
 

 
 
 
 
 
 
 
 
 
 
 
 
 

� INTRODUCTION 

The advancement of an employee from one position to another position that has 
a higher salary range is called a promotion. Promotion can also result in a higher 
level title and higher level job responsibilities. Decision making authority tends 
to rise as well. Surprisingly, many employees accept mediocrity in management 
practices as the rule; as a substitute of the exception. The selection of new people 
for the department, the quality of training, departmental disciplinary standards, 
motivation efforts, and the presence or absence of a structured communication 
capability have limited affect on the individual security employee and therefore, 
meet with limited emotional reaction from him or her. 
 
People attracted to the security/law enforcement career field tend to be 
conservative, „rugged individualists‰ with a high degree of self-discipline. They 
tend to equate what happens around them with what it means to them in person. 
They take note of the following: An undiscriminating process for the selection of 
new employees enhances the existing employeeÊs chances for advancement; an 
unproductive training program provides the really ambitious security employee, 
who is willing to train himself or herself, with an advantage over the less 
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LEARNING OUTCOMES 

By the end of this topic, you should be able to: 

1. Explain how to identify the promotional candidates; 

2. Describe the procedure for selection of right candidate; 

3. Discuss the role of the board of interview; 

4. Explain the various types and modes of promotion; and 

5. Describe the various types and layers of communication. 
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ambitious; strict or erratic disciplinary standards will punish those who are 
poorly qualified and poorly trained, not those who are well qualified. 
Rationalisation? Probably. The point is that security people are exceptionally 
tolerant of management practices; they survive the most intricate job conditions 
with a minimum of complaint- except in the area of promotions.  
 
It is truism that most employees have an exaggerated estimation of their ability 
and worth. Most feel they are underused, underpaid, and could quite easily do 
their supervisorÊs job and even do it better. Therefore, the vertical movement of a 
peer within the organisation is an emotionally charged event that is scrutinised 
with intensity and, unfortunately, too often with doubt. 
 
Evidently, then, managementÊs objective in the promotion process is to identify 
and promote the best-qualified candidate, with resultant general acceptance and 
approval of the promotion. That is a significant goal and a formidable challenge. 

 IDENTIFYING PROMOTIONAL 
CANDIDATES 

There is as much pleasure among security management personnel in their role in 
the promotion process as there is among other ranks. The appointment of a new 
supervisor or promotion of a supervisor to a position of greater responsibility in 
most cases has a personal effect on existing managers and supervisors. 
Unsurprisingly, they want the best and most effective person moved up.  
 
In identifying candidates, there is a tendency to get held up on qualities desired 
or „qualifications‰ that should not be at issue. Such factors as oneÊs ability to 
articulate, popularity, the „halo effect‰ of some recent incident, and length of 
service should be well thought-out at some later point but should not be the 
primary and basic qualifying considerations. There are three basic qualification 
factors to be considered in selecting candidates for supervisory or managerial 
responsibility: 
 
(a) TThe CandidateÊs Educational Achievements 
 A number of factors must be considered and weighed in this area, such as 

the major focus (degree in secondary education or fine arts versus security 
administration); 2-year, bachelorÊs, or graduate degree; college courses 
pursued in the traditional span of time, for instance, four consecutive years 
or spread out over a number of years on a part-time basis (typically 
indicative of a tenacious „no surrender‰ type of person); and the earned 
grade point average (GPA). 

 

7.1 
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 In the unlikely event that no one in the pool of candidates for the 
promotion has any college education, then only high school graduates 
should be well thought-out, and such factors as extracurricular activities 
(serving in student government, athletics, debating team, and school club 
activities), school honours earned, and GPA should be weighed. 

 
(b) TThe CandidateÊs Track Record 
 Employees whose service and job performance are rated as above average 

or above acceptable standards would comprise the first group of 
candidates. A rating of „average‰ performance or „meets acceptable 
standards‰ should, as a rule, be disqualifying. This is due to the fact that the 
highly desirable quality of being an „achiever‰ is reflected in regular 
performance evaluations of above average. Because, the average workers 
are doers. Above average workers are achievers; they obviously go above 
and beyond what is expected. By most employee performance evaluation 
standards, they „frequently exceed requirements of the job,‰ always 
through their own initiative. Thus the achievement-oriented employee 
meets the first of the two criteria. 

