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Abstract
This instructor guide is designed to provide the student with the information to be prepared as a new supervisor.  This course meets the requirements for compliance with 1701.352 Occupations Code for new supervisor training.

Note to Training Providers:

This instructor guide is designed as a listing of the standardized objectives for this course; instructors are expected to develop detailed lesson plans to supplement these objectives.  The incorporation of scenarios is recommended to facilitate learning of the material.

	Target Population /

Pre-Requisites:
	Individuals assigned to their first supervisory role. Per HB 3211, “….a peace officer who is appointed or will be appointed to the officer’s first supervisory position must receive in-service training on supervision…no earlier than the 12th month before the date of that appointment or later than the first anniversory of the date of that appointment.”

	
	

	
	

	
	

	Length of Course:
	A minimum of  20 hours.

	
	

	Facility Requirements:
	Classroom, and access to area for scenario training.


Evaluation Process and Procedures

Class participation, role plays and scenarios are suggested for evaluation purposes.  A written examination may be used.  A sample exam is contained in Appendix B, as well as a sample evaluation of the course in Appendix C.

Reference Materials
A list of reference materials is attached at the end of the course.

1.0
Relevant Commission Rules and Legislative Changes

Note:  All licensees must complete the mandated continuing education requirements.

1.1
The student will be able to identify with the statutory requirements of Chapter 1701 of the Occupations Code.


A.
1701.352
Continuing Education Programs


B.
1701.354
Continuing Education for Deputy Constables


C.
1701.3545 Continuing Education for Constables


D.
1701.355
Continuing Demonstration of Weapons Proficiency

1.2
The student will be able to identify with the Commission rules for officer reporting and for continuing education.


A.
Reporting Responsibilities of Individuals  §211.27


B.
Responsibility of Agency Chief Administrators  §211.29


C.
Legislatively Required Continuing Education for Licensees  §218.3

D.
Continuing Firearms Proficiency Requirements §218.9

E.
Reactivation of a Licenses  §219.11

F.
Law Enforcement Achievement Awards §211.33

*Copies of these rules and statutes are mandatory handouts for this section of the course.
*The instructor has the responsibility to ensure these rules and statutes are current.

*The instructor is required to revise lesson plans to meet the updates.

2.0
Role Identification
2.1
The student will be able to discuss the first-line supervisor's role from several 
perspectives.

NOTE:
    Course coordinator could divide the class into three groups with each assigned a role to identify:



1.  Group #1 identifies management’s expectations.



2.  Group #2 identifies the first-line supervisor’s concept of the role.



3.  Group #3 identifies the subordinate’s expectation.



4.  Each group spokesman shares results of group findings with class.

Group #1 will normally need the most facilitation.  The class coordinator of this exercise should have a management background.


A.
Management Expectations



1.
Set the example



2.
Shift from doing the work to getting it done through others



3.
Support department policies and procedures



4.
Stay cool under pressure



5.
Don't be afraid to exercise supervisory rights



6.
Develop subordinates



7.
Looking at big picture



8.
Protect welfare of subordinates




a.
Civil suits




b.
Injury/death



9.
Solve Problems


B.
Subordinates Expectations



1.
Leader, controller, coordinator



2.
Resource person, should possess a higher level of technical knowledge



3.
Responsible for protecting employee rights



4.
Subordinates representative to management



5.
Protect welfare




a.
Civil suits




b.
Injury/death



6.
Understand human failure and people problems


C.
First-Line Supervisor's Concept



1.
Subordinates line to management, sometimes a buffer



2.
Responsible for getting work done



3.
Enforcer of department policies and procedures




a.
Evaluator/reporter/endorser



4.
Expected to be an expert in law, policy, procedure and human dynamics



5.
Expected to lead by example (role model trainer)


D.
External Expectations



1.
Community



2.
Media



3.
City Government (mgr.)



4.
Cultural



5.
Individual citizen


E.
Achieving Results (How To)



1.
Inspection (Evaluating Performance)


2.
Follow-up (Training in deficient areas and develop strengths).  Traditionally, management has focused on weaknesses.  A good manager focuses on strengths and the development of them, while at the same time working on improving weaknesses.



3.
How to talk to employees (Communications skills are critical)



4.
Human relations skills (knowing your people)



5.
Peer group relationships



6.
Your relationships with your superiors


F.
Panel Discussion (optional)



1.
Management's view presented by a law enforcement agency manager, 



preferably a chief or operations commander.



2.
The view of the middle manager should be presented by a lieutenant or 



equivalent who is responsible for supervision of the supervisor.



3.
The view of the first-line supervisor should be presented by an 




experienced supervisor.



4.
The view of either a private sector or non-police public sector manager 



should present a view of management from their perspective.


NOTE: 



1.
Panel members should be a cross section of the agencies represented in the class.  Panel members should not be from the same agency.  It might be useful to use non-police managers on the panel.



2.
Each panel member should have a structured presentation.  The class 


coordinator may want to include the results of the group processes as the 


panel discussion proceeds.



3.
Panel members should be encouraged to solicit questions and be prepared 


respond to them.



4. 
When the panel discussion and question/answer period is over, the 




coordinator should summarize the results of the groups and the panel.  The 


class coordinator should lead a class discussion on the role of the 




supervisor, does everyone have a clear understanding of the role?  Define 



the ideal role model of a supervisor.


G.
Competencies of Excellent Supervisors, as identified in research



1.
Achievement Orientation




a.
Goal orientation





(1)
Sets specific goals for self and/or work group





(2)
Seeks to exceed require/expected performance levels





(3)
Involves employees in setting performance goals




b.
Bottom-Line orientation





(1)
Seeks out areas where productivity and/or quality can be improved





(2)
Cites specific savings achieved in cost, time, and other resources





(3)
Encourages others to seek out areas where quality, productivity and/or costs can improved




c.
Communicates and enforces standards





(1)
Establishes clear requirements and performance standards.





(2)
Clarifies and explains the importance of given requirements and/or performance standards.





(3)
Develops and uses procedures to monitor employee adherence to requirements and/or standards.





(4)
Articulates consequences to employees for failing to meet or maintain requirements or standards.





(5)
Documents critical performance information.




d.
Initiative





(1)
Actively seeks opportunities to solve problems.





(2)
Improvises new solutions, systems, or procedures.





(3)
Takes on responsibilities beyond the day-to-day requirements of the job.



