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This training is developed by The Moss Group, Inc. (TMG), a Washington, DC-based criminal justice consulting firm. Our philosophy and mission are simple: We are a trusted partner to leaders and their organizations in creating optimal safety and well-being for staff and those persons under their care. We specialize in assisting state, local, federal, and private organizations in developing strategic solutions to often sensitive issues that face correctional administrators. Our customer-focused philosophy ensures we deliver programs, products, and solutions on issues responsive to our customer’s needs. 

TMG would like to thank all the participants in this training for your time and thoughtful interaction.

[bookmark: _Toc181611893]Course Description
[bookmark: _Toc528659787][bookmark: _Toc136350247][bookmark: _Toc136442885][bookmark: _Toc136442947]About this Training
[bookmark: _Hlk511205394]This curriculum is designed for correctional professionals who have recently been promoted to supervisor positions in adult correctional centers. Content is also relevant to tenured first line supervisors. This is designed as an in-person two-and-one-half-day training.   
[bookmark: _Toc411856638][bookmark: _Toc467240933][bookmark: _Toc467241197][bookmark: _Toc480817384][bookmark: _Toc503278523][bookmark: _Toc503362441][bookmark: _Toc503362585][bookmark: _Toc503438019][bookmark: _Toc508976318][bookmark: _Toc512159901][bookmark: _Toc528659788][bookmark: _Toc136350248][bookmark: _Toc136442886][bookmark: _Toc136442948]Objectives
Upon completion of this curriculum, participants will be able to do the following:
1. [bookmark: _Toc411856639][bookmark: _Toc467240934][bookmark: _Toc467241198][bookmark: _Toc480817385][bookmark: _Toc503278524][bookmark: _Toc503362442][bookmark: _Toc503362586][bookmark: _Toc503438020][bookmark: _Toc508976319][bookmark: _Toc512159902]Review the big picture of leadership, organizational systems, and the importance of effective supervisors. 
2. Develop proficiency for performing the basic functions of a supervisor and transitioning into the role by defining personal acumen through policy alignment, professional boundaries, communication skills, and decision making. 
3. Demonstrate effective communication skills as a supervisor through listening, empathy, adaptability, and discretion to oversee change and manage conflict. 
4. Apply skills to motivate, coach, and support staff effectively in today’s climate and encourage development for the next class of supervisors. 

[bookmark: _Toc528659789][bookmark: _Toc136350249][bookmark: _Toc136442887][bookmark: _Toc136442949]Target Audience
This curriculum is designed for custody and non-custody correctional professionals promoted to supervisor positions within the last year in adult institutions. A benefit of today’s blended training model with diverse correctional professionals is the ability to blend cohort groups, incorporating the importance and interdependence of each job within the system, regardless of their position classification or placement within a particular agency. This collective experience helps people promoted into supervisory positions and new hires learn one consistent message about the vision, mission, and values of the organization and the agency's expectations. 
Participants can work in the same or separate facilities of similar mission, size, and needs of the population. It is recommended for participants to have received prerequisite training in basic communication skills and de-escalation techniques. 
[bookmark: _Toc411856640][bookmark: _Toc467240935][bookmark: _Toc467241199][bookmark: _Toc480817386][bookmark: _Toc503278525][bookmark: _Toc503362443][bookmark: _Toc503362587][bookmark: _Toc503438021][bookmark: _Toc508976320][bookmark: _Toc512159903][bookmark: _Toc528659790][bookmark: _Toc136350250][bookmark: _Toc136442888][bookmark: _Toc136442950]Capacity 
Up to 30 participants. 
[bookmark: _Toc503278526][bookmark: _Toc503362444][bookmark: _Toc503362588][bookmark: _Toc503438022][bookmark: _Toc508976321][bookmark: _Toc512159904][bookmark: _Toc528659791][bookmark: _Toc136350251][bookmark: _Toc136442889][bookmark: _Toc136442951]Facilitator Qualifications and Expectations
[bookmark: _Hlk511205992]Two facilitators are recommended for conducting this curriculum. The facilitators should possess strong facilitation skills, consistently demonstrate respect for training participants, and have established credibility in adult corrections. Facilitators who have served in multiple corrections positions and risen through security ranks are preferred. It will be important for facilitators to be comfortable and adept with classroom management and moderating skills. 

Facilitator Preparation
Review this guide and the PPT in its entirety. Be familiar with the resources cited throughout this course. While there is recommended scripted language to support the overall message and desired outcome with slide content, facilitator experience is encouraged to supplement material. Not every component of each slide content is scripted, as facilitators are expected to draw from personal experiences and provide practical examples of concepts. 
As needed, prepare for facilitation of activities with field testing to ensure understanding of setup, facilitation, and debriefing. If this will be led by more than one facilitator, it is recommended for facilitators to meet in advance to delineate roles, determine units or content areas to lead or co-lead, and practice with personal supplemental examples.
In addition, it is recommended for trainers to facilitate pre-meetings with the participating agency to discuss the following: 
· Attendees (note if any attendees/positions require any activity modification)
· Customize scenarios and examples as necessary depending on the presenting issues of the training class. 
· See the community supervision options in the Participant Materials section of this guide for additional scenarios to use during the Role Play Activity if staff from community supervision are participating in this training. 
· Use the Scenario Generator Guide to develop new scenarios if desired to support this activity with timely circumstances relevant to the class. 

· The classroom is equipped with audio and visual equipment for the video
· The classroom can support the class size and space for small group work
· Gather the agency mission statement
· Ask about staff access to wellness programs that can be promoted 
· Ask for policy or an overview related to the performance review process. If desired, review the agency forms and draw connections with the core competencies (A-D) and communications techniques (LEAD) taught in this curriculum. 

· Determine how attendance and participation are to be tracked and what certification or evaluation program the state uses for training credit. 

[bookmark: _Toc411856647][bookmark: _Toc467240944][bookmark: _Toc467241208][bookmark: _Toc480817395][bookmark: _Toc503278531][bookmark: _Toc503362449][bookmark: _Toc503362593][bookmark: _Toc503438025][bookmark: _Toc508976325][bookmark: _Toc512159908][bookmark: _Toc528659795][bookmark: _Toc136350255][bookmark: _Toc136442890][bookmark: _Toc136442952]Facilitator Guide Organization
Each lesson contains detailed facilitation notes to assist in the effective delivery of the course. The facilitation notes and slide content contain the information needed to teach; however, facilitators are strongly encouraged to be comfortable with both slide and guide content. It is not expected nor encouraged to recite this guide verbatim or to memorize this session. This is designed to be an interactive and dynamic course strengthened by the experience of the trainer and the active participation of the class.  
The ”say” and “do” components of the guide are suggested sequencing and phrasing to convey the intention of the slide. The “ask” components encourage active participation with the class to garner input from one or two participants. There are also dedicated slides for discussion questions that are intended to generate larger group discussions where facilitators should record answers on an easel chart. This model supports adult learning theory, where the class initially contributes to the generation of content, which is then affirmed by the following slide or activity. 

It’s strongly encouraged for facilitators to supplement slide and guide material with relevant examples personal professional experience, as appropriate. 

	[bookmark: _Hlk511204902]Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	[image: Meeting with solid fill]Activity
	Say:
Do:
Ask:
	Recommended script to use.
An action for the facilitators to take.
A discussion question for the group.
	Guidance on facilitation, source citations, and additional resources.

	[image: Easel with solid fill]
Chart 
	
	
	

	[image: Chat bubble with solid fill]Discussion
	
	
	

	[image: Video camera with solid fill]Video
	
	
	


[bookmark: _Toc396834551][bookmark: _Toc405370525][bookmark: _Toc411856645][bookmark: _Toc467240941][bookmark: _Toc467241205][bookmark: _Toc480817392][bookmark: _Toc252975345][bookmark: _Toc480817396][bookmark: _Toc250201350]
[bookmark: _Toc181611894]Materials
· If desired, the PowerPoint with notes pages
· Pens 
· Whiteboard or chart paper and markers
· Two index cards per participant
· Name tents
· Scissors
· Ball or other item for the toss activity
· Copy of the mission statement of the facility or agency 
Participant Materials
· One copy of the Participant Guide per participant. The manual has been modified to support printing in black and white. It is recommended that these manuals be coil-bound for ease of use and durability as a future resource.   
· One copy of the agenda per participant
· Two copies of the Systems worksheet per participant
· Two to three Nonverbal Activity Emotion Slips worksheets. Cut out the emotion slips in advance. For a class of 24 participants or less, print two copies. For a class of 25 participants or more, print three. 
· Triad Role Play Activity #1: Tell Me About Yourself…
Divide the total number of participants by three to determine the number of triads. For instance, a class size of 30 will have ten triads (30/3 = 10.) Class sizes not divisible by three will result in up to two groups of four. Groups of four will have two observers. 
· Print enough copies to distribute a new character to each triad each round. For example, a class of 30 will require the following per round:
· Ten Character Forms per round. Total of 30.
· Ten Supervisor Forms per round. Total of 30. 
· Adjust the number of copies depending on facilitation preference. If all groups conduct the activity with the same character, copies will need to match the number of groups. If the class conducts the activity with randomly distributed characters, the number of copies will vary.  
· There are five characters for this activity. It is encouraged for each character to be used at least once. Option to print six copies of each character and supervisor form. 
· Trudy and Supervisor: Cut along the dotted line.
· Jim Dunn and Supervisor: Cut along the dotted line.
· Dennis and Supervisor: Cut along the dotted line.
· Peggy Whipp and Supervisor: Cut along the dotted line.
· Gavin and Supervisor: Cut along the dotted line.

· Triad Role Play Activity #2: Do You Have A Minute…
· There are four characters for this activity. Option to print eight copies of each character and supervisor form.
· Trudy and Supervisor: Cut along the dotted line.
· Jim Dunn and Supervisor: Cut along the dotted line.
· Dennis and Supervisor: Cut along the dotted line.
· Peggy Whipp and Supervisor: Cut along the dotted line.

· Triad Role Play Activity #3: We Need to Talk…
· There are four characters for this activity. Option to print eight copies of each character and supervisor forms if randomly distributing.  
· Trudy and Supervisor: Cut along the dotted line.
· Jim Dunn and Supervisor: Cut along the dotted line.
· Gavin and Supervisor: Cut along the dotted line.
· Peggy Whipp and Supervisor: Cut along the dotted line.

· Triad Role Play Activity #4: What’s Next for You…  
· There are three characters for this activity. Option to print ten copies of each character and supervisor forms if randomly distributing. 
· Dennis and Supervisor: Cut along the dotted line.
· Peggy Whipp and Supervisor: Cut along the dotted line.
· Gavin and Supervisor: Cut along the dotted line.

· A Community Supervision Character has been developed that can be added to the rotation of characters as desired. A scenario was developed for the first three rounds of the activity. 



