panel Discussions 91
Conferences 91

Staff Meetings 92
Planning 92
Follow-Up 92
Use and Misuse of Procedures 92

Use of Questions 93
Use of Teaching Aids 94
Types of Teaching Aids 94

Display Aids 94
Duplicated Aids 95
Projected Aids 95
Three-Dimensional Aids 95
Electronic Media Devices 96
Field Trips 96
Additional Training Resources 96
Summary 97
Review 98

5
interpersonal communications 101
Cultural, Environmental, and  
Psychological Factors 102
Processes of Communications 102
Barriers to Effective  
Communications 103

Failure to Listen 103
Status Differences 103
Psychological Size 104
Noise 104
Language Barriers 104
Fear of Criticism 105
Jumping to Conclusions 105
Filtering 105
Individual Sentiments and Attitudes 106
Intentional Suppression or  
Manipulation of Communications 107
Complexity of Communications  
Channels 107
Overloading of Communications  
Channels 107

Overstructuring of  
Communications Channels 108

Overcoming Communication Barriers 108
Determine Objectives 109
Practice Empathy 110
Obtain Feedback 110
Keep Subordinates Informed 110
Be Consistent in Communicating 111
Make Actions Speak Louder Than 
Words 112
Listen, Understand, and Be  
Understood 112

Characteristics of Communications 113
Autocratic Communications 113
Democratic Communications 113
Free Rein Communications 114

Types of Communicators 114
Written Communications 114

Clarity of Expression 115
Simplicity 115
Accuracy 115
Arrangement 115
Style 116
Summary, Conclusions,  
Recommendations, and Plan  
of Action 116
Format 116

Email 116
Effectively Managing Your Email 117

The Four Ds for Decision-Making  
Model 118

Manuals—Orders 119
Briefing 120
Proofreading and Editing 120
Typical Deficiencies in Writing 121

Summary 121
Review 122

6
principles of interviewing 123
Interrogation versus Interview 124
Major Functions of the Interview 124



x  contents

Preparation for an Interview 124
Preliminary Planning 124
Privacy 125
Types of Questions 125

Conducting an Interview 126
Interview Opening 126
Use of Questions 127
Interviewer Attitude 127
Employee-Centered Approach 128
Active Listening 129

Elimination of Bias 130
Confidential Agreements 131
Advice Giving 131
Psychological Reactions in the  
Interview 132
Types of Personnel Interviews 132

Informal Interview 133
Employment Interview 133
Progress Interview 135
Grievance Interview 137
Problem-Solving Interview 138
Disciplinary Action Interview 138
Separation Interview 139

Recording of Results 140
Evaluation of Results 140
Causes of Unsuccessful Interviews 141

Summary 141
Review 142

7
Some psychological Aspects  

of Supervision 145
Drives, Satisfactions, and Needs 146

Drives 146
Satisfactions 146
Needs 147

Inferiority Complex 147
Catharsis 148
Fixation and Regressive Behavior 148
Supervisory Problem: The Frustrated  
Employee 149
Nature of Frustration 150
Barriers Causing Frustration 151

External Barriers 151
Internal Barriers 151

Frustration and Performance 151
Some Common Reactions to  
Frustration 153

Aggression 153
Attitude of Resignation 156
Escape 156
Excuses and Rationalizations 157
Regression 158
Fixations 159

Frustration Prevention 159
Relief for Frustration: Some  
Commonsense Approaches 160

Summary 162
Review 162

8
Special problems in counseling  

and remediation 164
Nature of Problem Drinking 164
Development and Symptoms  
of Problem Drinking 166

Development of the Problem 166
Symptoms of the Problem 167

Some Options in Treating the  
Problem Drinker 169

Off-the-Job Problem Drinking 170
Indirect Solicitation for Help 171
Job-Related Problem Drinking 171
Drinking and Deteriorating Job  
Performance 172

Counseling for the Problem Drinker 172
Preliminary Action 173
Counseling Sessions 173
Note Taking 175
Referral 176
Objective of Professional  
Counseling 176

Emotional and Personal Problems 176
Psychological Symptoms 177
Physiological Symptoms 177
Supervisory Role 177



contents  xi
Counseling for the Emotionally  
Troubled Subordinate 178
Management and Remediation  
of Emotional Distress 179

Occupational Stress 179
Depression 182
Suicide Awareness and Prevention 183
Family Discord 184
Trauma-Producing Incidents 186
Summary 187
Review 188