2.
Skillful use of influence




a.
Strategic influence





(1)
Considers and/or employs strategies to influence others (e.g., suggests alternatives, points out benefits, outlines details, intensely prepares).





(2)
Strongly states/asserts position in order to convince others.





(3)
Communicates the "big picture" or explains "why" when presenting to employees.





(4)
Forms alliances with key people to accomplish objectives.




b.
Communicates confidence in people





(1)
Expresses belief in others' capabilities and/or potential.





(2)
Provides encouragement, and/or special attention to enhance others' confidence and/or capabilities.





(3)
Takes risks based on belief/faith in employees.





(4)
Gives employees opportunities to try new things.




c.
Interpersonal sensitivity





(1)
Responds to others based on understanding of their point of view, interests and/or concerns.





(2)
Observes, interprets, and takes action based on non-verbal cues.





(3)
Uses knowledge of employees' interests, strengths, weaknesses, or aptitude when making assignments.





(4)
Demonstrates concern for others'' personal interests and/or well-being.




d.
Develops and coaches others





(1)
Provides resources or support to better enable employees to accomplish tasks.





(2)
Gives others specific instruction about how to perform tasks.





(3)
Makes challenging assignments available to employees.




e.
Gives performance feedback





(1)
Rewards or otherwise acknowledges good performance or performance improvements.





(2)
 Directly confronts employees about poor performance.





(3)
Consults or refers to documentation in order to give feedback to employees.




f.
Collaboration and team building





(1)
Involves others in decision making and responds to their inputs.





(2)
Promotes collaborative problem solving within and between work groups.





(3)
Keeps others informed.





(4)
Uses a variety of strategies to promote team unity and commitment (e.g., sponsors parties, food spreads, visits from top management).



3.
Conceptual skills




a.
Systematic problem solving





(1)
Asks key questions/gathers data to understand problem situations.





(2)
Anticipates likely consequences of different approaches to problems.





(3)
Draws conclusions based on objective data.



4.
Concern for image




a.
Image and reputation





(1)
Actively works to build and maintain credibility.





(2)
Demonstrates concern for personal and/or work group image or 






reputation.





(3)
Says or does things for a specific and desired impact on personal 






and/or work group reputation.




b.
Self-confidence





(1)
Demonstrates confidence in own abilities and decisions (e.g., will 






take action based on personal convictions even when others hold 






opposing views).





(2)
Displays a willingness to be held accountable.





(3)
Takes risks to achieve specific objectives.

3.0
Values, Ethics, and Principles

3.1
The student will will be able to discuss ethical standards relating to law enforcement 
supervisory conduct and decision making.
3.2
The student will be able to discuss integrity when  responding to ethical issues in law 
enforcement situations.


A.
Definitions

NOTE:
  Recommend interrogatory process; have class verbally define prior to sharing definitions.



1.
Terms




a.
Values: those fundamental beliefs upon which decisions and  conduct are 




based




b.
Ethics: accepted rules of conduct governing an individual or group or a code of values which guides our choices and actions and determines the purpose and course of our lives.




c.
Principles: ethical standards relied upon for guidance in decision-making




d.
Integrity: the quality or state of being fair, honest, responsible, courageous, 




humane, and the ability and resolve to maintain one's ethics in the face of 




adversity, fear, rejection or temptation



2.
Types of values




a.
Personal:  those individual beliefs which one (or a person) relies upon




b.
Organizational:  those collective beliefs which characterize an organization





(1)
Factors that may affect organizations






(a)
Special interest groups






(b)
Legislation






(c)
Community politics






(d)
Organizational politics






(e)
Demographic change




c.
Professional:  those beliefs which are fundamental to and characterize a 





specific vocational group or discipline




d.
Societal:  those beliefs reflected by all aspects of the community

NOTE:  
Consider the use of a self-diagnostic instrument to assist students in identifying, 
understanding and evaluating their values Use caution as many of these instruments 
currently on the market require qualified personnel to administer and interpret.


B.
How Values Develop and Change



1.
Personal



a.
Collection of individual experiences (family, school)



b.
Change slower/less frequently



c.
More controllable



d.
 Subject to change at times of significant events

 N/A


2.
Societal




a.
Within work place




b.
Emerging community groups



3.
Organizational/professional




a.
Represents the collective values of the members and are particularly 





influenced by leaders and relevant environments




b.
Subject to change more frequently




c.
Sensitive to external influences




d.
Strongly influenced by internal leadership




e.
Typically are documented in organizational values statements.




f.
Supervisor must be a role model for positive values.

NOTE:  
Recommend discussion of unwritten organizational values and the effect of those values of integrity and ethics.



4.
Factors that may affect individual or collective behavior




a.
Departmental policies




b.
Peer group influences




c.
Media




d.
Dilemma of the ethics taught vs. the ethics observed




e.
External influences





(1)
Religious





(2)
Political





(3)
Family





(4)
Cultural




f.
Personal prejudices and biases


C.
What Subordinates Are Taught

NOTE:  
Recommend handouts of documents such as Policy Procedures Manuals, General Orders, Canons of “Code of Professional Conduct and Responsiblities for Peace Officers”.



1.
 Law Enforcement Code of Ethics



2.
Code of Professional Conduct and Responsibilities for Peace Officers



3.
Agency specific ethics awareness efforts



4.
Standards of Ethical Policing (Feldberg & Cohen) 




a.
Fair access




b.
Public trust




c.
Safety and security




d.
Teamwork




e.
Objectivity


D.
Supervisor 's Role/Responsibility

NOTE:  Recommend discussion of  supervisor's role in reinforcing written and unwritten values



1.
Know and understand values as they relate to:




a.
Agency/profession




b.
Subordinates




c.
Self



2.
Supervisors accountability for subordinate conduct and welfare

NOTE:  
Recommend discussion of supervisor's  power to influence subordinate behavior (e.g., ask students what is most powerful rank in agency, discuss responses)



3.
Demonstrate integrity by:




a.
Setting the example




b.
Instructing




c.
Monitoring




d.
Correcting/reinforcing


E.
Applying ethics and integrity to supervisory decision-making

NOTE:  Recommend using a variety of instructional techniques to enhance group participation.  Such as: small group projects; scenario exercises; ethical dilemma case studies; and plenary group presentations.