 
(c) AAnticipated Performance in the Higher Level Job 
 The tentative candidates must now be analysed, one at a time, as to how 

they might measure up to or perform against standards of the higher 
position in question. If the open position requires scheduling employees, 
for instance, those assessing a candidate must look back on prior 
performance for evidence of some demonstrated behaviour or action 
indicating that the candidate could undeniably schedule subordinates 
(which would comprise schedule revisions, emergency scheduling, 
appropriate degree of flexibility, etc.). It could be that the candidate has in 
fact done some scheduling at the request of his or her supervisor. In reality, 
any supervisor or manager worth his or her salt would have consistently 
delegated, in some measure, supervisorial duties to deserving employees to 
test their ability to perform in this higher arena. In that case, management 
could properly anticipate or expect good performance in that area if the 
candidate is promoted.  
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 SELECTION OF THE RIGHT CANDIDATE 

A general problem in promotions is the exclusion of the promoted personÊs new 
superior from the decision. For instance, if the lieutenant is not involved in the 
selection of the new sergeant, he or she may disagree with the decision, with the 
result that the lieutenant may not work at making the new sergeant successful. 
Subordinates, in particular those moving for the first time into new and 
unfamiliar responsibilities, must have direction and leadership from their boss, 
or they may fail. The truth is that some secret pleasure is taken in such failures.  
 
On the contrary, if the person who is responsible for the new promotee is 
involved in and responsible for the selection, the person is bound to do all that he 
or she can to make that selection a successful one.  

7.2 

Fill in the Blanks:
 
1. ManagementÊs objective in the promotion process is to identify 

and promote the best-qualified candidate, with resultant general 
�������������.and approval of the promotion. 

 
2. A rating of „average‰ performance or „meets acceptable 

standards‰ should, as a rule, be �������������... 

SELF-CHECK 7.1 

How far are the candidateÊs educational standards the significant 
decisive factor in deciding his for the promotion. Elaborate upon the 
topic based on your own views. 

ACTIVITY 7.1 
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 THE BOARD INTERVIEW 

The Board interview is a significant event in an employeeÊs career and life; he or 
she will come spruced up as he or she has rarely appeared before-and more 
nervous than ever before. For the reason that some degree of anxiety is normal, 
the Board should seek to enable the candidate to relax as much as possible after 
he or she has been ushered into the room used for this event. Rather than a very 
formal civil service type arrangement the Board members should be arranged in 
an informal setting of chairs and/or sofa without a table or desk between them 
and the candidate-similar to a living room or den arrangement. The same 
questions, asked the same way, should be put to each of the candidates and their 
responses should be duly noted for subsequent comparison. General questions 
should be asked first:  

(a) „Why do you want this promotion?‰  

(b) „Do you feel you are the best candidate for this job and if so, why?‰  

(c) „What special qualities and qualifications do you feel you bring to this 
job?‰  

 
Then come to the specific and situational job-related questions. The situational 
question would necessitate a problem-solving answer.  
 
Example: „What would you do if you discovered all the telephone lines that 
carry the alarm systems, including fire system, went down on your watch at the 
main facility and you were already short of one officer?‰  
 
Each candidate would explain what she or he would do and that answer would 
be duly noted. Always compare a situational question comprising the handling 
of a disciplinary problem. Some answers probably would make sense and some 
wouldnÊt. The combination of the candidateÊs educational background, and 
whatever value you attach to that, and the candidateÊs performance history, and 
its value, coupled with the answers to the questions will spot the best candidate. 
Thus, the decision to promote will be, more often than not, relatively easy.  

7.3 



 � TOPIC 7 PROMOTION AND COMMUNICATION 106 

 FOLLOWING THE SELECTION 

When a promotion follows the selection process, the attitude of those candidates 
interviewed who did not get the promotion is usually one of full acceptance of 
the decision and appreciation for the opportunity to compete. The attitude of the 
organisation is one of full acceptance of the promotee because he or she is the 
best of the candidates and selection was in no way viewed as political. The 
attitude of management is one of pleasure and confidence that the best candidate 
was identified in a totally objective fashion and the newest member of the 
management team is properly qualified.  

 PROMOTION FROM “WITHIN THE 
DEPARTMENT” 

Unquestionably the policy of promoting from within the Security Department 
should always be followed except when it would not serve the best interests of 
the organisation. When would the best interests of the organisation not be served 
under this policy? That situation would arise when an unqualified employee is 
moved up simply to satisfy the „promote from within‰ norm. This type of 
promotion will destroy, or at least damage, the person promoted. It will 
automatically affect departmental performance, and, also of great significance, it 
will challenge the credibility of the promotional process itself.  
 