9
employee Dissatisfaction and  

Grievances 190
Dissatisfaction with Work Environment 191
Inept Supervisory Practices 191
Misunderstandings of Policies,  
Rules, and Procedures 192
Management Failures 192

Rules of Conduct 192
Rule Enforcement 193
Due Process Violations 193

Supervisory Influence on Non–Job- 
Related Employee Behavior 195
Recognition of Employee  
Dissatisfaction 196
Supervisory Approaches to Employee  
Dissatisfaction 196
Employee Grievances 196

Noncontractual Matters 197
Contractual Violations and  
Grievances 197

Working with Unions 198
Summary 198
Review 199

10
Discipline: principles, policies,  

and practices 200
Forms of Discipline 201

Positive Discipline 201

Negative Discipline 201
Adverse Effects of Punishment 202
Detection of Problem Employee  
Behavior 203
Requisites of Punishment 204

Certainty 204
Swiftness 205
Fairness and Impartiality 205
Consistency 206
Deterrence for Others 207

Discipline by Example 208
Upward Discipline 209
Interdependency of Discipline,  
Morale, and Esprit de Corps 209
Reversals of Administrative  
Actions 210
Results of Unsustained Disciplinary  
Actions 210
Complaint Investigation Policy 211

Procedure 211
Objectives 211

Vicarious Liability 212
Coroner’s Transcripts 213

Summary 214
Review 214

11
personnel complaint investigation  

procedures and Techniques 216
Case Preparation 216
Sources of Complaints 217

Internal Complaints 217
External Complaints 217
Anonymous Complaints 217

Non–Job-Related Misconduct 218
Observed Infractions 218

Discuss in Private 218
Record Results 219
Follow Up 219

Complaint Types 220
Primary Complaints 220
Anonymous Complaints 221



xii  contents

Complaints from Intoxicated  
Persons 221
Second-Party Complaints 222

Recording of Complaints 222
Complaint Investigation 223

Avoidance of Premature  
Conclusions 223
Prevention of Additional Harm 224
Arrest and Booking of an  
Employee 224
Promptness of Investigation 225
Collection of Negative  
Information 225
Personnel Record Check 225
Interview of the Accused  
Employee 226
Legal Counsel 227
Written Statements 228
Avoidance of Face-to-Face  
Encounters 229
Searches 229
Lineups 230
Investigative Aids 231
Physical Tests 232

Procedural Due Process  
Requirements 233

Charges and Specifications 234
Balancing Test 234
Protective Rules for Employees 234

Reporting Procedures 234
Investigative Report 234
Pagination and Cross-References 236
Avoidance of Offensive  
Terminology 236

Classification of Complaint  
Investigations 237
Discipline and the News  
Media 237
Disposition of Complaints 238

Notification to the Complainant 238
Notification to the Accused  
Employee 238
Imposition of a Penalty 238

Disciplinary Failures 239
Summary 239
Review 240

12
personnel evaluation Systems and  

performance rating Standards 242
Objectives of Evaluation Systems 243
A Case for Evaluation Systems 243
Causes of Evaluation System Failures 245

Indifference 245
Employee Pressures 245
Failure to Train Raters 246
Rating Abuses 246
Slipshod Procedures 247
Rating Shortcuts 247

Gathering and Recording of  
Performance Data 247

Recording Methods 247
Critical Incident Technique 248

Rating Traits 248
Performance Standards 256
Rating Criteria 256

Patrol and Traffic Personnel 257
Investigative Personnel 258
Staff and Auxiliary Personnel 259

Rating Standards 259
Employee Ranking 259
Representative Employee  
Standard 260
Ideal Employee Standard 260
Numerical Standard 260
Forced-Choice Standard 261

Rater Characteristics 268
Common Rating Errors 269

Leniency 270
Personal Bias 271
Central Tendency 271
Halo Effect 272
Related Traits 272
Overweighting or Recency 272
Subjectivity 272



contents  xiii
Validity and Reliability of Ratings 273

Validity 273
Reliability 274

Evaluation Period 274
Rating Methods 275

Composite Ratings 275
Group Ratings 275
Individual Trait Ratings 276

Discussion of Rating with Employee 276
Interview 277
Acknowledgment of Rating 277
Follow-Up 277
Written Notification of Rating 277
Summary 278
Review 279

13
Tactical Deployment of field forces 281
Supervisory Responsibilities in  
Unusual Occurrences 281
Basic Procedures for Unusual  
Occurrences 282

Communication of Field  
Intelligence 283
Establishment of a Command Post 284
Incident Command System (ICS) 284
Reconnaissance 285
Logistics Aide and Press Relations  
Officer 286