[bookmark: _Toc181611895]Agenda
This curriculum is designed as a two-and-one-half-day course. However, there are areas noted throughout where more activity can be added, such as management style assessments, that may stretch this to a full three-day course. Facilitators are encouraged to work with the host agency to evaluate the existing concept knowledge of attendees to gauge where additional time may need to be spent, as well as areas where concepts are proficiently demonstrated by staff and less time needs to be allocated. Use the slide timing tracker to plan out the days to ensure adequate time is available. 
Though not widely encouraged, this course can be divided up into block sessions to accommodate training needs and staffing schedules. If divided into block training, it is recommended to keep modules intact and delivered sequentially as designed. It is also recommended to not allow more than two weeks between each block session to ensure learned concepts can be built upon in support of adult learning theory.  
Day One: Approximately 485 minutes (8 hours)
30 minutes		Welcome and Introductions		Slide 1 - 6
60 minutes		Module 1: The Big Picture			Slide 7 - 24
10 minutes		Break
60 minutes		Module 2: The Basics			Slide 25 - 37
60 minutes 		Lunch
75 minutes		Module 2: The Basics, continued		Slide 38 - 54
50 minutes		Module 3: The Skills			Slide 55 - 69
15 minutes		Break
110 minutes		Module 3: The Skills, continued		Slide 70 - 80
15 minutes		Wrap-up 
Day One Time: Approximately 485 minutes/ 8 hours

Day Two: Approximately 450 minutes (7.5 hours)
20 minutes		Welcome and Reflections	
90 minutes		Module 3: The Skills, continued		Slide 81 – 109  
10 minutes		Break
90 minutes		Module 3: The Skills, continued 		Slide 110 - 112
60 minutes    	Lunch
100 minutes		Module 3: The Skills, continued 		Slide 113 - 116
15 minutes		Break 
50 minutes		Module 4: It’s All Connected		Slide 117 - 130
15 minutes		Wrap-up

Day Three: Approximately 205 minutes (3.5 hours)
	15 minutes		Welcome and Reflections
	100 minutes		Module 4: It’s All Connected, continued	Slide 131 - 141
10 minutes		Break
50 minutes		Module 4: It’s All Connected, continued	Slide 142 - 143
30 minutes		Wrap-up and Closing			Slide 144 - 146
[bookmark: _Toc181611896]Slide Timing
Prior to and during the session, refer to the facilitator guide to know the anticipated length of time intended to be spent on each slide. Use this timing resource to plan ahead during breaks if the agenda is off schedule. Modify activities to make-up time where possible. There are modification options listed for certain activities depending on timing and level of knowledge of the class where more or less time may be warranted.   
	Opening

	Slide #
	Slide Title
	Estimated Time (mins)

	1
	Title 
	2

	2
	BJA Funded
	0.5

	3
	BJA Mission
	0.5

	4
	Introductions
	25

	5
	Agenda
	1

	6
	Objectives
	1

	
	Opening Estimated Total
	30 minutes
(½ hour)



	Module 1: The Big Picture

	Slide #
	Slide Title
	Estimated Time (mins)

	7
	Module 1: The Big Picture
	3

	8
	Dream Team Activity
	7

	9
	Healthy Tean Characteristics
	2

	10
	Mission Statements
	2.5

	11
	Guess Who 1
	1

	12
	Guess Who 2
	1

	13
	Guess Who 3
	1

	14
	Guess Who 4
	1

	15
	Administrators vs. Supervisors 
	3.5

	16
	Continuum of Justice Involvement
	5

	17
	Discussion Question: Influencers
	3

	18
	Types of Organizational Change
	3

	19
	Systems Activity
	15

	20
	Tough Realities for Supervisors
	3

	21
	Your Spot in the System
	3

	22
	Silo Effect
	3

	23
	Module 1 Wrap up
	1

	24
	Competencies and Skills
	2

	
	Module 1 Estimated Total
	60 minutes
(1 hour)



	Module 2: The Basics

	Slide #
	Slide Title
	Estimated Time (mins)

	25
	The Basics
	1.5

	26
	Effective and Ineffective Supervisors Activity
	8

	27
	Who Played it Best? 
	2

	28
	Supervisor Acumen Styles
	4

	29
	Supervisor Style Factors
	2.5

	30
	Top 5 Correctional Supervisor Skills
	3

	31
	Discussion Question: Concerns
	5

	32
	Tug of War
	3

	33
	Core Competencies
	6

	34
	A: Alignment
	5

	35
	Video: Trust and Performance
	6.5

	36
	Discussion Question: Performance and Trust
	6

	37
	It Takes Time
	2

	38
	B: Baselines and Boundaries
	6

	39
	Discussion Question: Baselines and Boundaries
	5

	40
	Red Flag Attitudes and Behaviors
	4

	41
	Discussion Question: Concerns
	3

	42
	Boundaries with Former Peers
	3

	43
	Small Group Activity
	14

	44
	Strategies to Support Boundaries
	2.5

	45
	Model the Expectation
	2.5

	46
	C: Communication
	2

	47
	Discussion Question: Communication
	5

	48
	Communication Flow
	2.5

	49
	Triad Activity--Differing Viewpoints
	12

	50
	D: Disappointment
	5

	51
	A Supervisor's Truth
	2

	52
	Discussion Question: Disappointment
	6

	53
	Strategies for Disappointment
	5

	54
	Module 2 Wrap-up
	1

	
	Module 2 Estimated Total
	135 minutes
(2 hours 15 minutes)



	Module 3: The Skills

	Slide #
	Slide Title
	Estimated Time (mins)

	55
	Module 3: The Skills
	1

	56
	Techniques and Skills
	2

	57
	L: Listening
	2

	58
	Active Listening
	2.5

	59
	Toss Game Activity
	5

	60
	Discussion Question
	3

	61
	Active Listening Techniques
	3

	62
	Discussion Question
	3

	63
	Effective Listening
	2.5

	64
	Detractors and Enhancers
	4

	65
	Tone Management: De-escalation
	5.5

	66
	Addressing Tone
	1.5

	67
	Tone Scenario
	3

	68
	Body Language and Nonverbals
	2.5

	69
	Nonverbals Activity
	8

	70
	E: Empathy
	1.5

	71
	What Empathy Is Not
	1.5

	72
	Gaslighting 
	2

	73
	It's All About Perspective
	2

	74
	Intent vs. Impact
	1.5

	75
	Listening For What Isn't Said
	1

	76
	Listening & Empathy Scenario 1
	1.5

	77
	Listening & Empathy Scenario 2
	1.5

	78
	Role Play Activity #1
	9

	79
	Role Play Activity Instructions
	60

	80
	Role Play Activity Debrief
	30

	81
	A: Adaptability 
	2.5

	82
	Discussion Question
	3

	83
	Darwin Quote
	1

	84
	Adapt, Migrate, or Go Extinct
	2.5

	85
	Building Resiliency
	1.5

	86
	Types of Change
	1.5

	87
	Discussion Question
	3

	88
	Drivers of Change
	1.5

	89
	Case Study 1940- 1948
	1.5

	90
	Case Study 1948
	2.5

	91
	Case Study 1954 - Present
	2.5

	92
	McDonald's Drivers of Change
	3

	93
	Case Study Activity
	24

	94
	Case Study Mission Statements
	4

	95
	Discussion Question
	5

	96
	Managing Change
	2

	97
	Individual Activity
	3

	98
	D: Discretion 
	1

	99
	Discussion Question
	5

	100
	Managerial Discretion
	3

	101
	Targeted Focus for Discretion
	1.5

	102
	Time Management
	2

	103
	The Eisenhower Matrix
	12

	104
	Authority vs. Power to Influence
	2.5

	105
	Types of Power
	2.5

	106
	Promoting Your Influence
	2.5

	107
	Conflict Management Styles
	4

	108
	Conflict Considerations
	2

	109
	Addressing Staff Behavior
	3

	110
	Role Play Activity #2
	9

	111
	Role Play Activity Instructions
	60

	112
	Role Play Activity Debrief
	30

	113
	Role Play Activity #3
	9

	114
	Role Play Activity Instructions
	60

	115
	Role Play Activity Debrief
	30

	116
	Module 3 Wrap-up 
	1

	
	Module 3 Estimated Total
	465 minutes
(7 hours 45 minutes)



	Module 4: It’s All Connected

	Slide #
	Slide Title
	Estimated Time (mins)

	117
	Module 4: It's All Connected
	1

	118
	Follow Up and Through
	3

	119
	Follow Up and Through Examples
	2

	120
	Discussion Question
	3

	121
	Effects of Follow Up and Through
	1

	122
	Employee Engagement Survey
	6

	123
	Supervising in Today's Climate
	6

	124
	Employee Engagement Data
	5

	125
	Correctional Worker Data
	3

	126
	Employee Turnover
	3

	127
	Potential Signs of Burnout
	2

	128
	Burnout Indicators
	5

	129
	Discussion Question
	5

	130
	Opportunities to Engage Staff
	2

	131
	Importance of Performance Reviews
	4

	132
	Discussion Question
	5

	133
	Feedback
	3

	134
	Limits of Feedback and Performance Reviews
	4

	135
	Feedback and Feedforward
	2.5

	136
	Encouraging Development
	3

	137
	Collaborative Coaching
	3

	138
	Personal Investment Quote
	1.5

	139
	What Coaching Is and Is Not
	6

	140
	Role Play Activity #4
	9

	141
	Role Play Activity Instructions
	60

	142
	Role Play Activity Debrief
	30

	143
	Module 4 Wrap-up
	2

	
	Module 4 Estimated Total
	180 minutes        (3 hours)



	Closing

	Slide #
	Slide Title
	Estimated Time (mins)

	144
	Index Card Activity
	15

	145
	Stay Connected 
	0.50

	146
	Questions and wrap-up
	14.50

	
	Closing Estimated Total
	30 minutes
(½ hour)





First Line Supervisor Training
Emerging Leaders in Corrections
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	Slide 1
	 2 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	
	
Say:



Do:


Say:





	
Hello and welcome to the BJA’s First Line Supervisor Training: Emerging Leaders in Corrections course. 

Review any housekeeping items and rules of the room. 
 
BJA funded the design of this curriculum in response to feedback from the corrections community. A training academy scan was conducted nationally in 2023, and supervisor training was identified as a substantial gap in the field. This course recognizes the critical element supervisors play in operations and enforcing policy in a facility, as well as how supervisors support and shepherd a culture of safety.
	







BJA Funded

[image: ]

	[bookmark: _Hlk164251151]
	Slide 2
	0.5 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Say:








	
This project was funded by the Bureau of Justice Assistance through federal grant funds. The curriculum was developed by The Moss Group, a criminal justice consulting firm specializing in training and technical assistance for correctional agencies. 


	






BJA Mission

[image: ]
	
	Slide 3
	0.5 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Say:








	
The Bureau of Justice Assistance (BJA) was created in 1984 to reduce violent crime, create safer communities, and reform our Nation’s criminal justice system.
BJA strengthens the Nation’s criminal justice system and helps America’s state, local, and tribal jurisdictions reduce and prevent crime, reduce recidivism, and promote a fair and safe criminal justice system. BJA focuses its programmatic and policy efforts on providing a wide range of resources, including training and technical assistance, to law enforcement, courts, corrections, treatment, reentry, justice information sharing, and community-based partners to address chronic and emerging criminal justice challenges nationwide.
	





Introductions

[image: ]

	
	Slide 4
	25 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	
[image: Meeting with solid fill]
	
Do:










	
Briefly introduce each facilitator, including a background in corrections and reason for wanting to instruct this course. 

Facilitate class introductions and conduct an icebreaker activity as class size and time constraints allow. 

Ask participants to introduce themselves and name at least one thing they’re looking forward to as a new supervisor or what they hope to bring to the role. 
 
	
Note there is space in the participant guide for participants to write down their responses. The manual is intended to be a resource and to record their responses at this stage in their career for future reference and reflection.  





Agenda

[image: ]

	
	Slide 5
	1 minute
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Do:









	
Review the agenda for the course and the day. Highlight break times that support adult learning theory.  

	






Training Objectives 

[image: ]
	
	Slide 6
	1 minute
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Do:









	
Review the training objectives for the course.   

	



[bookmark: _Toc136442898][bookmark: _Toc136442960]


Module 1: The Big Picture

[image: ]
	
	Slide 7
	3 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Do:

Say:











Ask:
	
Introduce Module 1. 

The objective of this module is to review the big picture of leadership, organizational systems, and the importance of effective supervisors. Here, we will discuss the synergy between administration and supervisorial positions. We will also highlight the critical role of supervisors in enforcing policy and setting a culture that is adaptive and supportive of change.   

Show of hands: how many of you feel prepared to be a supervisor?

What are you worried about? What concerns or questions do you have about being a supervisor?
	












Remind participants that this is an interactive course; thus, class participation and input will be asked for and encouraged throughout.