NOTE:  
Issues should include: double standards; inconsistent supervisory/management messages; code of silence; use of force issues; off-duty conduct; arrest approval/report; alcohol/drug abuse; racial/sexual discrimination; gratuities/theft; personal business on duty; professional courtesy; off-duty employment; subordinate evaluations; favoritism; corruption; other issues identified by the students.  (See Commission Ethics course 3925 as a resource or the Center for Ethics in Law Enforcement)



1.
Communicate organizational values and your expectations



2.
Acceptable subordinate behavior




a.
Reinforce




b.
Reward



3.
Unacceptable subordinate behavior




a.
Intervene




b.
Correct




c.
Follow-up and reinforce corrected behavior



4.
Supervisor's personal conduct




a.
Unequal enforcement/double standard




b.
Insensitivity to subordinate concerns




c.
Polarization of employees within the work unit



5.
Resources for decisions




a.
Code of Ethics




b.
Prior training




c.
Departmental policies and procedures




d.
Laws




e.
Code of Professional Conduct




f.
Values statements




g.
Peers and supervisors



6.
Pitfalls in supervisory decision-making




a.
Rationalization (superiors/peers misconduct is no excuse)




b.
Popularity vs. integrity


F.
Commitment to Ethics, Values and Principles



1.
Benefits




a.
Maintain integrity of the profession




b.
Maintain personal integrity




c.
Command respect for the supervisor and the profession



2.
Risks of Lack of Commitment To Ethics




a.
Personal integrity suffers




b.
Impaired processional image




c.
Lose respect of:





(1)
peers





(2)
subordinates





(3)
community





(4)
superiors




d.
Political ramifications




e.
Civil and criminal penalties



3.
Professional Contract/Commitment Statement




a.
Individual personal written commitment to integrity as a supervisor




b.
Define and describe traits, behaviors and values of a ethical supervisor


G.
Tests for guidance (Benson & Skinner)



1.
Test of common sense  Does the act make sense?



2.
Test of publicity 



3.
Test of one's best self



4.
Test on one's most admired personality  What would Mom, Dad, your wife, or 



your children think?



5.
Test of hurting someone else



6.
Test of foresight  What is long-term likely result?


H.
Summary



1.
Revisit Learning Goal - Reinforce Key Ethical Concepts




a.
Ethics in law enforcement and supervision are on-going processes




b.
Ethical decisions are not always easy to identify or solve




c.
Is very important for supervisors  to discuss ethical dilemmas and issues  




related to personal and organizational values with peers, subordinates and 




superiors before they become a problem.



2.
Challenge to Students




a.
Students are law enforcement leaders - they have tremendous influence within 




their organizations. Use influence ethically and wisely.




b.
Ethics is not about "what is" - Ethics is about "what should be." Work for a 




more ethical future.

4.0
Communication

4.1
The student will be able to discuss the importance of verbal/nonverbal 
communication skills, (which include the art of listening, and the processing of 
information.)

NOTE:  
The communication block may require several role playing situations.  Role play situations should be impromptu and could include press releases, responding to a hostile citizen at a public speaking engagement, a hostile citizen complainant, counseling a problem employee, etc.


A.
Verbal/Nonverbal Communication Skills



1.
Definition:



2.
Purposes of communication (The importance of mastering communication skills is essential to one's success as a supervisor.)


B.
Art of Listening



1.
Importance of developing good listening skills



2.
Ability to listen



3.
Interpret



4.
Understand the meaning of others



5.
Barriers to good listening



6.
Strategies to improve


C.
Citizen/Officer Conflict Resolution



1.
 It is the supervisor's responsibility to try to resolve complaints at this level



2.
Supervisor must be prepared at all times to resolve conflict



3.
Citizens and officers depend on the supervisor to resolve or rectify complaints



4.
Supervisor needs to be sensitive to the citizen's complaint as well as the officer's 



position



5.
Supervisor’s approach; remaining calm, sensitive, and understanding; will usually set the stage for resolution of conflict



6.
Verbal/nonverbal communication skills and ability to listen are necessary for 



success


D.
Rumor Control



1.
Management expects supervisors to control rumors



2.
Rumors will have more of a negative than positive effect on morale



3.
Sources should be investigated and stopped



4.
The supervisor is in the best position, organizationally, to resolve/control rumors


E.
Public Speaking Skills



1.
Public speaking is a necessary part of supervision



2.
Supervisors are frequently called upon to represent the department at public 



meetings and give presentations



3.
Public speaking skills are not normally a natural ability but are learned and developed



4.
Public speaking courses are available at community colleges


F.
Press Relations



1.
Supervisor's responsibility to provide information to the press may be dependent 



on departmental policy



2.
Review of Texas Open Records requirements and other legal requirements



3.
Rights of press at the scene of a disaster


G.
Dissemination of Information to the Public



1.
Review of legal requirements



2.
Rights of press versus the public



3.
Confidentiality of records is a very complex topic and failure of a department or 



supervisor to comply with the law can lead to civil ramifications

NOTE:  
Recommended reading:  People Skills, by Robert Bolton.



Recommended film:  "The Artistry of the Speaker"

5.0 
Leadership Styles

5.1
The student will be able to describe how to use leadership frameworks.

5.2
The student will be able to list the characteristics of effective leaders.

NOTE:  Ask class to define leadership - write responses on flip chart or chalkboard


A.
What is a leader?



1.
No universally accepted definition



2.
Leadership is, in part, the process of influencing the activities of others



3.
Leadership myths:




a.
Leaders are born, not made




b.
Leaders are charismatic




c.
Leadership is a rare skill




d.
Leadership exists only at the top of the organization




e.
Leaders must prod, manipulate, control and direct others to get the job done



4.
Difference between Leaders and Managers

NOTE:  Discuss differences and list student responses on board




a.
Managers manage things and programs



b.
Leaders lead people


B.
Characteristics of an effective leader



1.
Compare characteristics of effective vs. ineffective leader

NOTE:  
Think of the most effective and the least effective leader in your past.  What traits where/where not exhibited?  List on board.



2.
Commonly perceived traits/characteristics




a.
Honesty and integrity




b.
Responsibility/personal accountability




c.
Loyalty




d.
Fairness/justice




e.
Knowledge




f.
Self-confidence




g.
Drive/initiative




h.
Vision




i.
Dependability




j.
Active listener




k.
Decisiveness




l.
Courage



3.
Authority and power




a.
Authority - granted from above and exerted downwards as a result of rank or 




title




b.
Power - granted from all directions (mainly from below) and is exerted in all 




directions.  Is earned through display of honesty, credibility, and integrity.