Operational Guidelines for Unusual  
Occurrences 287
Barricaded Persons 287

Hostages 287
Direction of Assault 288

Operating Procedures in Hostage  
and Barricaded Suspect Cases 289

Preliminary Operations 289
General Considerations 290
Rational Suspect 291
Emotionally Troubled Suspect 291
Assault Tactics 292
Response to the Active Shooter 294

Search for Other Suspects 294
Arrest of Suspect 294

Civil Disorder: Minor Unlawful  
Assemblies 295
Civil Disorder: Major Disturbances 296

Communications 297
Field Tactics 297
Use of Force 299
Arrests 299
Use of Chemical Agents 299
Hostile Sniper Fire 299
Limited Withdrawal 300
Follow-Up Action 300

Labor Disputes 300
Maintenance of Impersonal  
Attitude 301
Avoidance of Fraternizing 301
Display of Weapons 301
Meeting with Labor and Management 
Representatives 301
Control Tactics 301
Strike Scene Arrests 302

Disaster Control 302
Basic Operational Procedures 303
Evacuation 303
Rescue 303

Chemical, Biological, or Radiological  
Attack 304

Indicators of a Chemical Attack 304
On-Scene Indicators 304
Indicators of a Biological Attack 305
Indicators of a Radiological Attack 305
Response Actions 306

Aircraft Crashes 310
Precautions in Rendering Aid 310
Security of Military Aircraft 310

Bomb Threats 310
Evacuation Procedures 311
Search of Premises 312
Bomb Precautions 312

Major Fires 313
Evacuation of Fire Area 315
Antilooting Patrols 315



xiv  contents

Area Searches 316
Missing Children 316

Broadcasting Procedures 316
Initial Search 317
Operating Procedures for  
Widespread Search 317
Search Teams 317
Residential Search Patterns 317
Open-Area Search 318

Wanted Persons 318

On-Scene Procedures 318
Search Strategies 319
Business District Searches 320
Building Searches 320

Department of Homeland Security  
Initiatives 321

Summary 323
Review 325

Index 327



xv

Preface
Welcome to the eighth edition of Supervision of Police Personnel. Known as the “Bible of 
Police Supervision,” this edition has been updated and streamlined. The result has been a 
good blend of theory and practice.

We know most of you reading this book are either studying for a promotional exam 
or college class, or have already been promoted and are using this book for guidance and 
direction. Those of you who are familiar with the book will note that some chapters have 
been removed or consolidated. This is all based on user feedback. Additionally, pictures 
have also been added for the first time.

The primary aim of this book is to help you to understand the principles and 
practices of police supervision. Our goal as authors is to help you become successful and 
effective supervisors. Today’s work environment places strong demands on the effective 
police supervisor. Many challenges await. We have found that the best supervisors always 
show concern for their agency, employees, and the public. They also have excellent inter-
personal and communication skills.

If you study the book thoroughly, it will help you to become the best supervisor you 
can be. The information in it has been tested over time. The original text was written by 
Professor Nathan Iannone. He is considered by many to be a true visionary in the field of 
police supervision. The sixth edition of the book was later updated by his brother, Marvin 
Iannone. Like his brother Nathan, Marvin also rose through the ranks of the Los Angeles 
Police Department.

Finally, the seventh and eighth editions were updated by Dr. Jeff Bernstein. You 
should know that he did not start off as Dr. Bernstein. He first worked as a police officer, 
detective, and police sergeant with the City of Miami Beach. As a Doctor of Psychology, 
he is considered one of the leading experts in police promotional exam preparation. He 
has prepared thousands of police officers for promotional exams. Since most of you are 
reading this text for your promotional exam, we have prepared the following guidance 
for you.

promotional exams: How to Get Started with Your 
preparation
Preparing for promotion is an important career decision. This is particularly true today 
as the competition for supervisory and command positions in law enforcement agen-
cies is fierce. The challenge for those who are serious about promotion is that they 
must be more prepared today than ever before. The road to promotion is one of hard 
work and personal commitment. The key to success will be determined by how well 
you prepare.
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When a promotional exam is announced, just starting your preparation is one of 
the hardest things to do. We firmly believe the early bird does get the worm. Here are five 
things you can do to begin your preparation:

 1. DEVELoP A PLAN
Start thinking about exactly what you’re going to do. Make the commitment: 
When am I going to study? Where am I going to study? Who am I going to study 
with? And so on.
Speak with successful supervisors and managers in the workplace. Ask them about 
their study techniques.
Before you begin studying, make an appointment to have your eyes checked, espe-
cially if eye fatigue is occurring more frequently than normal.