Dream Team Activity

[image: ]

	
	Slide 8
	7 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	
[image: Meeting with solid fill]
[image: Easel with solid fill]
	
Do:




Ask:




Do:

Say:




	
Instruct participants to take a moment and think about a team they’ve been on and record responses in the participant guide. 

What words would you use to describe this team? 

What helped to bond this team?

List responses on chart paper. 

The teams you each envisioned were different yet connected by a common bond: a shared goal or expectation. In your career in corrections, you will be on many teams. Often, the shared goal will be to enforce safety and security, and the key characteristics you mentioned will support these teams throughout your career. 
	
Note: This can be a current or past team from childhood or adulthood. 

The team can be from 
the workplace, at home, in the community, sports leagues, book clubs, etc. 

The outcome of the team is not important—being a champion doesn’t matter—but a team that was supportive and encouraging.






Healthy Team Characteristics
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Do:


Ask:

Say:










Ask:
	
Review the Dream Team Activity responses with the characteristics on the slide. 

Were any of you surprised to see conflict on this list?

Healthy conflict is actually a vital characteristic of a high-functioning team. Team members who think alike tend to stifle creativity and diversity of thought. A team dynamic that doesn’t support dissenting opinions can limit productivity and progress, especially if a team member is afraid to mention something that will impede success.  

Another critical characteristic of a team is an overall commitment and a path forward towards the collective goals. These are often demonstrated through a mission or vision statement. 

Show of hands: who knows what their department’s mission statement is? 




Mission Statements
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Do:


Say:






	
Briefly discuss the information on the slide.

Your department has established a mission or vision statement that guides or directs it. 

Much like with the dream teams you were on, this is where the department defines the shared goal of your facility. While you will work with departments that operate differently to achieve different elements of the same goal, you will all be moving in the same direction. 

Let’s look at some examples of mission statements for different types of organizations. 

	



Guess Who: Mission Statement
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Do:








	
Ask the class which organization they believe has this mission statement. 

Click to reveal the logo. 

	
Answer: Nike





Guess Who: Mission Statement
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Do:








	
Ask the class which organization they believe has this mission statement. 

Click to reveal the logo. 


	
Answer: Southwest





Guess Who: Mission Statement
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Do:








	
Ask the class which organization they believe has this mission statement. 

Click to reveal the logo. 


	
Answer: Apple




Guess Who: Mission Statement
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Do:




Ask:


Say:






	
Ask the class which organization they believe has this mission statement. 

Click to reveal the logo. 

How do these companies achieve their missions? Does everyone have the same job? 

Mission and vision statements are often created by the administration and circulated for adoption and adherence. These statements tell you what to do, not necessarily how to do it. For instance, the engineers who design the furniture at Ikea aren’t responsible for managing fulfillment or setting pricing. Different departments work on their respective pieces towards the mission. These departments are dependent on supervisors to make this happen. That is where you come in. 
	
Answer: Ikea

If provided, add a slide with the agency mission statement. Ask the class to discuss the mission statement and what it means for their role as a supervisor. 



Administrators vs. Supervisors
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Do:

Say:













	
Review the information on the slide. 

Administration sets the vision and largely serves to influence and inspire—they are the decision-makers who drive change and set expectations. Administrators define what to do. 

Supervisors, on the other hand, implement the vision. They are the drivers for change and operationalize decisions and expectations. Supervisors drive how it’s done.

The important takeaway here is not necessarily the difference between supervisors and administration but the crucial need for both. Mutual appreciation for both frames of reference is also necessary for a company’s mission to be effective. 



[bookmark: _Toc136442907][bookmark: _Toc136442969]

Continuum of Justice Involvement
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Say:








	
The mission of corrections is impacted by several influences. This graphic depicts the continuum or cycle of justice involvement and how these institutions and policies support, deter or create pressures in other areas of the cycle. The front part includes early intervention efforts and community systems and policies, such as policing initiatives, bail reform, and sentencing structures. The middle of the cycle includes confinement and the services offered during incarceration. The influences of the front end affect the middle, such as bail reform efforts and access to (or lack of) community mental health services, changing the makeup of the population in jails. The end of the cycle includes anti-recidivism and reentry planning. While there is a human element to this that influences success rates, sometimes systems play a role. And less effective systems can contribute to individuals repeating through the cycle. 

Let’s focus on the middle part of this system a little more, where you come in. Corrections is a public service that is influenced by politics, media, advocates, legislation, and so on. There will always be external and internal forces that influence the way corrections is overseen and the mission of the department.  





Discussion Question: Influencers 
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Ask:


Say:
	
What other groups or stakeholders interact with corrections? 

Corrections is impacted and influenced by many entities and systems, and each comes with its own mission, stressors, and objectives.  

This adds pressure on correctional leadership and supervisors, as many of the implementation efforts or changes are influenced by outside agencies. 
	
Example responses: 
· Line Staff
· Medical
· Legal
· Advocates and ombudsman
· Community stakeholders
· Media
· Juvenile justice system
· Reentry services
· Families
· Court sentencing
· Bail reform 






Types of Organizational Change
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Say:


Ask:

Say:


Ask:

Say:
	
There are three types of organizational systems: ones you control, ones you influence, and ones you experience. 

Which type do you think feels better?

The ones you control or have the most say in to direct usually feel better to an individual. 

Which do you think feels worse?

The ones you experience without any input usually feel worse and bring about more resistance.  

Think about when seat belts were first introduced. The federal government spent many years working with the auto industry to make cars safer, such as airbags and seatbelts. In 1968, the government required all new cars to be manufactured with seatbelts. There was a time in the 1970s when mechanisms prevented cars from starting unless the seatbelt was engaged. In the 1980s, there were heated battles over seatbelts infringing on rights when states began enacting laws mandating their use. And today, it’s second nature to put on your seatbelt. We do it instinctively. 

In the fast-paced tech world we live in now, new systems inundate us at a much higher rate. And corrections is no different. The important takeaway of all this is that not all changes will be in your control, and sometimes, all you will be able to do is adjust the way you experience or are influenced by them and the way you pass that onto your staff. 







Activity: Systems

[image: ]
	
	Slide 19
	15 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	[image: Meeting with solid fill]

	
Say:

Do:






Say:

Do:

Say:


Ask:


Say:



Do:












Say:

Do:


Say:

Ask:



Say:
	
Let’s do an activity. 

Distribute the Systems Exercise handout facedown to each participant. Instruct participants that once they flip over the worksheet, they will have one minute to circle the numbers 1 through 60 in consecutive order. 

Go. 

Allow one minute for the exercise. 

Stop. Flip the worksheet over and write down the number you ended up on. 

What were your results? Share some of your responses. 

The reason you didn’t get a higher number is because you didn’t understand the system. 

Click. Reveal the vertical access on the worksheet. Inform the class that the odd numbers are on the left and even on the right. 

Click. Reveal the horizontal access and the circled numbers. Inform the class that the numbers switch between top and bottom every six numbers. 

Distribute a second copy of the worksheet. 

Go. 

Allow the class another one minute to conduct the exercise again. 

Stop. 

What number did you get to this time? 

Who did better than the first round?

Why do you think you did better? 

When we know the system or how to navigate within the system, we are better prepared and more likely to be successful. As a supervisor, you are the key intersection point between understanding the system and being able to communicate and enforce it with your staff. 




	
Find the worksheet for this activity in the Participant Material Guide. Ask participants to record their results for each round in their manual. 
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Tough Realities for Supervisors
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Say:






	
Supervisors are the go-between in a correctional setting. Often moving in multiple directions between leadership and line staff. Pressures from both sides can cause stress. Line staff are pushing against the status quo while the administration is trying to maintain it. You’re in between figuring out how to get the work done while being bookended by two sometimes opposing viewpoints. Think of yourself as the rope in a tug of war. 
It is a tough reality for supervisors to balance getting the work done and upholding the vision from administration while recognizing the perspectives of the staff you supervise. This can lead to supervisors feeling overleveraged, unfairly blamed, and answering to unrealistic expectations or perceptions of them. 

This is the challenge of your role. Feeling or experiencing these tugs is not an indication that you’re doing anything incorrectly. In fact, it could be a sign that you’re doing your job well. How you respond to these tugs can help you make sure the work gets done.

There is a way through. You are not alone.


Your Spot in the System
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Say:















Do:

Ask:
	
We’ve discussed how supervisors can get stuck in the hierarchy between leadership and direct staff, as well as how corrections is influenced by many internal and external factors. 

There are also times as a supervisor that you will need to operate within your position horizontally amongst peer-level supervisors in or outside of your department. Your success will hinge on the relationships you build and the credibility you establish and maintain—whether it’s a quick ask or a major initiative. 

It will benefit you to recognize how critical the other roles in the wheel are—not just upwards and downwards or across—but throughout the entire facility or organization. Each piece of the wheel has its own objective. While security is the shared value between each, there are philosophical differences in approach. 

Give an example of a time when a new initiative was rolled out. 

What happens if we only operate within our piece of the pie?


Silo Effect
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Say:



Ask:

Say:








	
It can create major pitfalls by “siloing” or working in isolation of one another, which can create duplicative work, inconsistencies, and frustration for staff and certainly the population. 

Have you ever experienced this? 

Think about when you have to call a utility company and get passed around from one department to the next and the next. This also happens, unfortunately, in education systems, legal, and healthcare. Private and public sectors encounter these situations. No one expects you to end the silo cycle in its entirety. There are times when siloing is by design in corrections, such as in medical, human resources, or investigations, where sensitive information is collected and kept and held to different standards. 

However, as a supervisor, it will be your responsibility to ensure you have good working relationships that are collaborative and to understand that all fits within the larger system and the mission of the department. 



Module 1 Wrap-up 
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Do:





	
Ask the questions on the slide. Comment as appropriate. 

Q1 Answer: C
2Q Answer: True
	
Before beginning the next module, give the class a five-minute break. As a general rule in support of adult learning theory, offer ten minutes of breaks per hour of training, i.e., 60 minutes of breaks for every six hours of training.

For quicker five-minute breaks, encourage the class to stand and stretch. This is a good time to reinforce staff wellness. 

Consider playing music during breaks for healthy brain breaks.  


Competencies and Skills
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Say:







Do:


Say:
	
As we move forward with this course, we will be introducing you to two guiding frameworks. Think of an umbrella. A, B, C, and D are the core competencies—or the canopy of the umbrella—and LEAD and FOLLOW are the skills—or the handle.

Review the four competencies and their meaning. 

We will then spend a large portion of this course learning about and practicing LEAD and FOLLOW skills. These are the skills associated with effective communication to support you as a supervisor. These skills support overall competency as a supervisory to help model alignment, boundaries, and disappointment to build resiliency.
	
Alignment: Following policy and enforcing rules, which includes accountability and consistency. 

Baselines and boundaries: knowing yourself and others on a foundational level. Maintaining and modeling healthy boundaries and promoting staff wellness.

Communication: how you interact with others to achieve goals and maintain safety. 

Disappointment: managing expectations and building resilience amongst staff through ongoing change. 


Module 2: The Basics
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Say:
















Ask:
	
We’ve reviewed how the systems work above, below, and around the corrections system. Now, let’s talk more about how you fit as a supervisor and how to establish your own management acumen to increase your chances of success. 

In this module we will distinguish what characteristics make a good supervisor and core competencies to establish your management style. Here we will discuss your ability to align with and enforce policy, set healthy boundaries, communicate effectively, and diplomatically disappoint staff.

Why do we want good supervisors?
	












Potential responses: 
· Safety and security
· Trust and reputation
· Staff wellness
· Encouraging growth Preventing lawsuits



Activity: Effective and Ineffective Supervisors
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Do:











Ask:

Say:
	
Instruct participants to think about supervisors they’ve had—both effective and ineffective. Refer to the participant guide to record their responses and list the characteristics associated with each type of supervisor. 

Instruct participants to ask themselves what made the effective ones effective—what did they do? And what made the ineffective ones that way—what did they do? 

Allow one to two minutes for participants to respond. Take some responses from the class and write on a chart pad. 