(1)
Use of power is reciprocal and self-generating; the more power that is 





granted to others (empowerment) the more power is granted back.



4.
Leading by example




a.
Leaders "walk their talk" in all situations




b.
Integrity/credibility - consistency in thoughts and actions


C.
Theory X and Theory Y Model



1.
Theory X - Leaders perceives of all workers as lazy and in need of external 



motivation to get the job done (i.e., pay, benefits, perks, etc.)



2. 
Theory Y - Leader perceives workers as being self-motivated. Leaders feel they 



want to do a good job. Intrinsic (internal) actions motivate actions


D.
Situational Leadership Model



1.
No one "best" leadership model




a.
Different situations require different approaches



2.
Directive and supportive behavior




a.
Directive behavior-leader engages in one-way communications; spells out 




employee's role and tells employee what to do, when to do it; closely 





supervised





(1)
Structure





(2)
Control





(3)
Supervise




b.
Supportive behavior- leaders engages in two-way communications, listens, 




provides support and encouragement, facilitates interaction, and involves 




employee in decision-making





(1)
Praise





(2)
Listen





(3)
Facilitate



3.
Specific styles




a.
Directing - high directive/low supportive




b.
Coaching - high directive/high supportive




c.
Supporting - high supportive/low directive




d.
Delegating - low supportive/low directive



4.
Leaders must assess development level (readiness) of each employee related to:




a.
Competence - knowledge or skills gained from education, training and 





experience




b.
Commitment - combination of confidence and motivation

NOTE:  Remember that development level is task specific.



5.
When to use situational leadership style




a.
Directing - low competency/high commitment




b.
Coaching - some competence/low commitment




c.
Supporting - high competence/variable commitment




d.
Delegating - high competence/high commitment


E.
Heroic vs. Postheroic leadership style



1.
Heroic - Leader continues to fulfill tasks of line level as well as manage others 



(i.e., "patrolman with stripes").  Views self as problem-solver/always has answers 



(John Wayne Syndrome).



2. 
Heroic leader uses force, charm, and political skill to coordinate activities of 



others.  They are more concerned with getting tasks accomplished than with 



bringing people along or preparing them for future assignments.



3.
Postheroic - Leader perceives of self as a developer of others (employees).  Strives 


to construct a "shared responsibility team" by communicating goals and visions.  



Facilitates others in problem solving activities.  Encourages others to find 




answers.



4.
Postheroic leader realizes job is not to run harder and faster but to develop a team 



that shares in the responsibility of getting the job done (i.e., empowerment).  



Holds others accountable for their actions and accepts accountability to superiors 



for the activities of employees.

NOTE:  
As time permits, case studies  of effective and ineffective leadership styles helps to illustrate key points and concepts.


F.
Characteristics of an Effective Manager



1.
Shows confidence and trust in employees as they mature.



2.
Acts in a supportive role to achieve goals.



3.
Attempts to understand individual and organizational problems and never avoids 



dealing with them.



4.
Provides the necessary training for employee development.



5.
Shares all important information about the organization.



6.
Is generous in credit and recognition of successful performance.



7.
Is friendly and easily approached.



8.
Employs constructive action instead of criticism.



9.
Respects others' ideas and criticisms without necessarily accepting them 




completely.



10.
Will not "walk over" others to achieve personal goals, yet still strives to "get 



ahead."



11.
"Plays square" and does not "work angles" even for his own advantage.



12.
Bases managerial efforts on a coherent plan.



13.
Is objective and values facts and adequacy of information.



14.
Has positive, as opposed to negative, assumptions about people.


G.
Leadership traits



1.
Intelligence (above the average of his followers).



2.
Skill in verbal and written communication.



3.
Confidence in self (healthy self-concept).



4.
Competence in task or activities performed.



5.
Perception of and insight into problems.



6.
Sensitivity to individual and group feelings.



7.
Moderate boldness in social situations.



8.
Emotional maturity.



9.
High tolerance for frustration.



10.
Breadth in interests and activities.



11.
Strong motivation for achievement.



12.
High concern for the feelings and needs of people in the organization.

6.0
Counseling

6.1
The student will be able to describe the process of discussing work issues with 


subordinates (including performance problems, employee grievances or complaints, 
and resolving conflicts among employees.)


A.
Types of counseling sessions



1.
Supervisory initiated




a.
Poor job performance




b.
Improper on-duty activity

NOTE:  Include discussion on minor violations of policy and procedures



2.
Officer initiated




a.
Job related personal problems




b.
Non-Job related personal problems

NOTE:  Include problems with peers and other supervisors


B.
Goals



1.
Change behavior



2.
Maintain a positive officer feeling



3.
Encourage officer to take responsibility for own behavior



4.
Encourage generalization of problem-solving process.


C.
Preparation



1.
Identify the problem and get all the facts



2.
Develop a plan before discussing the problem with the subordinate



3
Choose a private place for the discussion where you will not be interrupted



4.
Allot enough time



5.
Get the subordinate's viewpoint



6.
Ask the subordinate to offer a solution to the problem and use it if possible, even 



if it required modification



7.
Set a mutually agreed upon time to resolve the problem and follow through

NOTE:  
Begin this section with a mock negative counseling session. Use video and/or role play to critique solution.


D.
Elements Necessary for a Good Counseling Session



1.
Establish a rapport



2.
Keep the interview and results private



3.
Allow freedom to speak freely



4.
Avoid emotional involvement



5.
Relax setting



6.
Use positive counseling  skills




a.
Lean forward




b.
Eye contact




c.
Resist distractions


E.
Special Cases



1.
Anger




a.
Certain event or situation




b.
Angry about talking to you



2.
Sexual Preference




a.
Problems dealing with issue




b.
Working relationships



3.
Male-female




a.
Problem with counseling person of opposite sex




b.
Traditional sex roles



4.
Ethnicity




a.
Be sensitive to person of different ethnicity




b.
Understand their background



5.
Stress




a.
Work related




b.
Off-duty related



6.
Age




a.
Old supervisor vs. young employee




b.
Young supervisor vs. old employee



7.
Malcontent




a.
Strategies on dealing with employee




b.
Reason employee is malcontent



8.
Burnout




a.
How can you turn employee around




b.
Set goals



9.
Alibis




a.
Talk about maturity




b.
Talk about ownership



10.
Injured on Duty




a.
Long  term




b.
Short term



11.
Withdrawal




a.
Reason employee is withdrawn




b.
Give examples of effective counseling  methods



12.
Manipulators




a.
Effect on organization




b.
Give examples of effective counseling methods


F.
Barriers to Successful Counseling



1.
Bias (on the part of either party)



2.
Rank (employee sometimes distrusts anyone with rank)



3.
Fear (what is going to happen)



4.
Indifference (the boss really doesn't care)



5.
Lack of feedback (what goes up doesn't come down)



6.
Time constraints (set realistic time schedules)



7.
Short stopping of information (don't let this get to the captain)



8.
Ego (what will the boss think if my subordinates come up with better ideas than I 



do?)