 2. GAthEr uP ALL thE MAtErIALS
Keep your study materials updated—for example, law books, guidelines, text-
books, test prep guides. Once you obtain all the materials, put them away. Then, 
just take out one item at a time to study. This way you won’t feel overwhelmed.

 3. EStABLISh thE ProPEr MIND-SEt
If you’re taking a test to become a boss, you have to start thinking like one. This is 
especially true while you’re working. When you hear calls on the radio for a supervi-
sor, think about what you would do with respect to proper supervisorial principles. 
Critical incidents, complaints, performance issues—how would you handle them?

 4. BE PoSItIVE!
How much time do we spend complaining every day at work? A lot, right? Well, 
when it’s exam time, avoid the whiners and complainers. Complaining is a time 
waster that distracts you from studying. Stay with the positive people who are  
focused on studying.

 5. BEGIN Your StuDY
If you sign up for a study group, it should be in addition to your individual study.
Think of the total study time in small increments. Study at least two to three hours 
per day, five days a week. Choose a quiet place and select a time when your energy 
level is highest.
Log your study time and chart your readings on a calendar. Set goals and  
deadlines and follow them. Make adjustments as needed.
Periodically reward yourself and your family for your hard work.
Don’t take on major responsibilities or projects while you’re studying for the exam.

For more information on preparation for promotional exams, go to www.bern-
steintestprep.com. It’s up to you to get your plan into motion. If you don’t put the time 
and effort in, somebody else will. Best of luck in the promotional exam process.

www.bernsteintestprep.com
www.bernsteintestprep.com
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1
The Supervisor’s Role

Chapter Objectives

This chapter will enable you:

■ To become acquainted with the supervisor’s role

■ To gain an understanding of the basic responsibilities of the supervisor

■ To become familiar with the supervisor’s objectives

In modern administrative terminology, management denotes the process of directing and controlling people 
and things so that organizational objectives can be accomplished. Supervision, as part of the management 
process, refers to the act of overseeing people. It is an activity that takes place at all levels in the organiza-
tion except at the work level, although many of the tenets of good  supervision apply to the nonsupervisory 
officer in his daily dealings with the public.

Nowhere is the application of management and supervisory principles more important than 
at the first level where the productive capacity of the  enterprise is directly controlled. The worker’s 
 performance and morale are more strongly influenced here by his immediate superior than by any 
other factor in his  environment. This is true not only because the supervisor and employee have a close 
 relationship but also because the superior exercises such a strong influence on the subordinate’s physical 
and social environment. It is for these reasons that the first-level supervisor’s job is a key position in any 
organization. The precepts presented in this text, with few exceptions, are especially directed to these 
supervisors. These precepts have been tested and proven highly effective, not only in the law enforce-
ment community and closely allied agencies but also at all levels of the hierarchy in any organization 
where supervisory relationships exist.

In the law enforcement agency, first-level supervisors are of special  importance because of the great 
need for teamwork. On them rests most of the responsibility for providing the cohesive force that welds the 
workforce into a well-functioning, smoothly operating unit.

Leadership expert John C. Maxwell has said, “if you lead people well and help members of your team 
to become effective leaders, a successful career path is almost guaranteed.”1

1 John C. Maxwell, The Five Levels of Leadership (New York: Hachette Book Group, 2011), p. 5.
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Supervisory Position
People are responsible for production. The supervisor is responsible for people. He 
accomplishes the objectives of the organization by getting things done through them. He 
must be an expert in handling them to be a successful leader. To this end, he must develop 
the art of influencing others, coordinating their efforts, and directing them to proper goals 
in such a way as to obtain their obedience, confidence, respect, and loyal cooperation.

People like to be led by those whom they respect and in whom they have confi-
dence. The first step in gaining this confidence and respect is taken when the supervisor 
exemplifies by his personal conduct that which he demands from his subordinates. If he 
then provides them proper leadership, they will respond with the highest performance, 
with a minimum of conflict and a maximum of satisfaction.

The supervisory officer must be adept at applying the principles of whole-
some human relations with common sense so that he can best integrate the needs of 
employees with the goals of management. He should allow them to participate in deci-
sions that affect them, but he must avoid crippling himself as a supervisor by carrying 
 democratic leadership so far that his subordinates will expect him to “take a vote” before 
 making every decision. Undoubtedly, when those affected by a nonemergent decision 
are  consulted before it is made, the process will take longer but implementation will be 
much swifter.