Did everyone feel the same way about this supervisor? 

Sometimes, there are less effective supervisors. But, other times, what you like about a supervisor, someone else may not have, and vice versa. 

Let’s look at an example of this.


Who Played It Best?
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Do:




Ask:



Say:
	
Ask for a show of hands for those who think Heath Ledger played it best. Then, a show of hands from those who think Jack Nicholson played it best. And last, a show of hands for who thinks Joaquin Phoenix played it best.

Ask one or two respondents why they feel that way. 

What do you take away from this?

We have different reasons for preferring people in a role. The actor didn’t change the central character of the Joker. But we have our own reasons for why one portrayal resonated more with us. It didn’t change the role that they played. Similarly, you all have the same role as a supervisor. But you may play it differently. 







Supervisor Acumen Styles
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Say:









Do:

Say:

	
Your supervisory acumen is the style in which you judge situations and interact with others given certain circumstances. 

There are many tools and assessments for learning your leadership style. Publications categorize styles from four to seven different styles, and some even higher. 

Review the types briefly. 

These are just examples of leadership styles. And most people float between different styles depending on the situation and need. 


	
As desired, this is an opportunity to add a personality or management style assessment tool. Facilitators are encouraged to use discretion to identify assessment tools most appropriate for the audience. In addition, facilitator(s) should be credentialed to administer and well-versed in summarizing results. 



Supervisor Style Factors
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Say:


	
Styles range from highly collaborative to highly independent that factor in your personality and skills for decision making, relationship management, and risk tolerance, among others. 

Depending on the situation, you may be more likely to be collaborative or open to input; in others, you may be more decisive and pragmatic. It’s a sliding scale for each of you.

Knowing your basic tendencies will be helpful in your career in determining which traits you want to change or lean into. There are also resources available to navigate less desirable traits or ones more likely to glean resistance.

A supervisor must understand themselves and their traits to be effective. This doesn’t happen by chance. One should be intentional about evaluating these traits and getting feedback from others. There are several assessments available to identify traits that are strengths and ones that are challenges.

You are encouraged to take available assessments. Take them as often as you’d like for comparison points. 





Top 5 Correctional Supervisor Skills
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Say:




Do:

Say:




Ask:






Say:

	
These are the results from an online survey where correctional supervisors were asked about the skills most needed to be successful in their work. 

Review the top five results. 
 
In this survey, active listening was by far the top skill and was designated as the one an employer seeks most for correctional supervisors. 

Do any of these surprise you? 

Are there others you would add?

Do these skills come easy? Why or why not?

These are sophisticated skills that sometimes take years to master. 
	
Active listening: giving full attention to what other people are saying, taking time to understand the point being made, asking questions, and not interrupting. 

Critical thinking: using logic and reasoning to identify strengths and weaknesses of alternative solutions, conclusions, or approaches to problems. 

Monitoring: assessing your performance, that of other individuals or organizations, to make improvements or take corrective action.

Social Perceptiveness: being aware of others’ reactions and understanding why they react as they do. 

Coordination: Adjust actions in relation to others’ actions.





Discussion Question: Concerns 
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Say:







Ask:




	
You don’t have years to wait until you’ve mastered supervisory skills. You’re in this position now and will, in some instances, learn as you go. Learning the hard way what not to do next time is a difficult approach, but it's a common part of management. 

What are some of the concerns you have as a supervisor? 

What are some ways you’ve seen or heard supervising others be challenging?

	







Potential responses: not enough time, staffing shortages, being misunderstood, managing former peers, being held more accountable







Tug of War
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Ask:

Say:








Ask:
	
Have you ever felt like this stick figure? 

As facility staff and certainly, as facility supervisors, you feel the pull of many competing priorities or mixed messages facility wide. Basic facility operations depend on the staff to make things happen. A lot is asked of you to keep everything going. 

For example, when you’re instructed to manage the amount of overtime allotted and then have to mandate overtime due to an increase in callouts. 

Has anything similar happened to you? What did it look like? How did you manage it? 

It’s hard to get the job done with so many competing priorities. Your concerns about your role are reasonable. Our goal is to equip you with some tips and techniques for navigating your role and finding balance in such a dynamic environment.



Core Competencies
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Do:


Say:








	
Review the four core competencies listed on the slide. 

For this course, the major skills for a good supervisor have been put into four categories, A through D. We will review each now.

	
Alignment is a supervisor’s ability to brace credibility and accountability by modeling expectations. 

Baselines and boundaries are critical concepts for knowing yourself and your staff and how to maintain professionalism. 

Communication is paramount as a supervisor to influence others and build trust. 

Disappointment is grounded in judgment calls and discretion to anticipate resistance or address discontent. 


A: Alignment
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Do:

Say:






	
Review the information on the slide. 

Alignment is a supervisor’s ability to brace credibility and accountability by modeling expectations. This is a time when the bureaucratic management style will be beneficial. 

Learn your institutional policies and know behavior code of conduct expectations. The more you can tie the times you need to address staff behavior or attitudes to established guidance, the more consistent and reliable you will be. 

Trust is a critical element for healthy team functioning. 


	







 


Video: Trust and Performance
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Say:








Ask:




	
Let’s watch a quick video about trust and performance. This is from Simon Sinek, an author and public speaker. He is a trained ethnographer—someone who studies the culture of groups or societies—and has done many speaking engagements related to leadership.  

Did anything from this resonate with you?

How do you connect this with your work?
 
Did this make you think about how you want to lead? If so, how?

	
Instruct participants to use their manuals to record thoughts, questions, and takeaways while the video is playing. 






 





Discussion Question: Performance and Trust 
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Ask:


Say:











Ask:




Do:



Say:


	
What do performance and trust look like? 

Simon highlights the values of performance and trust for making good leaders and healthy teams. As supervisors, it is important to note that trust, or maybe character, is a trait that is difficult to develop in people at this stage. It is also central to the relationships and culture in your system. Performance, on the other hand, is something that you can develop in your staff.

What factors would you consider related to performance and trust? 

What actions detract from trust? 

Review the lists with the class and draw comparisons or highlight responses where applicable. 

Performance and trust are two critical components to consider and watch for in your staff, as well as a way to establish your credibility as a supervisor. But they aren’t the only way.
	
List responses on chart paper. 



Potential responses: 
· Actions that align with policy
· Healthy boundaries
· Communication skills
· Consistency
· Discretion
· Confidence 
· Confidentiality 
· Understanding
· Patience
· Integrity






It Takes Time
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Say:










Do:

Say:
	
Credibility as a leader can’t be earned overnight and isn’t inherently given with your promotion to supervisor. As Sinek highlights, don’t overly concern yourself with being the best supervisor; instead, focus on being a consistent one. Because, as we agreed just now, consistency and character build trust which gives you time to continue to develop your performance, or skills.

Review the points on the slide. 

Your position is where the rubber meets the road and is the cornerstone of a healthy institutional culture. Your actions and your character set the tone and example for your staff to follow.

	




B: Baselines and Boundaries
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Say:



Do:



Ask:


Do:


Say:

















Do:

Ask:


Do:



Ask:




Say:
	
Let’s move on to the second core competency: Baselines and Boundaries. 

Click to reveal the first question. Facilitate a large group discussion with the first question and record responses.

What do we mean by “baseline”? What does that look like in staff?

Click to reveal the information related to baselines. 

It’s our constant—who we wake up as in the morning. It’s formed by each of our own unique experiences and genetics. It affects our temperament, tolerance, sense of humor, and more. 

Remember back to the survey where correctional supervisors listed the top 5 required skills. One of those skills was social perceptiveness, which is being aware of other’s reactions and understanding why they react as they do. This is where that comes into focus. 

Getting to know your own baseline is a critical step—self-awareness supports trust.

Click to reveal the second question. 

What do we mean by “boundary”? What does that look like as a supervisor? 

Facilitate discussion and record responses. Click to reveal the information related to boundaries. 

How might knowing a staff member’s baseline—their typical attitudes and behaviors—help you monitor boundaries?

A critical aspect of an effective supervisor is your ability to observe. The more you see and know, the better you can supervise. 




	









































Potential response: 
· Changes in dress
· Changes in demeanor
· Overall red flag behavior 
· Tracking inconsistency









Discussion Questions: Boundaries
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Do:








	
Click to reveal each discussion question. Facilitate discussion as desired and record responses as preferred.

As needed, encourage participants to also record responses to questions in the participant guide for future reference. 
	
Potential benefit responses:
· Trust
· Safety
· Productivity
· Lower stress
· Role clarity
· Prevent being compromised

Potential risk responses:
· Costly lawsuits
· Burnout
· Poor reputation
· Turnover
· Time management






Red Flag Attitudes and Behaviors 
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Do:


Say:








	
Review the list of red flag attitudes and behaviors and affirm with the responses generated from the class. 

Up to this point in your career, the focus for monitoring and addressing red flags and boundaries has primarily focused on institutional safety, such as preventing compromising situations and inappropriate relationships with the population. While you have boundaries with peers, you will likely need to redefine those boundaries as a supervisor, especially as you will be asked to direct more work and use more decisive and rules-driven management styles.

Workload management will look different now and you will need to focus on how you spend your own time as well as how staff spend theirs. You will need to realistically establish new boundaries and communicate those to your staff. 





Discussion Questions: Boundary Concerns
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Do:








	
Facilitate discussion and record responses on an easel chart. Responses generated through this discussion will be used to inform the Professional Boundary Small Group Activity on slide 43 (page 63).  
	
Potential responses: 
· Addressing colleagues that aren’t enforcing rules consistently
· When is it okay to lighten up
· Transitioning from yesterday’s peers

It is expected that the group will mention the struggle of transitioning from peer to supervisor. If not, ensure that is discussed to lead to the next slide. 




Boundaries With Former Peers 
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Say:




	
One common challenge as a newer supervisor is making the transition from peer to supervisor and reestablishing boundaries with friends and coworkers you’ve known for years.  

Address the elephant in the room. Don’t ignore it. It won’t go away. It’s up to you to initiate this conversation. 

Reset the dynamic. Listen to concerns your former peer may have. Don’t dismiss concerns, even if you don’t agree with them. This is an opportunity for you to describe your approach and identify solutions. It’s also a time to leverage skill sets if you know tasks they’re good at.  

Ask for discretion and patience. For example, if you and the individual are part of the same league or club in the community, they may know different personal information about you or know you in a different capacity. It’s not one-and-done. Show appreciation for the honesty of the conversation and commit to following up on the concerns mentioned. 


Small Group Activity: Professional Boundaries
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Do:


	
Divide the class into small groups of four to six. Instruct at least one group member to record responses in their manual. 

Refer back to the list of concerns generated regarding setting boundaries on slide 41 (page 59) and assign one to each group. If the list generated is limited, use these options: 
· When to be tough or use authority 
· Addressing cliques 
· Managing my time
· Keeping staff motivated 
· Monitoring staff wellness

Allow six to seven minutes for the class to discuss and write down response in their manuals. 

Debrief the activity. Ask groups to identify the solutions they came up with to address assigned concerns. 

Ask the rest of the class for input or additional ideas. 

Ask the entire class to name ways they came up with to support or encourage boundaries with their staff. 

	
The questions and instructions for this activity are in the participant guide. 

If time is limited, modify this activity into a class discussion using the two questions: 
1. What are some solutions for addressing this concern? 
2. How can you support or encourage boundaries?



If time is limited, pick one or two groups to report out. 





Strategies to Support Boundaries 

[image: ]

	
	Slide 44
	2.5 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	
[image: Easel with solid fill]
	
Do:


Ask:

Say:



Ask:

Say:








	
Compare information on the slide to answers generated through the small group activity. Comment as appropriate.

What is a trigger? How have you seen them in the workplace?

People can be triggered by sounds, smells, personal space, sights, and more. Because of individual life experiences, members of your staff will have different baselines and triggers. 