9.
Jealousy (if I help him he'll just look better for promotion)



10.
Psychomania (he won't know which way to move with this one)



11.
Distance (the farther he is, the less he gets)



12.
Distrust (if I tell him that, he'll use it against me)



13.
Poor listening skills

NOTE:  
Instructor should divide the class into small groups of 4-5 students.  Have each group address one or more item in G. and list all possible solutions or alternatives available and have a group  spokesperson make a presentation.


G.
Contemporary Counseling Issues



1.
Supervisory needs to be alert to problems that are not yet job related, but will be if 


proactive steps are not taken




a.
Alcohol




b.
Drugs




c.
Marital




d.
Early Indicators—performance problems




e.
Personal relationships with other employees, members of opposite sex



2.
If supervisor is not well prepared to deal with these issues the situation can be 



come very volatile



3.
Be aware of all possible resources, both internal and external, that are available

NOTE:  
Suggested Handout:"Nine Steps of Positive Counseling" (In Appendix A) discussion of the handout is recommended.

7.0
Liability And Civil Rights Issues

7.1
The student will be able to discuss the difference between civil and criminal 
accountability.

7.2
The student will be able to list the basics of civil rights issues.

NOTE:  Use agency specific issues as topics for discussion


A
Introduction



1.
Issues/accountabilities




a.
Litigious Society



2.
Differences between criminal and civil process

NOTE:  Discuss time frames, penalties, etc.


B.
Historical



1.
Overview




a.
Civil/Tort Action (Texas Tort Claims Act; Penal Code; Civil Practices & 




Remedies Code)




b.
Federal Civil Rights Action (42 USC & 1983; 18 USC & 242, 243)




c.
Discrimination in the Workplace (Title VII, ADEA; ADA; 



2.
Employer/Employee Liability




a.
Employer (Section 180 Local Government Code)





(1)  180.001 Coercion of Police Officer or Fire Fighter in Connection With Political Campaign




(2)  180.002 Defense of Civil Suites Against Peace Officers, Fire Fighters, and Emergency Medical Personnel



b.
Employee (Chapter 102 Civil Practices & Remedies Code)





(1)  102.001 Definitions




(2)  102.002 Payment of Certain Tort Claims




(3)  102.006 Other Laws Not Affected


C.
Anatomy of a Civil Lawsuit

NOTE:  Discuss allegations vs. fact



1.
Process




a.
Claim




b.
Summons and Complaint




c.
Discuss time limits




d.
 Request for representation 




e.
Discovery





(1)
Interrogatories





(2)
Request for production of documents (reports; manuals, photos, tapes)





(3)
Request for admissions





(4)
Depositions (testimony under oath) 






(a)
Proper preparation 






(b)
Demeanor (attitude; dress; vocabulary) 






(c)
Use at trial (impeachment)





(5)
Personnel records 




f.
Settlement vs. Trial (economics; policy change; damages)



2.
Conduct




a.
Intentional





(1)
Assault/Battery





(2)
False imprisonment





(3)
Trespass (usually a Fourth Amendment issue)





(4)
Defamation





(5)
Emotional stress




b.
Negligence/General





(1)
Elements (duty, breach, causation, damages)





(2)
Policy violations 





(3)
Special relationships




c.
Negligence/Supervisor (Must be affirmative link between the action of subordinate and negligence of supervisor for vicarious liability to be found)





(1)
Negligence in appointment 






(a)
Individuals were hired who did not meet hiring standards 






(b)
Knew or should have known 






(c)
Reasonable care





(2)
Negligence in retention





(a)
Knew or should have known of misconduct and failed to discharge 






the officer 






(b)
Knowledge arisen from prior acts of misconduct demonstrating a 






propensity for violence, untrustworthiness






(c)
Knew or should have known of the officer being physically or 







psychologically unfit for duty or reassignment 





(3)
Negligence in assignment 






(a)
Unfit for a particular assignment and you knew or should have 







known cccssand you failed to assign that officer to a suitable post 






(b)
Such failure proximately caused the harm or injury 





(4)
Negligence in supervision






(a)
Affirmative duty to supervise employees and failure to do so 







created a foreseeable risk of harm to others 





(5)
Negligence in entrustment 






(a)
Failed to exercise due care in entrusting an unfit employee with a 






chattel (gun, car, badge, or ID)





(6)
Negligence in training 






(a)
Affirmative obligation to train officers in the use of the tools of their 






profession






(b)
Case studies

NOTE:  Discuss Respondeat Superior/Vicarious Liability; Use Case Study 


D.
Federal Civil Rights



1.
Civil (42 USC 1983; 1988)



2.
Criminal (18 USC 242, 243; 42 USC 1981)


E.
Title VII/Civil Rights Act 1991

NOTE:  Discrimination/Harassment- Protects males and females



1.
Discrimination (Define)




a.
Age




b.
Gender 




c
Race




d.
Nationality 




e.
Disability




f.
Marital status




g.
Sexual orientation




h.
Association




i.
Religion




j.
Political affiliation



2.
Harassment (Hostile, offensive, intimidating work environment)




a.
Sexual





(1)
Verbal





(2)
Physical





(3)
Visual





(4)
Sexual favors (Quid Pro Quo)




b.
Sexual orientation 


F.
Open Records



1.
Open Records Act - Chapter 552 Government Code



2.
Houston Chronicle Pub. Co. v. City of Houston 531 S.W. 2d 177


G.
Supervisor's Role



1.
Prevention/risk management  (Define supervisor's role)




a.
Training (Continuing Education 1701.352 (d) Occupations Code)





(1)
Civil Rights, racial sensitivity, & cultural diversity, and





(2)
Recognition of cases involving






(a)
child abuse;






(b)
child neglect;






(c)
family violence; and






(d)
sexual assault.