To many supervisors, advancement into a position of authority involves a consid-
erable change in lifestyle from being a follower to being a leader and requires a radical 
change in philosophy and thought processes, especially in the area of human relations. 
As the supervisor gains experience, he will increasingly appreciate how his actions affect 
the economic security, advancement, and  emotions of his subordinates. He will appreci-
ate the effects of his activities on their general welfare and morale. He will not become 
lulled into believing that because his morale is high, the morale of his subordinates is also 
high; he will recognize symptoms indicating that it is low and take corrective action 
promptly whenever his position permits. He will realize, as David Lieberman explains, 
that morale cannot be achieved through incentive or policy.2 He can influence it, how-
ever, if he remembers that people are interested in themselves and in the things that 
affect them. He should provide them with performance feedback that will give them a 
sense of their worth within the organization.3 One of their basic needs is a feeling of 
stability and security in their work. This should be provided for them insofar as possible 
because people do not perform well when they are exposed to conditions that cause 
 tension and anxiety.

Any leader must accept the fact that his subordinates are all different. They will 
react in different ways at different times. They will often resist his efforts to do what 
they know he has to do to make the organization a better place to work. Now and then, 
some will become incensed at what they consider a trivial  criticism if it is not given with 

2 David J. Lieberman, Ph.D, Executive Power: Use the Greatest Collection of Psychological Strategies 
to Create an Automatic Advantage in Any Business Situation (Hoboken, N.J.: John Wiley & Sons, 
Inc., 2009), p. 34.
3 Paul Levy, Industrial Organizational Psychology: Understanding the Workplace (New York: Worth 
Publishers, 2011), p. 116.
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the utmost tact and diplomacy. They will  sometimes resist changes in their duties or 
assignments, and some will quit if they see greener pastures elsewhere. He can expect 
disloyalty from some and intense loyalty from others in his complex job of managing 
people.

The supervisor must be able to help his subordinates establish and achieve reason-
able goals. He must be able to provide answers to their many job problems and to give 
them wise counsel and assurance in their personal and professional lives when the need 
arises, recognizing that they will not all react the same when he tries to help them. At 
times, they will misinterpret his motives and accuse him of meddling in their affairs, yet 
their affairs are his when their performance is affected.

The supervisor is selected by management. He derives his official authority from 
that source, but his real authority stems from the spirit of cooperation, respect, and con-
fidence that he is able to gain from his subordinates. He is expected to represent manage-
ment’s interests to the workers and their interests to management. He is a buffer between 
workers and higher authority. He absorbs heat from above without passing it along to 
them. To his subordinates, he is the department. His virtues personify those of the depart-
ment. If he is fair in his dealings with them, if he is considerate of their welfare, and if 
he is stimulating, they attribute these characteristics to the organization. If he is unjust, 
inconsistent, and unfriendly, they are likely to think the organization is also because he 
reflects, to them, what it is.

In the long run, the interests of management and the worker are  identical. The 
small differences between the two can ordinarily be resolved by the  effective supervisor 
if he avoids prejudice, develops a judicial attitude by basing decisions only on the facts, 
knows the rules under which he and his subordinates must work and appreciates the 
intent of such rules, studies his subordinates to gain an understanding of them, leads 
them in a joint effort instead of driving them, and practices loyalty to his organization 
and to those with whom he works.

He is responsible for keeping his superiors informed through oral and written 
reports. This requires that he keep himself informed through records, research, and 
inspection. He is obliged to keep his subordinates apprised about matters affecting them. 
In doing so, he must communicate clearly by learning to avoid the barriers that hinder 
effective communications. He conveys official policy downward and tries to sell it to 
subordinates even though he sometimes does not agree with it and knows it will be 
resisted.

The supervisor should avoid filtering intelligence to his subordinates or superiors. 
He must not tell them only what he thinks will make them happy nor keep from them 
news he thinks will make them unhappy. He must always keep his superiors informed 
so that their decisions may be made on unexpurgated information, not on partial data 
that have been taken out of context. When he is in doubt as to how much detail he 
should pass on to them, he should resolve the doubt in favor of conveying too much 
rather than too little. In doing so, however, his discretion must be impeccable lest his 
motives be misconstrued. He should be aware of the fact that the communication may 
breed rumors.