What do we mean by rechargers? What do they look like?

Rechargers are the things that get us back to our baseline. There are healthy and unhealthy rechargers. Healthy rechargers support resiliency and slow down or possibly prevent burnout. All of these components support you when establishing and maintaining healthy boundaries. It’s important to set the tone for a workplace that supports a healthy reporting culture where staff feel safe and supported coming to you with concerns about other staff or concerns about their own workload. 




Model the Expectation 
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Do:




Say:
	
Compare the responses provided through the small group activity to the points on the slide. Comment as appropriate.

Draw attention to the image. 

Professionalism is everyone’s job. You model acceptable attitudes and behaviors as well as those that won’t be tolerated.

Model routine maintenance. There may come instances where you may not be 100 percent professional or say the wrong thing. Don’t let these times go uncorrected or unaddressed. Relying on the poor memories of others is not a management technique. Staff will remember. These are the times when you will need to address the mistake, reinforce the expectation, and re-establish the boundary. Unprofessional behaviors and attitudes fester and grow when not addressed. Apologize, correct the course, and move on.






C. Communication
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Say:




Do:

Say:




	
Now, we will discuss the third competency: communication. Remember, we are still learning the canopy part of the umbrella; we will put these skills to use in the next module. For now, keep in mind how important it will be for you to lead and follow. 

Define the LEAD and FOLLOW acronym descriptors. 

LEAD skills will help you to lead with awareness and understanding. You will model the behavior and attitudes you want to see in your staff and throughout the facility. 

And follow, follow-up, and follow-through. Nothing hurts your credibility more than telling someone you will do something and then not coming through. A critical piece of following up and following through is providing feedback. Timely and relevant feedback is a powerful tool for supervisors and helps to promote accountability. 




Communication Discussion Questions
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Do:






	
Facilitate a large group discussion with the first question and record responses.

Click to reveal the second question. Facilitate discussion and record responses. 

Encourage participants to record responses generated by the class for future reference. 
	
Potential responses:
· More conflict management 
· Decision making 
· Not engaging in discourse
· Avoiding rumor mill 
· Confidentiality 

Potential responses:
· Knowing things you can’t share.  
· Wanting to know what can’t be shared. 
· Taking viewpoints into consideration that you may not agree with. 
· Being open to understanding all sides of an argument


Communication Flow
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Say:






Do:

Say:










	
One area often mentioned as a struggle is how to begin a difficult conversation, especially when pushback or a defensive stance is anticipated. Here is a helpful template to prepare and initiate those conversations. 

Review the flowchart on the slide. 

When having these conversations, it’s best to focus on the behavior you wish to address, not the person. Ensuring it’s attached to a why, such as jeopardizing safety, is also important for supporting your perspective. Lastly, an outcome sets the expectation for the changes you wish to see or the consequences you will then need to apply. This can also be used to address behaviors you wish to see continue. 
	
Example statements: 
Officer Jenkins, let’s talk about the low quality of the incident reports I’ve received from you. These reports are critical for getting information when it’s the most top-of-mind and when evidence can be collected. I need to see an improvement in these reports; otherwise, I will need to refer you to remedial training.  

Officer Houston, I’m very pleased with how you’ve pitched in this week because it shows you’re a team player. Keeping this up may give you an edge during promotion time. 



Triad Activity: Differing Viewpoints 
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Say:


Do:






















Do:


Ask:


Say:


	
Let’s practice this model through an activity involving differing viewpoints. 

Instruct participants into groups of three and review the activity in the manual.

Assign a topic or allow groups to choose their own. Have groups determine which two will take on a viewpoint and who will observe. Allow a minute or two for those assigned a viewpoint to prepare. 

Instruct observers to ask the assigned question to the triad, facilitate the discussion, and record their takeaways in the participant guide.

Instruct each triad to debrief the exercise. 
· Observers summarize the argument. 
· What were the main points each side was making –what did they value?

Debrief the overall activity with the class:

· How did this exercise feel?
· What did you get out of this?

This was a lighter exercise in differing viewpoints than you may experience as a supervisor. However, the concept of being open to listening to others and understanding how they came to certain conclusions and what they value will go a long way toward finding common ground. 

 As a front-line supervisor, you are likely to encounter some disgruntled staff in the facility. There will be many instances where you will need to understand different viewpoints to make informed decisions. Just like in this exercise, there may not always be room to or a need to resolve conflict or find a compromise. Sometimes, the solution is to find a way to agree and disagree respectfully. And to make sure that each side feels heard and understood. This flows well into the final core competency: disappointment. 




	
Determine if you will pair groups based on where they are seated or count off participants to mix up the groups. 

See the Facilitation Guide for setup, example topic, and debrief guidance. 

As time allows, continue the exercise so everyone can play the observer. 

If time is tight, consider having the two facilitators do the exercise and allow the whole class to be observers. 






 





D. Disappointment
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Do:


Ask:



Say:




Ask:



Do:

Say:

	
Introduce the last core competency: disappointment. Review the quote. 

What do you think about this?

What does this mean?

Think about “disappointment” as making necessary decisions or changes or delivering unwelcome news that upsets your staff. Oftentimes, this is unavoidable. 

In that light, what are some ways in which supervisors may need to disappoint their staff?

Field responses as appropriate. 

Just like earlier, when we talked about conflict being a healthy sign of team functioning—the inclusion of disappointment as a management competency may seem odd. It's an unfortunate part of the job, but you will not be able to please everyone. 
Because we like consistency and predictability, change is always hard or stressful at some level. Change creates a loss. Even “happy” change, like a new job, creates a disruption to existing relationships, roles, and routines. 
Some people handle change more adeptly than others, but that doesn’t mean that it hasn’t caused stress at some level. And as a supervisor your ability to recognize and address those signs of stress are important.
Disappointment is a natural part of life and work. It’s best to get comfortable with the fact that you will have to disappoint people. What is in your control, though, is how and when the disappointment is delivered. 
	
This phrasing has been attributed to Marty Linsky, Professor at Harvard University through a former student, Kristen Ziman at https://kristenziman.com/leadership-is-about-disappointing-people-at-the-rate-they-can-absorb/. 






A Supervisor’s Truth
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Do:


Say:








	
Have a participant read the quote on the slide.

It’s natural to want to be liked. But you won’t be everyone’s favorite. As with the characters you voted on, who were played by different actors and actresses, people have different experiences and perspectives that influence preferences. 

You may not be everyone’s cup of tea, but that doesn’t necessarily mean that you are doing anything wrong. 

	
Moore, M.G., Harvard Business Review. September 16, 2021: Available at: https://hbr.org/2021/09/youre-a-leader-now-not-everyone-is-going-to-like-you







 





Disappointment Discussion Question
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Do:



Ask:





Do:









	
Present the question on the slide and facilitate a group discussion. Record responses as appropriate. 

What does managing disappointment look like?

How can you manage the flow and frequency of disappointment? 

Affirm responses as appropriate. Responses will be supported with the information on the next slide. 





	







Note: Anchor back to managing the flow and frequency of disappointment if participants get stuck on the absorbable rate concept.


Strategies for Disappointment
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Do:

Say:









	
Review the strategies on the slide with responses fielded. 

Pay attention to the balance between good and bad news. Ensure you aren’t only engaging staff during difficult times. When staff are dealt an abundance of bad news, identify ways to help where you can. You will be the bearer of unfair news. While it may be fair according to the status quo or policy, the impact may not seem fair to the individual.  

Limit the spread of disappointment. If you can, share details that led to the decision. Allow time for staff to process and check in to make sure the individual doesn’t internalize the disappointment unintentionally or make broader generalizations into their personal life. Encourage staff to monitor their own baselines and engage in healthy rechargers. 

The role will cause you to upset people as you continue to make tough decisions, address conflict, and implement new initiatives that may draw out resistance. Sometimes, the disappointment will be for good reasons or in the spirit of growth, such as when you give feedback or push to bring out the best in staff, which will require you to ask hard questions and push people out of their comfort zones. Even in the spirit of growth, you will upset people. Get comfortable with disappointment.  




Module 2 Wrap-up
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Do:





Ask:





Say:







	
Ask what each of the letters in the core competencies stands for. 

Click to show the competencies and descriptions. 

Are there any questions about these concepts?

Any questions about everything we’ve gone over so far?

We’ve spent time talking about the big picture and how you fit into it. We have also demonstrated some basic skills that will support you as a leader. Now, we will take these concepts of what you do and why you do it and apply it to practical examples for how you do it. 

	







 


Module 3: The Skills
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Do:

Say:








	
Introduce the module. 

Here, we are going to dig deeper into the skills and techniques that will make you stronger and sharper supervisors. 

These skills are grouped under communication competency and are critical aspects for effective messaging and reaching desired outcomes. However, they will support you with all the A, B, C, and D competencies as you perform your role by aligning with and enforcing policy; setting, maintaining, and monitoring baselines and professional boundaries; and effectively delivering messages that may disappoint your staff in ways that support resiliency and job satisfaction. 
	







 



Techniques and Skills
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Say:








	
These are the six main skills and techniques we discuss, summarized by “Lead and Follow.” LEAD is an acronym for listening, empathy, adaptability, and discretion. With these LEAD skills, you will be able to communicate effectively as a supervisor to reach your desired result, reduce resistance, and build up your own management acumen. 

FOLLOW refers to using effective communication techniques to deliver effective follow-up to your staff and the importance of follow-through. Follow-through refers to taking things full circle, tying up loose ends, and being a supervisor of your word and action. 
	







 




Listening
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Say:








	
The first technique is listening. This is not a new skill. You’ve been doing this your whole life. Our intention here is to deepen the skills you already have to be the most effective and active listener. 

Listening goes beyond hearing. And active listening is the most effective form of listening that ensures you gather the true intended message and makes the person speaking feel heard. 
	







 





Active Listening
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Say:








Ask:







Say:
	
Hearing and listening are two different actions. Hearing is accidental, involuntary, and effortless. We hear all the time—commercials, music, conversations from people passing by, and so on. Listening, on the other hand, is more involved. It’s focused, voluntary, and intentional. 

How have you experienced the difference between hearing and listening? What did it feel like?

Have you ever felt yourself go from hearing to active listening? What did you do?

Listening takes more concentration and conveys to others that you’re interested or care. 
	
Facilitators draw from personal experiences, such as with personal relationships or children, on a time when you could tell someone was just hearing and not listening. 




Potential responses: 
· Turn towards the sound 
· Shut off or lower other noises 
· Lean in 
· Focus 
· Brain starts tracking 


Toss Game Activity

[image: ]

	
	Slide 59
	5 minutes
	

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	
[image: Meeting with solid fill]
	
Do:












Ask:



Say:


	
Provide activity instructions. 

Pick a participant to begin the game. Or choose your own word to kick off the game and toss the object to a participant. 

Monitor the activity to ensure each person gets to participate and that no word is repeated.

Debrief the activity. 

What did you think of this exercise? 

Was it difficult or easy? Why? 

Listening is hard, and pressure is added when you’re staying engaged to respond appropriately. 
	
Have an object prepared to use to toss, such as a ball, a soft object, or a wad of paper that is easy to toss and catch. 

Begin with one word. Then, the object is tossed to the next person to build upon. For example, begin with saying “car” and then toss to someone else who may say “seat” and then toss to the next who says “theater” and so on. Words connect to the latest word, not the initial word. No word can be repeated. 


Discussion Question: Active Listening
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Do:



Say:








	
Ask the question on the slide. Facilitate discussion and record responses as appropriate. 

Have you ever been in a conversation with someone, and you can feel their attention slipping? You call them out for not listening, and they get defensive and repeat your words to you. 

They heard your words, but you didn’t feel heard. That’s the difference between the act of listening and the art of listening. The art is not just hearing the words but knowing the meaning and feeling behind them. 