(3)
Continuing education training on supervision





(4)
See Commission Rules §217.11 and §217.21




b.
Compliance (Inspection process)




c.
Recognition




d.
Action



2.
Limiting Exposure




a.
Proper documentation  (Reports; photos; tapes; diagrams; witnesses)




b.
Confidentiality




c.
Mandatory reporting/intervention (Commission Rules; OSHA requirements;  




fitness for duty examinations)

NOTE:  
Instructor should include information about agency policies and procedures, as appropriate.



3.
Supervisors should be aware of officers who may be prone to use excessive force.  


They may need more counseling, training, and supervision.  Research has 




indicated that there are five different profiles of officers which may be related to 



the emergence of an excessive-force problem(Scrivener 1994).




a.
Officers with personality disorders such as lack of empathy for others, and 




antisocial, narcissitic, and abusive tendencies.




b.
Officers with previous job-related experiences, such as involvement in 





ustifiable police shootings.




c.
Officers who experienced early career stage problems having to do with their 




impressionability, impulsiveness, low tolerance for frustration, and general 




need for strong supervision. 




d.
Officers who had a dominant, heavy-handed patrol style that is particularly 




sensitive to challenge and provocation.




e.
Officers who had personal problems such as separation, divorce, or perceived 




loss of status that caused extrement anxiety and destablized job functioning.

8.0
Planning And Organizing

8.1
The student will be able to discuss the principles of planning and organizing.

NOTE:  Class discussion on planning in everyday life.


A.
What is planning? A method for organizing and systematically approaching a task or 


tasks so that they may be accomplished efficiently.


B.
What is organizing? Arranging and coordinating ideas, plans, resources and activities 


to successfully accomplish the goal.


C.
You are already a planner



1.
Vacations



2.
Financial



3.
Family



4.
Career Choice

NOTE:  Discuss role of each; define planning that first line supervisors might be involved in.


D.
What are the planning responsibilities of these people in your agency?



1.
Executive Manager



2.
Middle Level Manager



3
First Line Supervisor



4.
Uniformed Field Officer


E.
Why plan



1.
Better use of resources



2.
Minimize wasted effort and rework



3.
Accomplish task more quickly



4.
Control Activities



5.
Insure program success


F.
Why don't organizations plan better



1.
Takes time



2.
People become impatient



3.
Hard work - can be complicated



4.
Tends to generate paperwork



5.
Some don't know how



6
Some don't recognize need



7.
No one assumes responsibility



8.
Sometimes identifies factors making the project appear less attractive




a.
Cost




b.
Staffing




c.
Time constraints

NOTE:  
Ask students to identify a problem that they may have to solve as a supervisor  in their agency.  (List on board or flip chart).  Discuss the difference between goals and objectives and clarify if needed.  Conduct small group exercise to demonstrate the planning process 


G.
The planning process



1.
Identify the problem/determine need



2.
Establish goals & objectives



3
Collect and analyze the information



4.
Develop & evaluate alternatives



5.
Select best plan of action



6.
Implement plan



7.
Evaluate 



8.
Modify if needed

9.0
Civil Rights, Racial Sensitivity, And Cultural Diversity

9.1
The student will be able to describe the need for sensitivity to cultural diversity issues.

Need for Diversity.

A. All peace officers have the responsibility to be role models for their communities and their department.

B. Supervisors have an even higher responsibility for providing leadership and setting an exemplary role model than individual officers.


C.
As discussed in Unit Six, there are specific legal consequences for agencies and supervisors for failure to understand and appreciate the need for the proper handling of diversity issues.

9.2
The student will be able to discuss the requirements of Occupations Code 
1701.352(b)(2)(A).
9.3
The student will be to discuss one’s own attitudes and values concerning cultural 
diversity.

A.
Every individual is entitled to equal rights and dignities.  They are entitled to them by virtue of being human.

B.
The right to be free implies the right to be different.

C.
We should try to understand people different from us.

D.
All people share certain common needs:


1.
social needs


2.
health


3.
employment


4.
shelter


5.
food, and


6.
positive self-image

E.
Individuals should be evaluated on their merit.  Because it is easier, we tend to categorize people and make judgments about them rather than evaluate them on their individual character.  This leads to stereotyping.

9.4
The student will be able to discuss strategies for addressing cultural insensitivity by 
individuals.

A.
Consequences of insensitivity to the culture or ethnicity of :


1.
a citizen


2.
a female victim


3.
a juvenile


4.
a peer


6.
a subordinate


7.
a superior


8.
a city county council member, county commissioner, or State Senator.



9.
What is the credibility in court of a officer who has a history of cultural or ethnic 



bias?

NOTE:  Specific references to cases are appropriate here, such as, the O.J. Simpson trial and 
where the previsous behavior and words of one officer can and does have serious 
consequences for the case, the department, the community, and the officer.


B.
Handling Problems



1.
What are the best ways to handle unprofessional comments and jokes concerning 



any person’s cultural or ethnic background?



2.
Communications can involve trigger words which are sometimes called “hot 



buttons”.  Trigger words ignite a response in another person.  

Recommend a discussion activity using small groups with the following or similar questions.  

· What are the most effective ways to counsel with a subordinate concerning the inappropriate use of “trigger words” when referring to a person?  

· What are the most effective ways to respond to a peer concerning the inappropriate use of “trigger words” when referring to a person?  

· What are the most effective ways to respond to a superior concerning the inappropriate use of “trigger words” when referring to a person?  

· What are the most effective ways to respond to a citizen concerning the inappropriate use of “trigger words” when referring to a person?  

If small groups are used, it is recommended that each group report out their experience and learning.  

Discuss options and consequences of each:



1.
Ignoring



2.
Condoning



3.
Punishing



4
Expressing disapproval



5.
Expressing anger and outrage



6.
Physical violence



7.
Arrest



8.
Asking why the person feels that it is necessary to use such language?



9.
Discussion of consequences



10.
Referring the situation to the person’s superior


C.
Providing Leadership 



1.
Supervisors should attempt to raise the level of competence of the subordinates 



through example, counseling, and training.  