The supervisor often finds it difficult to reconcile the goals of management with the 
goals of the employees and the sentiments of their social group. He is often torn between 
the loyalties he owes both, but he must realize that the best interests of the organization 
must prevail.
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Technical and Supervisory Competence
Supervisors need not become highly skilled in every technical aspect of the job they super-
vise to be effective—to do so would impose an impossible burden on them—but they 
should have a good working knowledge of the principal aspects of the job for which they 
are responsible. They must have a basic understanding of the other scientific disciplines 
that have contributed to the science of leadership. The psychologist has contributed to an 
understanding of human behavior. The sociologist has attempted to explain ethnic cultures 
and group relationships. The anthropologist has tried to explain the developmental aspects 
of society. The physical scientist has given law enforcement a vast source of technical data 
that have contributed to the advancement of scientific criminal investigation, just as have 
many other disciplines.

Every supervisor should keep himself abreast of fundamental changes in practices, 
techniques, and procedures in order to be equipped to carry to his  subordinates the infor-
mation they need to perform their jobs properly. He should prepare himself for this 
position by gaining a good working knowledge of the principles of organization, adminis-
tration, and management; he should know and understand the principles of performance 
evaluation. He should become an expert in directing the efforts of his subordinates into 
the most productive  channels. He should know how to make assignments, through the 
process of delegation, of many tasks that others below him are capable of performing 
as well as or better than he can. In delegating routine tasks to subordinates, the expert 
supervisor will give them sufficient authority to match the responsibility he has imposed 
on them. He will then hold them accountable for the job, but he will realize that final 
responsibility for the job is his, because he cannot shed his responsibility for a task merely 
by delegating it to someone else. If he delegates well, he will conserve his time for carrying 
out his prime duty of supervising rather than performing routine operational activities.

Organizational Knowledge
The supervisor should prepare himself for his position by gaining knowledge and under-
standing of the policies, rules, procedures, practices, functions, and objectives of his 
organization. He should be thoroughly versed in the functions and operations of his 
local subdivision of government and should have an understanding of its relationships 
with other units of government. He should be fully acquainted with those agencies that 
work in conjunction with his own. Their facilities for providing rescue work, ambulance 
services, welfare activities, or other services should be well known to him. He should be 
thoroughly familiar with the local political atmosphere, although he should scrupulously 
avoid political entanglements and alliances that might hinder the accomplishment of his 
official duties.

The successful supervisor will understand the legal ramifications of his office; his 
obligations, liabilities, and responsibilities for the acts of his subordinates under the law; 
and the restrictions under which he operates. He will keep himself informed of the func-
tions, jurisdiction, and authority of persons occupying the diverse positions in his and 
related organizations so that he can best carry out his coordinating activities. At the same 
time, a supervisor must understand the importance of the informal organization within the 
police department. The Volcker Commission emphasized the importance of understand-
ing informal organizations in “The Report of the National Commission on the Public 
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 Service.”4 Within most police departments, there are groups that operate without official 
authorization. The effective supervisor should be familiar with these groups as well as their 
leaders because these groups have influence in the department. A successful supervisor is 
able to deal effectively with both the formal and the informal organization.

In order that he may provide appropriate guidance and counsel to his subordi-
nates, he must be familiar with the personnel rules, policies, and practices governing such 
aspects of the job as selection of personnel, promotional systems, assignment policies, 
termination procedures, sickness benefits, retirement plans, disciplinary procedures, merit 
ratings, leaves of absence, contractual agreements between employees and management, 
and vacation policies.

Basic Supervisory Responsibilities
The common elements of supervision can be grouped under those activities that relate to 
the direction of people and all it implies (their control and development) and to the mul-
titude of interpersonal relationships between them and their  supervisor. In his day-to-day 
relationships with people, the supervisor is expected to function in the following ways.

Planner
He must be an expert in planning operational activities and using different  methods. 
He must be capable of inspecting work systems, conducting studies, analyzing data, and 
developing mature recommendations for constructive changes in organization and opera-
tion when necessary. If he is to best perform his duties, he must be able to forecast future 
needs of his organization as part of his planning activities, anticipate problems, and make 
decisions ahead of time to solve them. He should familiarize himself with work simplifica-
tion practices to bring about greater efficiency in his organization through the streamlin-
ing of procedures, reduction of paperwork, and effective use of personnel resources.

Personnel Officer
The supervisory officer should strive to assign his subordinates as scientifically as possible 
to the positions for which they are best suited and to the places and at the times where 
they are most needed. He will place “round plugs in round holes” wherever possible 
because happy workers are usually productive ones.