If management determines that there is no qualified applicant for a particular 
post, generally in the higher echelons of the department, then those employees in 
the rank from which the promotion should come must be advised they fail to 
qualify for the position and the organisation is going to look outside for the 
essential talent. Some employees will at the start react against that decision and 
will ask for specifics as to their deficiencies. They are entitled to such 
information, which management should be able to provide in very specific terms 
if the candidates were assessed honestly and the disqualifiers were identified. To 
share the decision openly and to sit down and talk about it with the employees 
overshadows the initial resentment and paves the way for the future arrival of 
the selected „outsider.‰ 
 

7.5 

7.4 
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 VERTICAL PROMOTION OUTSIDE THE 
DEPARTMENT 

There are still numerous people in all levels of management who view 
promotions as organisationally disruptive. They are secure in the status quo. 
Nevertheless, the „disruptiveness‰ of vertical movement breathes life, 
excitement, and motivation into the organisation. For that reason, promotions-
not only upward within the Security Department but throughout the company as 
well-should be explored and encouraged. The advantage not only of creating 
promotional opportunities within the organisation but of having good security 
people in responsible positions throughout the company, such as in Human 
Resources or Auditing should be obvious. To purposefully hold people back 
because it serves the immediate purpose of the security organisation is morally 
wrong. The company as a whole will benefit when there is opportunity for 
vertical movement both within the Security Department and outside of it to other 
areas of the organisation. 

7.6.1 Appraisal 

Criteria for promotion should be considered based on performance of the 
candidate in various factors such as attendance and punctuality, job knowledge, 
quality of work, quantity of work, human relations and customer relations, 
attitude towards supervision, cooperation amongst fellow workers, 
dependability, interest in job, adaptability, initiative, diligence, discipline and 
appearance. 

7.6 

1. What are the advantages of promotion from within? 
 
2. Do you think board interviews are necessary for promotion of a 

candidate? Give your views. 

SELF-CHECK 7.2 

What should be the qualifying criteria for the selection of candidates 
for promotion? Write down your views. 

ACTIVITY 7.2 
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Besides the above mentioned criteria, certain Security Department adopted the 
procedure for promotion based on yearly appraisal and scored above average for 
three years continuously. 

7.6.2 Temporary Promotions 

An excellent way to measure an employeeÊs potential for higher levels of 
responsibility is to appoint him or her temporarily to such posts during natural 
absences of the regular supervisors or managers-vacation, sickness, leaves of 
absence, and so forth. The subordinateÊs performance while filling in is a 
measurable indicator of his or her capacity to assume greater responsibility. 
Another way to test prospective leaders is to create temporary leadership 
assignments for special events or projects, appointing one as „team leader‰ or 
„project leader‰ for the duration of the event or project. They not only can be 
evaluated but they also can gain the otherwise unavailable experience that comes 
with increased responsibility.  

7.6.3 Retreating 

No matter how carefully an organisation approaches the promotional process, 
mistakes in selection are sometimes made. The question is, „What do you do 
when a person is promoted to a position beyond his ability?‰ The „Peter 
Principle‰ (rising to oneÊs level of incompetence) is a familiar management 
problem due to its common occurrence. There are but three courses of action 
available to management on discovery that an employee has been promoted 
beyond his level of competence: 

(a) Permit the employee to continue performing in an incompetent fashion 
(which is, regrettably, the most common course of action). 

(b) Terminate the incompetent employee (which is often unfair-after all, itÊs a 
reflection of a poor promotion policy). 

(c) Allow and arrange for a „retreat‰ back to the former rank. 
 
The first option, although frequently exercised, is unacceptable to a progressive 
and enlightened management for three reasons:  

(a) It is counterproductive to the organisation; 

(b) It affects the morale of the incompetent employeeÊs subordinates in a very 
negative way; and  
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(c) A point often overlooked, the person who has achieved the level beyond 
his ability knows it as well as anyone else, and that knowledge places him 
in a dilemma. The person knows that he is in trouble but does not want to 
admit it. The person struggles. Unhappiness sets in. Some actually become 
physically ill because of the dilemma.  

 
The second option is another popular solution. The tragedy here is that 
management is blameworthy, too. The person promoted beyond his ability was 
certainly competent at the lower rank. In fact, his skill level and performance 
evaluation were above average. The person was a good worker. The person is not 
inherently an ineffective employee-he is simply ineffective in his new 
responsibility. To terminate this employee is in part to hide managementÊs 
mistake in promoting the wrong person. 
 
The third option number three, if it can be accomplished, serves the best interests 
of all concerned. Policies prohibiting voluntary demotions are unrealistic and 
inhumane. Undoubtedly, the person who is willing to retreat to his former rank 
should be given that opportunity, even though his ego is going to be bruised for 
a time. The total honesty in retreat situations is apparent to all observers. The 
salvaging and protection of an employeeÊs tenure with the firm is significant to 
the misplaced individual and others in the organisation also respond to this 
humane policy. 