2.
Since all officers are required to receive training dealing with Civil Rights, Racial 



Sensitivity, and Cultural Diversity, it is important that the supervisor and the 



organizational culture reinforce those training objectives.  



3.
The most successful peace officers are competent in understanding and 




communicating with persons of many cultures.  



4
Peace officers whoare multi-cultural are the most effective.


D.
Characteristics of the Multi-Cultural Person



1.
An appropriate sense of cultural pride.



2.
A tolerance and even a fascination for difference.



3.
A willingness to risk.



4
An interest in and a love of culture.



5.
An ability to allow for different opinions and points of view.



6.
The freedom to question one’s own cultural assumptions and expectations.



7.
An understanding of how other people are also often limited by their own cultural 



assumptions.



8.
A search for higher levels of experience and truth which transcends culture and 



speaks to the community of people.



9.
Depth of vision --- the ability to see below the surface of experience.

Every person has had a negative experience with a person from another culture.  The issue is how we use those memories.   There is an old saying. “I use memories, but I do not allow memories to use me.”

NOTE:  
For more information on this topic check the References section and Commission course 3939.

10.0
Special Investigative Issues

10.1
The student will be able to supervise investigations involving Child Abuse and Child 
Neglect, Family Violence, and Sexual Assault.


A.
Background

1. It is critical that cases involving child abuse and neglect, family violence, and 
exual assault receive proper support from supervisors.  

2. These cases can be won or lost because of poor communications and documentation between law enforcement agencies and the prosecutors’ offices.

3. Supervisors are responsible for ensuring that officers are kept up-to-date on the law and the needs for case prosecution.

10.2
The student will be able to identify legislative changes involving Child Abuse and Child Neglect, Family Violence, Sexual Assault and Sex Offenders.


A. 
Child Abuse And Neglect - Penal Code



1.
20.02 
Unlawful Restraint



2.
21.11
Indecency With a Child



3.
21.15
Improper Photography or Visual Recording


4.
22.041
Abandoning or Endangering Child



5.
25.03
Interference with Child Custody



6.
25.071
Violation of Protective Order or Magistrate’s Order



7.
25.08
Sale or Purchase of Child



8.
38.111
Improper Contact with Victim



9.
43.251
Employment Harmful to Children


B.
Child Abuse And Neglect - Code of Criminal Procedure



1.
 2.27

Investigation of Certain Reports Alleging Child Abuse



2.
38.071

Testimony of Child Who is Victim of Offense


C.
Family Violence – Code of Criminal Procedure



1.
17.292

Magistrate Order for Emergency Protection

10.3
The student will be able to identify the importance of good documentation of cases 
involving Child Abuse and Child Neglect, Family Violence, Sexual Assault, and Sex 
Offender.

A.
1701.352(f), Occupations Code,  Training in documentation of cases invloving child abuse or neglect, family violence, and sexual assault; and issues concerning sex offender characteristics shall include instruction in:

(1)  making a written account of the extent of injuries sustained by the victim of an alleged offense;

(2)  recording by photograph or videotape the area in which an alleged offense occurred and the victim's injuries; and

(3)  recognizing and recording a victim's statement that may be admissible as evidence in a proceeding concerning the matter about which the statement was made. 

10.4
The student will be able to describe the need to prevent dual arrests relative to family 
disturbance.


A.
Family violence is the deliberate, often repetitive, physical abuse by one family member against another.  In incidences of alleged family violence, police officers may be unable to identify the primary aggressor in the incident and often arrest all parties involved.  As a result, victims of the incident are disqualified from receiving crime victim compensation, access to emergency shelters, and other public benefits.  Without these services, victims may be less likely to leave the abusive relationship.  Having the victim arrested may also reinforce the batterer’s actions and may provide the batterer with another tool for controlling the relationship.  



1.
SECTION 1.
Section 1701.253(e), Occupations Code, Training officers and recruits in investigation of cases required by Subsection (b) (1) (B) shall include instruction in preventing dual arrest whenever possible and conducting a thorough investigation to determine which person is the predominant aggressor when allegations of family violence from two or more opposing persons are received arising from the same incident. (Acts 2001, 77th Leg., ch 929 §5)


B.
Dual Arrests – Domestic Violence (Taken from:  Massachusetts Domestic 



Violence Law Enforcement Guidelines, 1997)



1.
Any officer arresting both parties is required by law to submit a detailed, 




written report, in addition to an incident report, setting forth the grounds 




for dual arrest.



2.
Dual arrests, like the issuance of mutual restraining orders, are strongly 




discouraged because they trivialize the seriousness of domestic abuse and 




ncrease the danger to victims.



3.
Officers should attempt to identify the primary aggressor, and take action 




based on that determination.  In the majority of cases, an effective 





investigation will reveal the primary aggressor.



4
Officers investigating an incident of domestic violence shall not threaten, 




suggest, or otherwise indicate the arrest of all parties for the purpose of 




discouraging requests for law enforcement intervention by any party


C.
Determining the Predominant Aggressor at a Family Violence Call Determining the 


predominant aggressor starts with a thorough investigation.  The following are issues 


to investigate prior to making this determination.



1.
Who poses the most danger to the other?



2.
Was one party in actual fear of the other?



3.
Was the amount of force used appropriate and reasonable?  For example, did one 



party react to a slap by beating the other party?



4
The relative severity of the injuries inflicted on each person.



5.
Was one party physically larger and stronger than the other?



6.
Was there a history of violence by one of the parties against the other?  Against 



other people?



7.
Was one party usually the aggressor?



8.
Who is at most risk for future harm or injury?



9.
Did any injuries appear to be the result of self-defence?



10.
Is the party with less serious injuries demanding that the other party be arrested 



too?



11.
Do the stories make sense?



12.
Can anyone else (children, witnesses, 911 tapes) corroborate either story?


Texas does not require the arrest of both parties simply because they both have 
injuries from each other.

10.5
The student will be able to identify changes in the  Penal Code relevant to the peace 
officer’s duties involving sexual assault and sex offender characteristics.


A.
22.011

SexualAssault


B.
22.021

Aggravated Sexual Assault

10.6
The student will be able to identify changes in the Code of Criminal Procedure 
relevant to the topic of sexual assault and sex offender characteristics.