Studies have revealed that there is a marked relationship between productivity of an 
individual, his job satisfaction, and the type of supervision he has received. Employee-
centered supervisors obtain better results than production-centered ones.5

Trainer
The best supervisors develop their abilities to train their employees to be efficient, effec-
tive producers who gain satisfaction from their work. When the supervisor neglects to 

4 “The Report of the National Commission on the Public Service,” in Leadership for America: 
Rebuilding the Public Service (Lexington, Mass.: Lexington Books, 1990).
5 Neal M. Ashkanasy, Celeste Wilderom, and Mark F. Peterson, Handbook of Organizational Cul-
ture and Climate (Thousand Oaks, Calif.: Sage Publications, 2000).
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develop his capacity for the role of teacher, he deprives himself of a means of upgrading 
the service and ensuring that the standards of performance in the organization are main-
tained through the training process.

He must carry out his training function in all types of settings. If he is to be an 
effective teacher, he must gain knowledge and understanding of the learning process, the 
effects of individual differences on learning, and the  psychological factors involved in 
teaching. He will become proficient in the use of a variety of techniques that will make 
his training activities most meaningful. He will be able to do some training at the scene of 
a crime or while making a routine contact with a subordinate much as he does in a formal 
classroom setting.

Coach
Coaching is an integral part of the supervisor’s responsibilities. The supervisor shares his 
knowledge and expertise, and lets the employee know how he can improve performance. 
The skill of coaching refers to the practice of confronting an employee with his or her job 
performance record with the objective of finding ways to overcome deficiencies and 
improve job performance. Properly used, it can be an excellent motivational tool that 
stimulates employees to achieve peak job performance.6 Through the coaching process, 
knowledge, skills, and abilities are enhanced. It’s a process of providing guidance and 
direction to officers in a way that allows learning and development to occur. When this 
happens, performance is improved.

6 Jeff Bernstein, Situational Management for Chicago Police Sergeants (Davie, Fla.:  Bernstein & 
 Associates, 2013).

Crime Scene  
Investigation
(© Loren Rodgers/
Fotolia)
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More and Miller state that “Supervisors who work with employees as coaches create 
a working environment that increases employee competence,  provides for greater fulfill-
ment, allows for a greater contribution to the organization, and exposes officers to what 
can really be meaningful work.” Officers who are coached accept responsibility more 
readily, are clear about performance expectations, and are committed to the organization. 
They become oriented to the mission and goals of the department, follow the vision of the 
organization, and have an opportunity to attain individual goals.7

While in the field, supervisors are in a great position to observe skill  deficiencies in 
their employees. One important area in the field is “street  survival tactics.” Supervisors 
should be aware that coaching opportunities present themselves every day. A good coach 
will take advantage of these situations to help develop his employees.

Counselor
Supervisorial counseling typically involves a meeting between the supervisor and the 
employee. Counseling relates to the supervisory practice of actively listening and respond-
ing to employees’ complaints, grievances, and problems. Employees can use these com-
munication practices to express matters of concern to their  superiors. The purpose of the 
counseling session could be any number of things. For counseling to be effective, the 
supervisor should have a good working relationship with his subordinates. The focus of 
the meeting may be to help an employee with a work-related concern, or an employee’s 
personal problem. It can take place in the office, or out in the field. If the supervisor gets 
to know employees as  individuals and demonstrates concern for their welfare, the coun-
seling process will be enhanced. A supervisor is required to address work-related perfor-
mance deficiencies. The counseling goal here is to improve performance.

7 Harry W. More and Larry S. Miller, Effective Police Supervision (Burlington, Mass.: Anderson 
Publishing, 2011), p. 297.

Coaching Session 
Lieutenant Herb 
Williams coaching 
Sergeant Sharonda 
Morris.
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Another instance where counseling is appropriate is when the employee requests the 
supervisor’s help with a personal problem. Everyone experiences  personal problems in their 
life. The employee may have just experienced a death in the family. The supervisor can help 
the subordinate just by listening or providing some assistance. Thus, counseling is an impor-
tant skill that all supervisors must develop.