 COMMUNICATION 

Of all the qualities, talents, and skills necessary of a manager, the art of effective 
communication must come first. In fact, all other managerial factors are 
straightened out by the communication process to form the „whole‰ 
administrator and leader. Stated another way, the manager who is a strong 
communicator is a strong manager, and the manager who is a weak 
communicator is a weak manager. Here the managerÊs task is to get others to do 
the job when the manager wants it done, how the manager wants it done, where 
the manager wants it done and to make them understand why he or she wants it 
done. Evidently, to translate desire into the completed task, the manager must 
communicate the desire and the employees must understand. If a job is done 
poorly, not done at all, or done the wrong way, it is generally for the reason that 
the employees did not understand. An employeeÊs failure to understand could be 
because the employee wasnÊt listening or the manager failed somehow to 
communicate clearly or both. The previous example reflects only one type of 
communication: verbal down. Other types of communication to be considered 
comprise verbal-up, written-down, written-horizontal, written-up, verbal-
horizontal, and action. These types of communication may take place in an 
„open‰ or a „closed‰ environment of communication. 

7.7 
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 TYPES OF COMMUNICATION 

There are various types of communication which can be used in the organisations 
for the communication purposes: 

7.8.1 Verbal-Down 

Traditionally, security organisations usually operate under the closed climate of 
communication. This is probably due to the quasimilitary nature of most security 
forces. Nevertheless effective this method of communication seems there is an 
obvious flaw that haunts managers. The security officer at the bottom end of this 
channel of communication hears the orders, but there he stands silently without 
the right key! Ideally, then, management should strive for the development of an 
open climate of communication. 

7.8.2 Verbal-Up 

You certainly might feel that the previous example, in which the officer at the 
bottom end of the stovepipe hears the order and knows he does not have the key 
but remains silent, is impractical. All the officer has to do is tell the closest 
superior on this communication channel, that he does not have the key. This is 
not likely to happen, nevertheless, for the reason that the officer knows that if the 
guard is told that the officer does not have the key, the officer will be 
reprimanded for forgetting it or be embarrassed or abused in some other manner. 
To protect oneself, the officer remains silent, knowing that the job will not be 
done. Rather than feeling at liberty to openly communicate to the supervisor 
(verbal-up) to get the job done, the officer voluntarily chooses to undercut the 
effectiveness of the organisation due to the closed climate of communication. In 
most cases, the organisation does not set out to purposefully design a closed 
climate of communication. It is created at the top. 

7.8.3 Written-Down 

There are many factors in the breakdown of verbal communications: 

(a) Different words mean different things to different people. 

(b) Generalisations are narrowed to specifics. 

(c) People tend to hear what they want to hear. 

7.8 
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(d) The spoken emphasis on a word or phrase can be interpreted the other way 
by the listener, so that he or she assumes a little or more different meaning 
than the speaker intended. 

 
The chances of error in understanding the written words in quite less. There is 
better acceptance of and reliance on the written word, particularly in 
organisational life. The general orders, orders of the pots, instructions about the 
instructions, patrol orders, rules and regulations to be enforced, rules and 
regulations governing the Security Department, emergency procedures, 
investigative procedures, alarm procedures, and other appropriate material and 
data should be in writing and available to members of the department. Should all 
such written material be distributed to all security personnel? Probably not. 
Written material should always be put into a standardised format. For instance, 
Orders of the Day should always be on the same size and colour of paper, in the 
same print, and with the same distinctive appearance. In this way it is 
recognisable at a distance as an Order of the Day. The same should be true of all 
other written material. Standardised formats reduce confusion, make for easier 
organisation, and give a professional touch to the department. The benefits of 
this type of communication are numerous. Employees more closely identify with 
the organisation and feel a part of the department. They appreciate being kept 
abreast of the latest happenings; they are well informed. They love the 
recognition afforded them in print. The Director has a vehicle to make known his 
standards and goals. 