A.
12.01

Felonies


B.
56.045

Presence of Advocate or Representative During Forensic Medical Examination


C.
56.06

Cost of Medical Exam


D.
57.03

Offense

Agencies that provide assistance on family violence issues:

Texas Department of Protective and Regulatory
Texas Council on Family Violence

Services







8701 N. MoPac Expressway, Suite 450

P.O. Box 149030





Austin, Texas  78759

Austin, Texas  78714-9030



(512) 794-1133

(512) 438-4800

11.0
The Transition

11.1
The student will be able to describe how to make the transition from line officer to 
supervisor.

NOTE:
 A transition panel of at least three experienced supervisors may be used.  Each should 

 
be prepared to address transition issues as well as any other relevant experience.  The 

 
panel should also encourage questions and be prepared to answer them.


A.
Panel Members Will Explain How they Handled the Transition from Subordinate to 


Supervisor



1.
Problems encountered and how they resolved them



2.
How to avoid these problems



3.
Mistakes made and how to avoid them


B.
The Difference Between Doing the Work and Getting it Done Through Others



1.
May be most difficult part of transition



2.
Need to learn to delegate tasks even it you would prefer to do it



3.
An essential element of supervision


C.
How to Supervise



1.
Frequently encountered problem of all new supervisors




a.
Supervising friends




b.
Supervising persons with more seniority




c.
Problem employees



2.
Setting expectations and holding employees accountable to them



3.
Panel members should discuss their experiences


D.
Integrity 



1.
Know limits of authority



2.
Follow through on actions promised



3.
No promises that cannot be kept



4.
No double standards



5.
Don't compromise yourself



6.
Don't abuse your authority; if challenged you will lose.



7.
Be accountable for own actions


E.
Self Development



1.
The training of the new supervisor does not end with the graduation from the 



course.  This is only the beginning of a continuing process of learning and 




growing within the new role of supervisor.



2.
The supervisor should attempt to identify any personal weaknesses and improve 



through self development.  This could include informal or formal training.



3.
The new supervisor should review the additional supervisory courses that are 



available for specific assignments and encourage their agencies to allow them to 



attend.



4.
Supervisors should further their college education. 



5.
Supervisors should set an example of being a life long learner.



6
Supervisors should read the literature of their profession.

Appendix A

Nine Steps Of Positive Counseling

1.
BEFORE YOU TALK TO THE SUBORDINATE CLARIFY YOUR CONCERN(S):

•
What is the behavior that you are concerned about?


•
Do you have a right to be involved?


•
Is your concern timely?


•
How important is this issue?

2.
MEET WITH THE EMPLOYEE:


•
Establish a positive and reasonably relaxed encounter.


•
Do not arouse defensiveness in the employee.


•
Use non-verbal skills to set tone.

3.
STATE YOUR CONCERN DIRECTLY:


•
Be DESCRIPTIVE not judgmental.


•
Don't place blame.


•
Don't lose your self control.


•
Stay low key.


•
Focus on the employee's behavior not your ideas about the behavior.


•
Don't anticipate causes.


•
Don't try to solve the problem (it's too early to do that).

4.
LISTEN ACTIVELY TO EMPLOYEE’S SIDE:


•
Use non-verbal and verbal listening skills


•
Verbal skills include: open questions, paraphrases, echoes, and perception checks.

5.
SUMMARIZE ALL ISSUES:


•
Both of you should agree on WHAT the issues are at this point.


•
There may still be a conflict or a dilemma but you should both be clear on what it is at 

this point.

6
WORK ON SOLUTIONS:


•
Get as much employee involvement as you can in the process of solving the problem.


•
Reality test tentative solutions.


•
Encourage the employee to think through different alternatives if necessary.

7.
FORM AN IMPLIED CONTRACT WITH THE EMPLOYEE:


•
Pin down what has been agreed to.


•
If necessary, clarify possible consequences of not sticking with the contract.


•
Don't make threats toward the employee.

8.
REWARD THE EMPLOYEE’S WORK:


•
Support the work done by the employee.


•
Encourage the open and positive approach to problem solving.  This will help the 


employee generalize this attitude to other situations.

9.
FOLLOW UP:


•
Employees need to know that just talking about the issue is not enough.


•
You will hold them accountable for actually changing their behavior.


•
Let the employee know when and how you will follow-up.

Source:
Dr. Nels Klyver Los Angeles Police Department 1990

Appendix B

Evaluation Of Learning Mastery

1.
Discuss the first-line supervisor’s role from the perspective of the subordinate, upper 
management, and those outside of the agency.

2.
Discuss the ethical issues around the code of silence and how they impact upon the first-
line supervisor.

3.
Discuss the best approach(s) for a first-line supervisor in resolving a citizen and officer 
conflict situation.

4.
Discuss the characteristics of an effective leader.

5.
Discuss the barriers to successful counseling of subordinates.

6.
Discuss the five different profiles of officers research has shown may be related to an 
excessive-force problem.

7.
Discuss the best ways to use planning in your work.

8.
What are the most effective ways to counsel a subordinate concerning the inappropriate 
use of trigger words?

9.
Discuss the consequences of the legal changes concerning child abuse and neglect, family 
violence, and sexual assault.

10.
Discuss the goals of psychological profiling and its most appropraite use.

11.
Discuss the most difficult aspects of making the transition from line officer to supervisor

This examination may be given at the end of the class, or it may be given as a take home on a daily basis or at the test at the end of the course.

Appendix C

Evaluation Of The New Supervisor’s Course

Please rate your knowledge, skills, and abilities for each of the topics before and after the class on a scale of one to five.

	1
	2
	3
	4
	5

	No 

Knowledge
	Little

Knowledge
	Average

Knowledge
	Above

Average

Knowledge
	High

Knowledge


	Course Topic Areas
	Level of knowledge, skills and abilities before class
	Level of knowledge, skills and abilities after class

	
	
	

	Relevant Commission Rules
	
	

	Role Identification
	
	

	Values, Ethics, and Principles
	
	

	Communication
	
	

	Leadership Styles
	
	

	Counseling
	
	

	Liability and Civil Rights Issues
	
	

	Planning and Organizing
	
	

	Civil rights, Racial Sensitivity, and Cultural Diversity
	
	

	Special Investigative Issues
	
	

	The Transition
	
	


Do you think you will act or make any decisions differently as a result of this course?  

(  )
Definitely, many times

(  )
Yes, occasionally

(  )
Probably

(  )
Probably not

(  )
No

Comments:
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