Controller
Every supervisor worthy of the name must learn how to control his subordinates prop-
erly. He must make proper follow-ups to determine that rules and regulations have 
been followed and orders properly executed. When necessary, he must take disciplinary 
action either positively through the process of training or negatively through punitive 
action. He must never obstruct corrective action when it is justified merely because of 
personal motives, but he must do everything proper, honorable, and legal to protect 
his subordinates from unjust  punishment. At the time of recruitment, when facts are 
in conflict, doubts should be resolved in favor of the organization because questionable 
persons cannot justifiably be recruited into the police service. However, in disciplinary 
matters involving an employee, the organization is bound by a policy of fairness and 
cannot honorably punish an employee on the basis of unfounded or unproved charges, 
slander, gossip, or malicious innuendos. An employee must never be punished merely 
because of an unproved outcry by the news media or vocal special-interest groups or 
individuals.

The supervisor must expect some mistakes from even the most able of his subor-
dinates. Errors are bound to occur, especially with inexperienced employees. When they 
do, they should be treated as constructively as possible. When mistakes “of the head” are 
made, often the training value exceeds the harm done; if the mistake is “of the heart,” 
negative corrective action may be indicated to prevent a recurrence. When punishment is 
necessary, it should be administered promptly, without hostility or anger and never in a 
spirit of retribution or revenge.

Perfection should not be expected of workers, since demanding this degree of excel-
lence in performance will usually result in wasted time, frayed nerves, and frustration. 
 Seldom will employees be equipped with the physical or mental resources to render the 
level of performance that even approximates the perfectionist’s expectations. This type of 
person is a wearisome individual; he is seldom satisfied with the performance he receives 
from others and only causes them anxiety and frustration.

Decision Maker and Communicator
One of the primary functions of the supervisor is decision making. When he makes 
decisions, he often helps shape policy for the organization. If a decision is indicated, 
he must not vacillate. A bad decision is sometimes better than none at all. When 
it affects others, it should be communicated to them clearly and simply to prevent 
misunderstandings and resistance. When change results from decisions, those affected 
will often resist because the change is interpreted as a threat to their security and they 
are forced to make adjustments. The resistance will usually be reduced if the need 
for the change is explained. However, the supervisor need not justify all changes and 
should not apologize for them. To do so might be interpreted as a mark of weakness 
in carrying out management objectives. Worse, he is likely to be accused of being 
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disloyal or of trying to escape responsibility for an unpopular change by blaming 
someone else for it.

Timing of a communication that affects employees and selection of the location 
where it takes place are important if the change is to have the greatest acceptance. Some-
times the sowing of a seed that a change is about to take place will allow the idea to take 
root in the minds of employees, with a resultant lessening of their resistance to the change. 
The manner in which the superior officer communicates with his subordinates has a 
vital bearing on their interpersonal relations. Subordinates often resent a supervisor’s bad 
 manner in giving an order more than the bad order itself.

Leader
A major responsibility of every supervisor is to provide leadership for the  employees under 
him. To become a good leader, he must possess the traits of honorableness, courageous-
ness, and vitality. He must be reasonably intelligent, must have good common sense, 
and must be persuasive and flexible. He is not born with these characteristics, but he can 
develop his leadership ability by adopting the desirable traits he has observed in good lead-
ers or, at least, trying to adapt those traits to his own style.

Every supervisor has an inherent responsibility to motivate his subordinates by 
 giving them positive incentives that will encourage them to achieve and  maintain a high 
level of efficiency. He must provide them an opportunity for personal and professional 
growth. They need to feel that they are progressing toward achievable goals. He can 
help them by providing enlightened leadership. He will strive to overcome the inertia 
and dogma that impede the professionalization of law enforcement. If he is firmly com-
mitted to the tenets of his profession, he will give a full measure of effort and careful 
attention to his duties whether he likes or dislikes his employees and whether his efforts 
are appreciated or not. He must stand by his convictions in spite of adversity and must 
adhere to those high moral standards of his profession regardless of a departure from 
them by others. He should adopt new principles when the need for higher or better ones 
becomes evident.

Transition from Officer to Supervisor
Making the transition from line officer to supervisor is a challenging time. As a supervisor, 
you are now part of the management team. Instead of going from call to call or conduct-
ing investigations, you are now the overseer. You are responsible for the actions of those 
who work for you.

You are expected to counsel, train, and discipline subordinates. You are considered 
a key player in ensuring the goals of the agency are accomplished. It’s a unique position. 
You represent management’s position to your employees, and take employee issues and 
concerns to management. You need to support your employees when they’re right, and 
discipline them when they’re wrong. That may include an officer with whom you recently 
worked. It could be someone on the same squad, shift, or division. Except now he works 
for you.

Investigating citizen complaints is another of your supervisory responsibilities. 
When you get that complaint on one of the officers you used to work with, it must 
be investigated. Your mind-set is very important. You’re not on the squad as an officer 