	
Potential responses: 
· Asking questions
· Looking at me
· Putting away distractions
· Drawing references to other things I’ve said before
· Not interrupting 
· Being still 
· Body turned toward me 







 


Active Listening Techniques

[image: ]

	
	Slide 61
	3 minutes

	Icons
	Facilitator Script or Talking Points
	Notes and Resources 

	

	
Do:










	
Briefly review the points on the slide. Verify with the techniques mentioned during the discussion question on the previous slide. 



	
Encouragers are brief phrases or gestures that let people know you’re listening and interested. Examples of encouragers:
· “Oh my…” 
· “And then what..”
· “I see…” 
· ‘Oh okay… “
· Mouth gaping 
· Eyebrow raising








Discussion Question: Effective Listener
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Say:




Do:


Ask:


Say:






	
Active listening is a helpful skill for interacting with others. But let’s talk about some other ways we use listening skills. 

Ask the question on the slide and facilitate a small discussion. 

Why do you want to be an effective listener? What can it help you do?

You’re less likely to get someone to see your side by doing all the talking. All you can do is communicate the points you already know. If you want others to see your point, you’ll be more successful when you let them speak, ask them questions, and guide them toward arriving at the same conclusion.
	
Potential responses:
· Listen more than talk
· Don’t overtalk the other person
· Have an open mind 

· Gain consensus
· Learn 
· Build trust
· Increase chances of success
· Lessen resistance 
· Prevent foreseeable obstacles 
 




 


Effective Listening
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Say:



Do:


Say:



	
Effective listening goes beyond the listening you do with your ears and gets into the listening you do with your eyes. 

Briefly review the slide and compare it with responses offered by the class. 

Leaders express authority in different ways. Some value being the first to speak, the longest to speak, or the only one to speak. There will be times when you will need to be firm and direct as a supervisor, but don’t sacrifice a good opportunity to learn just to be heard. 

Another important part of listening is being comfortable with silence and using silence effectively. We can communicate a lot without speaking.  
	
Social cues include noticing when someone has something to add or that a break is needed. 

Considering the context includes who’s in the room, current circumstances, and applying what you know. 

The listening ratio is the balance between time spent speaking and not. 

Group dynamics include personal histories and potential exclusionary cliques or subgroups.  


Detractors and Enhancers
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Say:



Ask:

Say:



Do:








Ask:


Do:

Say:








































	
One study found that to communicate, the words we choose account for 7 percent, tone of voice for 38 percent, and body language for 55 percent. 

Do these percentages surprise you?

These three components are dependent on one another to make sure you’re getting the intended message across. When used in alignment, they can enhance your message. 

Facilitators say the following phrases in a way that tone and body language align with the intended emotion. Ask the class to guess what emotion you’re trying to communicate. 
· “I don’t know” (angry)
· “It’s time to go” (tired)
· “What happened to you?” (disapproving)
· “What do you mean?” (frustrated)
· “Well, look at that” (sarcastic)

What am I feeling? How did my tone indicate that emotion? 
How did my body language communicate that emotion? 

Field class responses as appropriate. 

These were examples of how tone and body language can enhance the message we are trying to communicate. Now, let’s talk a bit about when body language and tone are not in alignment. When not in alignment, it can detract from what you are trying to communicate, which may lead to confusion or misinterpretation. They can also overshadow intention. 

Have you heard the phrase, “It’s not what you said; it’s how you said it?”? 

That’s a good example of how tone and body language outweigh the words used. Other detractors of our desired intent might include using defensive mechanisms, such as burying the message in humor or speaking forcefully to try to limit pushback. 
It is important for you to do your best to ensure these three components are in alignment to convey your own messages. However, in your role as a supervisor, you will also need to recognize these in others. You’ll need to coach and navigate the other person into a state where you’re able to understand what they are trying to communicate.  

A quick way to jeopardize your authority is to be baited into disagreement based on the other person’s tone. We have different triggers and tolerance for tone. Some people are put off by loudness, others by sarcasm or dismissive attitudes. Tone can shut down an effective conversation instantly. 

When someone is frustrated or excited, tone and pace can quicken or get higher pitched. Navigating these moments is critical—you don’t want to downplay frustrations or be dismissive of excitement. It’s also an important part of your own boundaries to not let tone elevate your stress level or response.  


Tone Management: De-escalation
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Say:






Do:

Say:


























Ask:




Do:


Say:

	
In heightened situations, it is easy to get sucked in and start responding in a way that mirrors the other person in the interaction. De-escalating these situations requires three steps using the acronym NOW.

Review the information on the slide. 

Notice your own body language and tone of voice. Model the calm response you want from the other person.

Offer reflective comments that show you are listening to what they say and how they feel. For example, “You sound really frustrated about the new leave policy.” 

Wait for the other person to explain their position and release the emotion (within reason) before responding with solutions. If you’re approached by someone in a heightened state, you will want to calm the situation immediately and, if possible, in the moment, bring them to a quieter space to de-escalate.

This “wait” is specific to when the person is explaining their position to make sure you don’t interrupt. This is also a time to assess if the individual is looking for solutions or just needs to vent. 

What are some phrases you’ve seen or heard that are effective for de-escalating a situation or managing tone?
 
Field responses and comments as appropriate. 

Let’s look at one option for managing tone and de-escalation. 


	
Encourage participants to record their questions and thoughts in the space provided in the participant guide. 





Addressing Tone
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Do:

Ask:


Say:






	
Review the sample phrase on the slide. 

What are we communicating by using this phrasing?

We are acknowledging their feelings—anger, frustration, sadness, guilt—and letting them know we care and want to hear what they have to say. It also acknowledges that their message is getting detracted by their delivery of it. With this we are also redirecting them to think about what they’re really upset about and what they expect from you. 


	






Tone Scenario Activity
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Do:











	
Read the scenario on the slide or ask a participant to read the scenario with frustration and annoyance. 

Ask for a volunteer or two to offer a potential response that will de-escalate the situation and manage the tone. 

If needed, go back to one slide to remind the class of the optional template when formulating responses. 

Allow the class to offer feedback on the provided response or what they may say or do differently. 
	
Encourage participants to record responses and takeaways in the space provided in the participant guide. 





Body Language and Nonverbals
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Say:











	
Body language and nonverbals account for a significant portion of how our messages are conveyed and interpreted. 

Posture includes how our bodies are positioned. Closed posture may involve crossing arms or trying to make yourself appear smaller. Open postures are often indicated by being open or relaxed, which may show confidence or willingness to listen. 

Eye contact means where you or the other person is looking during the interaction. Looking down at the ground, looking over their shoulder, and looking at you while they’re speaking are all indicators of how someone is feeling, such as feeling comfortable, confident, or embarrassed. 

Hand gestures involve the movement and placement of hands are arms. Placement of hands, such as on hips, or on one’s face, communicate different emotions. Movement of hands and arms such as waving arms around, pointing fingers, shaking, or making fists, also account for conveying emotion. 

Overall body movement, such as pacing, forming into a ball, trembling, or stomping, are also body language indicators for emotion. 

Lastly, facial expressions include eyebrow and forehead movements, pursed lips or gaping mouth, and squinting or rolling eyes. 

Facial expressions are some of the most subtle forms of nonverbals. We don’t always know how someone is going to interpret certain expressions. Some of us have tendencies to eye roll more often or have resting faces that appear less kind or easy to interpret. Because of this, let’s practice a little more with facial expressions and interpretation. 








Nonverbals Activity
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Say:


Do:





Ask:







	
Let’s do a quick activity that highlights the power of nonverbals.  

Arrange the class into small groups and distribute emotion slips to each participant. 

Debrief the activity. 

What feelings do we understand the easiest when only facial expressions are used? Why might that be?

How can facial expressions influence our ability to deal with misunderstandings?

Did you find that you were using any tricks or strategies to stay calm? If so, what were they?
	
Depending on timing, this activity can be shortened by having the facilitators act out some of the identified emotions and having the whole class guess what is being expressed. 

Allow up to three minutes for the small group activity. 

Encourage participants to record responses and takeaways in the space provided in the participant guide.


Empathy
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Ask:






	
What is empathy?

How do you show empathy?
	
Empathy is the action of understanding, being aware of, being sensitive to, and vicariously experiencing the feelings, thoughts, and experience of another, as defined by Merriam-Webster.

Potential responses:
· Don’t interrupt.
· Acknowledge and validate feelings or frustrations
· Don’t judge
· Put yourself in their shoes
· Paying attention
· Offering support 


What Empathy Is Not
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Do:

Say:



	
Review the points on the slide.

Sympathy is feeling for someone, whereas empathy is feeling with them. Being empathetic is a skill that doesn’t come naturally to all of us. Some of us are more inclined to want to fix the situation, find silver linings, and encourage forward movement. Problem-solving is a necessary skill for a supervisor, and in a dynamic correctional environment, you are driven to find quick solutions to resolve situations. 

Showing empathy is useful for helping others to untangle thoughts and emotions. Look at the graphic and think about this visual when someone is sharing frustrations or concerns with you. Empathy is connecting with the individual to understand the circumstances on a deeper level. 






Gaslighting
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Say:



	
Show of hands: How many of you have heard the term “gaslighting”? Does anybody know what it means? 

It comes from a Patrick Hamilton play from the 1930s called “Gaslight,” where a husband manipulated his wife into thinking she is crazy—saying things weren’t there that were, that he didn’t hear anything if she did, and that the gas lights in their apartment weren’t dimming. It has since been used to represent psychological manipulation. 

Sometimes, this happens unintentionally, but gaslighting tends to shut down productive conversations or escalate to a deeper disagreement. Phrases like “What have I done?” can innocently be lodged out of pure curiosity; however, at times, this is said when the person knows what they’ve done. It’s a manipulative tactic or a mind game. 
· “I’m sorry you feel that way..” 
· “This isn’t me doing this…”
· “You’re making that up, I never said that…”
· Other examples?


It’s All About Perspective
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Say:







Do:

Ask:


Say:
	
Gaslighting is an ineffective form of communication that dismisses the other person’s perspective. While the concept itself is rooted in a more deliberate form of psychological manipulation, the act of minimizing or refuting another person’s perspective is often done more subconsciously or to save time. Our perspectives are our reality, and it’s important to meet people where they are if you plan to move forward. 

Reference the image on the slide. 

Have you ever found yourself in one of these arguments? What did you do?

You won’t get agreement if you keep insisting that it’s a six when the other person knows it to be a 9. Depending on where you stand, you will see either a 6 or a 9. Neither side is wrong. Empathy is listening to understand the other person’s perspective openly.  

Empathy helps to prevent battles of will or senseless arguments.




Intent vs. Impact
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Say:
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Do:

Say:



	
Another form of time-consuming argument that can be avoided is the intent versus impact debate. To a great extent, the intention behind an action or statement is important. If you meant something to be hurtful, then you can’t be surprised when the person is hurt. 

Show of hands: Who here has ever said, “But that’s not how I meant it…”? 

Facilitator, share an example. 

What we sometimes see as a gift or to be helpful—that we are offering words of wisdom—can be interpreted differently. Regardless of your intention, as a supervisor, you will need to address staff concerns where they are and course-correct where needed. To move forward, it’s more important to pick up where they are than to be defensive and argue over intent and impact. 






Listening for What Isn’t Said
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Say:



Do:

Ask:

Say:





	
Another way to show empathy ties back to the effective listening we do with more than just our ears. Paying attention to what isn’t being said. 

Review the points on the slide. 

Any others?

In a correctional setting, there’s not always time at the moment to dig deeper, even when you have doubts about what one of your staff is saying. This ties back to understanding baseline behaviors or your staff to know when someone is upset or holding back. When there’s a lack of time, circle back later with less background noise and distractions to discuss. Tell them what you noticed in their behavior or attitude and ask them to share what they didn’t previously. Example prompting questions may be: “How are you feeling about this decision? It seemed like you had more to say…” 

As often as possible, follow up with staff to let them know you care. 


Listening and Empathy Scenario #1
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Do:
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Have a participant read the scenario on the slide. 