7.8.4 Written-Horizontal 

A case in point of written-horizontal communications is a company-wide 
security newsletter (or column in the company paper) that provides the security 
administrator with the opportunity to communicate what is happening in the 
security world to the company as a whole. Too often, Security Departments are 
considered mysterious and organisationally noncontributory functions. The good 
security administrator can bring recognition to his department by opening up 
communication and sharing information with management of the company 
whenever possible. As an instance, one retail security organisation publishes a 
monthly Security Newsletter for Management. The objective of this publication is 
to make management personnel aware of the security risks and security 
achievements in the industry.  
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7.8.5 Written-Up 

It is significant to recognise the need for employees to communicate upward (and 
the need is as much for the Director to know what is on the minds of 
subordinates as it is for every employee to have the opportunity to express 
himself). The Rap Sheet already mentioned was originally designed as a two-way 
communication tool: written-down and written-up. How was this accomplished? 
The first issue of The Rap Sheet stated that, in an effort to further open 
communication, questions, suggestions, and complaints were solicited from all 
security employees, with the promise that every such question, suggestion, or 
complaint would be answered. The response was impressive. Not all suggestions 
are adopted. Not all problems are solved. Nevertheless, all received a response. 
All employees have a way, without putting themselves in jeopardy, to have their 
say, to be heard by the Director, and to hear what he or she has to say in 
response. If an open climate of communication is to be established, some such 
two-way avenue of expression is indispensable. 

7.8.6 Verbal-Horizontal 

Basically, there are two types of verbal-horizontal communications. The first is 
intradepartmental (i.e., security personnel only) and the second comprises 
communications with other departments in the company. „Rap sessions‰ make 
up the intradepartmental type serves the purpose to a greater extent. One such 
session might give subunits of the Security Department, such as the Fraud Unit, 
the chance to sit down together without regard to rank and talk about their work-
the practices, techniques, problems, failures, and successes-with no specific 
objective in mind except to communicate. As a rule, something of value will 
surface in these sessions. This could be anything from a clarification of a 
misunderstanding between two equals to a more realistic deadline on certain 
types of cases. The significant result is that all participants leave the session with 
a good feeling about themselves, their unit, and the Security Department as a 
whole. 
 
The second type of horizontal verbal communication takes place when the 
Security Director and any number of staff people go out into the company and 
meet with various units. A sure shot „starter‰ is to ask attendees for their 
suggestions on how to handle a given situation or problem. The most significant 
skill required by the security representatives in these kinds of communication 
channels is listening and understanding skills. It is also significant that there is a 
friendly climate in which questions are encouraged and that Security speaks 
openly and honestly to the questions. 
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� Primary qualification factors in promotions are the employee's record of 
performance in his present job and projected performance in the advanced 
position.  

� Present job performance should be above average to be regarded for 
promotion.  

� A Promotion Board provides the selection process most likely to be 
reasonable and objective. In all cases, the supervisor for whom the candidate 
will be working should be a member of the Promotion Board.  

� The most effective promotion process is a flexible one. It will not make 
promotion automatic but will promote only the qualified candidate, it will 
accept the requirement to go outside the department in some circumstances 
to find a qualified employee, and it will also allow for the possibility of 
retreat when an employee proves out of his or her depth in a higher level 
position. 

�  Communication comes at the top of the effective skills of the manager. Better 
understanding is ensured when communications are in writing wherever 
possible. Avenues should also be provided for written-up communications, 

1. Which type of communication best suits the security industry? 
Give example in support of your answer. 

 
2. How effective is the departmental handbook in communicating 

with the security employees? Write your views. 

SELF-CHECK 7.3 

Draw a flowchart showing the downward and upward verbal 
communication in an organisation. 

ACTIVITY 7.3 
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in which the employees have the opportunity to express their ideas and 
feelings to management.  

� Horizontal communications, both within the department and between 
Security and other employees and units of the company, are mutually 
beneficial. The manager who is a strong communicator and a good listener is 
a strong manager. By the same token, the manager who is a weak 
communicator and poor listener is a weak manager. 

 
 

 
Interview board 

Managerial skills 

Multiple layers 

Promotional candidates 

Vertical communication 

Written communication 

 

 

1. What is meant by „stovepipe‰ communication? Give an example of the 
shortcomings of this type of communication. 

 
2. Discuss several factors that result in the breakdown of verbal 

communications. 
 
3. Briefly describe two types of newsletters that might be effective 

communication tools for the Security Department. 
 
4. Discuss the ways in which a security manager can establish an open climate 

of communication in his or her department. 
 
5. Describe two types of „horizontal‰ communication and their potential 

benefits. 
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1. What is managementÊs objective in the promotion process? 
 
2. What are the three basic qualification factors to be considered in selecting 

candidates for supervisory responsibility? 
 
3. What problems can occur if the promoted personÊs new superior is not 

involved in the selection decision? 
 
4. Discuss the advantages of having multiple ranks of employees. 
 
5. Discuss the relative merits of the three possible courses of action when an 

employee has been promoted to a position beyond his or her ability. 
 