What’s a possible empathetic response?

What else might you ask, if anything?

	
Option to call on a volunteer to role-play this scenario with a facilitator and offer an empathetic response. The class can then offer feedback on the response. 

Encourage participants to record responses and takeaways in the space provided in the participant guide.





Listening and Empathy Scenario #2 
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Have a participant read the scenario on the slide. 

What’s a possible empathetic response?

What else might you ask, if anything?

	
Option to call on a volunteer to role-play this scenario with a facilitator and offer an empathetic response. The class can then offer feedback on the response.

Encourage participants to record responses and takeaways in the space provided in the participant guide.



Role Play Activity #1—Tell Me About Yourself 
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Arrange the class into triads. 

Advise the class that each person will have the opportunity to play the role of the supervisor.

Distribute role-play activity worksheets. 
· One character form to the participant playing the role of the staff member. 
· One supervisor instruction sheet for the participant playing the role of the supervisor. 

The observation form for the participant(s) playing the role of the observer is provided in the participant guide. 


	
If the class size is not divisible by three, any additional group members will play the role of the observer. 

Find the worksheets for conducting the activity in this facilitator guide. Note that the observation forms are provided in the participant guide and are not a separate form.


Role Play Activity #1 Instructions 
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Follow the timing listed on the slide. Move about the room during each phase to answer questions or appropriately prompt groups.  

Give the class two minutes to review worksheets and prepare for their role. Once the class is ready, instruct participants to begin the role-play. Call time after five minutes or when the majority of groups have reached a meaningful outcome. 

Then, instruct the observers of the interaction to facilitate a debrief with the triad. Observers should use the observation questions in the participant guide to lead the discussion. Allow time for the staff member and supervisor to reflect on the interaction. 

Call time at six minutes or when the majority of groups have shared feedback. 

Mix up the roles of the characters and continue for another two rounds until each participant plays the role of the supervisor. 




Role Play Activity #1 Debrief 
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Facilitate a large group debrief of the activity. 

Ask the questions on the slide. 

Get feedback from participants who played the staff member, supervisor, and observer. Strive to get input from at least one participant from each triad.  
	






[bookmark: _Toc181611897]Activity 1 Character Form—Trudy 
Tell Me About Yourself…
[image: Woman wearing a cardigan]
Instructions: 
1. Review the script and prepare for your role. 
Well, there really isn't much to tell you. I am the wife of a deployed soldier who works to pay our bills, take care of our kids, try to sleep, and then go back to work. I feel like all I do is work. With all the time we spend on OT, I don't have much spare time to spend with my kids, and I rely on my mom to help me with them. I am really good at my job and seldom require anything from anyone.  

2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 



Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------


[bookmark: _Toc181611898]Activity 1 Character Form—Trudy, Supervisor Preparation
Tell Me About Yourself…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a new supervisor and have been assigned to a new shift. You’re taking the opportunity to get to know the new staff members. Your goal is to establish rapport and get familiar with staff baselines to build connections. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611899]Activity 1 Character Form—Dennis 
Tell Me About Yourself…
[image: Man holding cup]
Instructions: 
1. Review the script and prepare for your role. 
I have been with our department for about a year and a half and worked the third shift most of that time. I am recently separated from my partner of 10 years. She has had a hard time with my work, the schedule, and all the OT we work. Anyway, I get along with all my co-workers and do my job. You won't have any trouble with me. I hope to promote soon and want to make this my career.  

2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 





Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------


[bookmark: _Toc181611900]Activity 1 Character Form—Dennis, Supervisor Preparation
Tell Me About Yourself…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a new supervisor and have been assigned to a new shift. You’re taking the opportunity to get to know the new staff members. Your goal is to establish rapport and get familiar with staff baselines to build connections. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

[bookmark: _Toc181611901]Activity 1 Character Form—Jim Dunn
Tell Me About Yourself…
[image: Man with facial hair]
Instructions: 
1. Review the script and prepare for your role. 
I'm married with four adult children and three grandchildren, with one on the way. I plan to retire in 2 years, three months, four days, 6 hours, and 22 minutes, but who is counting? There isn't much that I haven't seen in my 25+ years of service. I see the constant change of new administrations with their new "progressive" approaches to what we do and their complete lack of understanding of what it is like to work in a prison. Cluelessness comes to mind. I have had no desire to be promoted since my arrival, as it became abundantly clear that you lose a good chunk of common sense and brain cells at each promotion. In fact, it is only going to get worse because all of these entitled and lazy twenty-somethings we have working here have no idea what they are doing, and they are making this place unsafe to work. 

2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------
[bookmark: _Toc181611902]Activity 1 Character Form—Jim Dunn, Supervisor Preparation
Tell Me About Yourself…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a new supervisor and have been assigned to a new shift. You’re taking the opportunity to get to know the new staff members. Your goal is to establish rapport and get familiar with staff baselines to build connections. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

[bookmark: _Toc181611903]Activity 1 Character Form—Peggy
Tell Me About Yourself…
[image: Curly haired woman raising hand]
Instructions: 
1. Review the script and prepare for your role. 
I graduated from college about a year ago and began working here soon after as a unit counselor. I have enjoyed most of my time here. I have been married for five years, have no kids yet, and one dog named Banjo. I hope to make a career with the department and look forward to new opportunities. Five years from now, I hope to be a supervisor and eventually would like to be part of the department's management and executive teams.   

2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611904]Activity 1 Character Form—Peggy, Supervisor Preparation
Tell Me About Yourself…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a new supervisor and have been assigned to a new shift. You’re taking the opportunity to get to know the new staff members. Your goal is to establish rapport and get familiar with staff baselines to build connections. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 



[bookmark: _Toc181611905]Activity 1 Character Form—Gavin
Tell Me About Yourself…

[image: Man wearing shirt with pattern]Instructions: 
1. Review the script and prepare for your role. 
I have worked for the department for about five years, and most of that time has been spent on the third shift—just recently got put on this shift. I feel like the third shift is better because there is less brass running around looking for something to say you did wrong. I love my job and think it is a great fit for me. Someday, I want to become a sergeant, but I'm unsure how to do so. I have some schooling, but I'm not the greatest at it. I am divorced and have a daughter that I love very much. I hope to make her proud one day. 

2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611906]Activity 1 Character Form—Gavin, Supervisor Preparation
Activity 1: Tell Me About Yourself…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a new supervisor and have been assigned to a new shift. You’re taking the opportunity to get to know the new staff members. Your goal is to establish rapport and get familiar with staff baselines to build connections. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 




Adaptability 
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Do:

Say:







Do:

Ask:

Do:

Ask:

Say:
	
Describe the cartoon on the slide. 

Sometimes, this can be referred to as being caught in the cycle of naming the problem but then shying away when it comes to identifying solutions. There is constant change in corrections ---minute to minute, shift to shift, administration to administration. You won’t escape change, but you can learn to be more tolerant or comfortable with it—this comes down to your ability to adapt and to model adaptability for others. 

Ask the class to cross their arms. 

How does that feel? Comfortable? Natural? 

Ask the class to cross their arms the opposite way.

How does that feel now? Less comfortable? Why?

What seems like a small change to one person may not register to someone else. We all have different levels of tolerance for change.


Discussion Question: Adaptability 
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Ask the question on the slide and facilitate discussion. Record responses on chart paper as preferred. 

Encourage participants to record class responses in the participant guide for future reference and reflection. 

	
Potential responses:
· Finds common ground 
· Flexibility
· Confidence
· Balance 
· Ability to anticipate 
· Responsive to change

Oxford Dictionary defines adaptability as the quality of being able to adjust to new conditions.






Darwin Quote
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Say:

Ask:




	
Review the quote on the slide. 

How does this resonate with you? 

Does it apply to the work you do? How?













	





Adapt, Migrate, or Go Extinct
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Say:









Ask:

Say:
	
Darwin’s theory is that when faced with certain pressures or environmental changes, species have three options: adapt, migrate, or go extinct. Adaptations occur in plants, animals, and humans. 

In this example, we show how Darwin’s research with finches shows adaptations in bird beaks to respond to access to food sources. Some birds, such as geese, migrate to warmer areas as their feathers don’t store enough heat to survive harsh winters. The dodo bird has gone extinct due to hunting, other invasive species, and loss of habitat to humans. 

How do you see this concept applied to corrections?

When this concept is used in a professional or workplace context, “going extinct” may be equivalent to an initiative or campaign ending or an individual quitting their job. Similarly, when faced with pressures, staff have the options to adapt (follow the procedures, use the forms, etc.) or migrate (move to another department, seek a promotion, or quit). 

Think back to when the COVID-19 pandemic first began to spread and the pressures it placed on normal routines. Businesses around the world had major decisions to make in order to stay open or make a profit. CEOs had to adapt to a heavier dependence on technology and remote working. Today, some of those decisions have possibly permanently changed the way people work, with some offices never reopening and teleworking becoming more prominent, and in some cases, preferred. 

Whether in nature, the community, or corrections, there are many great pressures throughout history that have changed the way things are done. As we’ve said before, change is inevitable, what we need to do is build up our resiliency to adapt to those changes. 







Building Resiliency
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Ask:
	
Our ability to recover, change, or bounce back is essential in this field. You don’t have to like it, but you do have to do it. 

Resistance isn’t always a bad thing. Some pushback or resistance can strengthen an idea by pointing out areas of confusion, potential loopholes, or circumstances that may hinder successful implementation.
 
Resiliency is a learned skill. It is something developed over time when we adjust and accept change. 

Fill in the blank: Change is ______.

	
Encourage participants to record responses and takeaways in the space provided in the participant guide.



Types of Change
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One of the most important and stressful parts as a supervisor will be supporting staff through change.

There are times throughout our lives when change is inevitable. But just because we anticipate or predict the change doesn’t mean it’s welcomed. Change can fit into different combinations of predictable (aging, growing, dying), anticipated (driver’s license, marriage, children), welcomed, unwelcomed, and unexpected. 
 
Thinking back to the three types of organizational systems: those you control, influence, or experience, this also applies to change. We can anticipate and experience all three changes—going to school, graduating, moving, improving health and lifestyle, getting married, having kids, making investments, etc. These types of major life events have a profound influence on us and the way we live our lives and can build great confidence. However, there are also consequential life events that occur that are unwelcome or unwanted, such as divorce, bankruptcy, loss, and grief. 



Discussion Question: Reaction to Change
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Ask:

Say:

	
Ask the question to the class. Facilitate discussion as needed and record responses on chart paper if preferred. 

Do most people embrace it?

At times, the different responses to change can be attributed to someone’s personal level of tolerance, which can change over time or be based on the situation. 

	
Potential responses:
· Eye rolls
· Frustration 
· Refusals
· Indifferent 
· Fear
· Take it in stride 






Drivers of Change
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Ask:


	
Briefly review the points on the slide. 

Have you seen your facility affected by these drivers? How?

Let’s step outside of corrections for a moment and think about overall organizational change. Change is not unique to corrections. Industries worldwide have to change to stay relevant, meet customer needs, and keep up with trends. While corrections doesn’t have the same motivations as other industries---corrections isn’t profit driven or in a competitive market—it may be helpful to think globally about change and then draw from it what’s useful in your role. 

Okay, let’s do an activity. Show of hands: who here has been to McDonalds? 






Case Study: McDonald’s 1940-1948
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Review the points on the slide. 




	






Case Study: McDonald’s 1948
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Ask:



	
Review the points on the slide. 

The brothers were influenced by Henry Ford’s assembly line production and created their own Speedee Service System. They fired some employees, including carhops and dishwashers. They also created a new model with designated stations for employees. 

They were driven by speed and had a set recipe. If you wanted different toppings on your hamburger, you’d have to wait for it. 

What was driving these changes? 
	




Case Study: McDonald’s 1954 to Present
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Ask:
	
The McDonald brothers didn’t want to change their business model or the blueprint of stores. They liked having a small, manageable number of stores. After years of in-fighting between Kroc and the McDonald brothers, the brothers agreed to sell Kroc the company in 1961 for $2.7 million. 

In 1955, there were nine stores and by 1963, there were 500. Today, there are over 36,000 franchises in more than 100 countries with billions of hamburgers sold. By 2021, McDonald’s was the world’s largest fast-food restaurant chain, serving over 69 million people daily. Its valuation is approximately $257 billion. 

What was driving these changes?
	
How McDonald's Beat Its Early Competition and Became an Icon of Fast Food | HISTORY



McDonald’s Drivers of Change
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Compare class responses to the list of change drivers. 

Let’s talk about some other ways that McDonald’s has changed over the years. 



	
If time is limited, consider modifying the upcoming McDonald’s Case Study activity by using the Case Study Worksheet questions to facilitate a class discussion around two or three of the topics, as preferred. 

If modifying into block schedules or time is significantly limited, consider skipping this activity and moving directly to the McDonald’s Mission Statements slide. 





Case Study Activity 
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Ask:


Say:
	
Divide the class into small groups of three to five. Assign one topic to each group. The last topic, Missions, will be conducted as a group following the small group activity. Allow ten minutes for small groups to conduct the activity and record responses in the participant guide.  

Conduct a large group debrief of each topic as time allows. 

· What did you take away from this exercise? 
· How can you apply this to your work as a supervisor? 

The intention of this activity is to highlight the drivers of change and how decisions are sometimes made to appeal based on influences from subgroups that may or may not align with the initial mission (such as salads and fish sandwiches) and others that were unforeseen yet enhanced the mission (efficiencies in technology and electronic ordering) yet had societal impacts on the labor market. In any industry, especially corrections, these types of changes occur often and depend on supervisors to keep operations moving through implementation. 


McDonald’s Case Study Activity Debrief Guide 
Facilitators are encouraged to watch documentaries on the history of McDonald’s as well as the movie The Founder. There are also many articles written on the history, changes, and social influences of the company on the United States and the world. Don’t expect to know everything about McDonald’s. The purpose of this activity is for participants to bring their own individual experiences into the discussion. If groups need additional context for their assigned group topic, use the prompts below for additional context. 
Advertising: 
· McDonaldLand commercials with Ronald McDonald and the hamburglar and other characters. 
· The Monopoly game introduced in 1987
· Golden arches
· Superbowl commercials, bus stop advertisements, etc.
· Slogans: You deserve a break today, I’m lovin it, etc. 

Technology: 
· Heat lamps
· Fans to keep French fries crispy 
· Use of a funnel to control condiments
· Self-service drink stations
· Credit card machines
· Drive thru digital ordering
· McFlurry spoon doubles as a blender blade
· Used less comfortable seats to discourage longer stays

Community: 
· Donations to Salvation Army and NPR
· PlayPlace and Happy Meals
· Ronald McDonald houses
· Use of materials and the environment—styrofoam and single-use plastics
· Design didn’t include payphones, jukeboxes, or vending machines to prevent loitering—want to appeal to families 
· McDonald’s introduced the first PlayPlace in the early 1970s, which was part of McDonald’s culture in the 80s and 90s. “Stranger danger” era, injuries on equipment, lawsuits, communicable diseases, and the like resulted in McDonald’s quietly shutting down most of the PlayPlaces.
· The drive-in model largely appealed to young kids and young men who wanted to hang around the young carhops. Switched to self-service and no car hops with the “Speedee” mascot to speed up sales and prevent being a hang-out spot.  


Competition: 
· Dollar Menu
· McCafe
· Healthier food options—salads and grilled chicken
· Quarter pounder, Arch Deluxe, Filet O Fish, McChicken
· The Filet O Fish was introduced following low sales on Fridays at a McDonald’s franchise, due in part to Catholics not eating meat on Fridays. 
· Regional food items 
· Ticker on signs stating the number of hamburgers sold

Labor: 
· Switch from car hops to walk-up windows
· Use of single-use plastics to cut dishwashing costs
· Minimum wage opportunities
· 1 out of 8 people have worked at a McDonald’s
· Scholarship programs
· Franchise opportunities 
· Switch to frozen French fries to cut costs and eliminate the need for peeling and cutting potatoes each day. 

Cultural Influence: 
· Health concerns following the SuperSize Me documentary
· Menu options specific to the region
· Location of stores in suburbs
· Created a cost-effective model that appeals to all income levels 
· Responded to the needs of families following WW2 and the need for quicker meals and the surge in TV dinners
· Lawsuit from the hot coffee case 
· Kids menu and Happy Meal toys (Disney) 
· In Sweden, McDonald’s franchisees added bee hives to the roof

Menu: 
· Began as a BBQ restaurant
· Milkshakes 
· McPizza, McRib, McHotdog
· Shamrock Shake
· McMuffin and hotcakes 
· Redesigned a sportier-looking Ronald McDonald and added nutritional information to items (2005-2006)
· Posted calories on the order board (2012)

Debrief Questions: 
· What did you take away from this exercise? 
· How can you apply this to your work as a supervisor? 
Case Study Mission Statements 
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Briefly review the changes in mission statements over the years. 

What do you notice from these changes? 

What does McDonald’s value? How has it changed?

How have you seen the mission change in your time in corrections? 

What direction do you see your facility or department going in? 

Do you feel prepared to guide your staff through those changes? 


	




Discussion Question: Managing Change
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Ask the question to the class. Facilitate discussion as needed and record responses on chart paper if preferred. 

Encourage participants to record responses and takeaways in the space provided in the participant guide for future reference and reflection. 




	
Potential responses:
· Have a better understanding of policy and expectations
· Learn how to be patient
· Anticipate pushback
· Getting to know new peers
· Knowing when to push up
· Decrease burnout






Managing Change 
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Compare the points on the slide with the responses provided by the class from the previous slide. 




	






Managing Change Individual Activity
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Read through the scenario on the slide. Allow one minute for participants to respond to the questions in the manual.

Facilitate discussion with the questions from the manual: 
· What questions would you have for the captain? 
· What would you take into consideration?
· What, if any, resistance do you anticipate from staff?

Ask for volunteers to share how they would phrase this at the shift briefing. Gather feedback from the class on presented responses. 
	
This is an opportunity for facilitators to update the scenario depending on current challenges in the field or issues that are facility specific.  

This activity can also be facilitated as a group activity if desired. 





Discretion
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Do:


Say:




	
Introduce the fourth management technique: discretion. 

We’ve discussed how your abilities to listen, empathize, and adapt will support your success as a supervisor. Let’s now apply those concepts to your ability to apply discretion for effective decision making. 


	






Discussion Question: Discretion
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Do:



Ask:


Say:



	
Ask the question to the class. Facilitate discussion as needed and record responses on chart paper if preferred. 

How do you use or show discretion as a supervisor?

You are trained to look for risk and to be suspicious of behavior. You have used discretion for years in your work and personal life. You know how to use discretion when it comes to the incarcerated populations. As supervisors, you will have access to more sensitive information and 
more instances where your discretion will come into play. 

Discretion can also be defined by the strength of your judgment or decision-making.
	
Potential responses: 
· Secrets
· Choices
· Loopholes
· Confidentiality 
· Situational
· Nuance 
· Decision making
· Conflict management
· Authority

Oxford dictionary defines discretion as the quality of behaving or speaking in such a way as to avoid causing offense or revealing private information; and the freedom to decide what should be done in a particular situation.




Supervisor Discretion
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Do:

Ask:


Say:




Ask:



Say:






Ask:


Say:







Ask:


Say:
	
Briefly review the points on the graphic. 

In what instances would you use discretion to support confidentiality?

You will have access to more privileged information and will need to use more discretion to protect information on a need-to-know basis. 

In what instances would you use discretion to support expectation setting?

Formal and informal opportunities will present themselves to set expectations—whether through the behavior and attitude you model for staff or through performance reviews where clear expectations are provided. 
 
In what instances would you use discretion to support staff interactions?

It will be critical for you to empower all staff and to encourage professionalism. For example, you can use your discretion on whether or not to address a remark that could offend others. Addressing these comments early and clearly will support your credibility. 

In what instances would you show discretion to support trust and morale?

Your consistent and fair enforcement of the rules will go a long way in establishing trust as a supervisor. Ensure that the grunt work and special assignments are offered equally—supervisors who express favoritism detract from a supportive culture of fairness. 

Discretion is an umbrella term that relies on us to have good self and situational awareness, strong decision-making skills, and be objective, critical thinkers. This takes a level of maturity and confidence that you’re used to exemplifying and now need to take up a notch—it’s just not the incarcerated population that’s watching you now. You have staff looking to you to model and guide action and attitude. 

Think back to the Simon Sinek video about the Marines. When it comes to trust and performance, high-functioning teams work best when trust is high, even if that means performance is a little lower because a culture of character and strong relationships allows effective leaders to develop individuals’ performance.

	
Potential responses:
Confidentiality:
· Handling investigations
· Outcomes of investigations
· Employee discipline 
· Medical and mental health 
· FMLA/HIPAA

Expectation setting:
· Performance reviews 
· Coaching sessions
· Shift briefing 
· On-job training 
· Modeling behavior 
· Respectful language
· Promote wellness 

Staff Interactions:
· Setting boundaries
· Fairness with time off 
· Scheduling and posts 
· Managing up 
· Empowering staff 

Trust and Morale:
· Consistency with rules
· Encourage accountability 
· Recommendations for special promotions and assignments 
· Responding to immediate concerns 
· Checking on staff following critical incidents
· Modeling professionalism 

Decision making:
· Promotions 
· Discipline 
· Referrals
· Emergency response
· Desired outcome
· Recognizing bias
· Objectivity 

Express your authority:
· When to apply it 
· Checking ego 

Problem solving:
· Conflict management 
· Scheduling 
· Creative solutions 






Targeted Focus for Discretion
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Say:






	
These three areas are where your skills as a supervisor will potentially be tested the most. 

Time management will be a critical skill as your duties continue to grow. What you’re able to complete in a shift will impact staff and the population. 

Your use of authority will be a critical tool to use wisely and effectively. Not to be overused or underestimated. 

Conflict management will also tie up a large portion of your time. Let’s review these three areas further.  


	




Time Management
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Ask:



Do:

Say:









Ask:


	
What are the benefits of good time management skills? 

What are the downsides?

Review the points on the slide. 

Be realistic with your time—make sure you aren’t over-promising. Do routine audits of how you spend your time and ask for support where needed. Scheduling aids, such as calendars, reminders, sticky notes, or wall calendars. Avoid situations where tasks and progress towards tasks only exist in your head. Delegate appropriately and in ways that support growth. Don’t only delegate the menial work. Honor breaks by encouraging staff to use vacation time and to take shift breaks as indicated by policy. Ensure staff see you also taking the time you need to decompress and refocus. 
 
Are there any other techniques you use to help manage your time?


The Eisenhower Matrix
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Say:






































Do:

















Say:





	
Dwight D. Eisenhower was a productive individual by anyone’s standards. Throughout his career as a 5-Star General, Supreme Allied Commander at D-Day, and the 34th President of the United States, he developed a time management strategy that allowed him to prioritize responsibilities so he could move forward quickly and decisively.
The Eisenhower Matrix divides tasks based on urgency—how quickly something needs to be done—with importance—how much of your skill set is required to address the task or issue. 
For instance, a task that is both urgent and important should be handled immediately. A task that is important and not urgent should be scheduled to be addressed at a future date, or a plan of action should be determined. Tasks that are urgent but not important can be delegated to another representative. And tasks that are not important or urgent can be eliminated. 
It should be noted that “importance” and “urgency” can be subjective. What someone else sees as urgent or important, you may see differently, or vice versa. Certain tasks can also be promoted or demoted within quadrants depending on contributing factors or circumstances. For instance, the staff roster may not be urgent on Monday, but it may be by Friday. 
Refer participants to their manuals to read the scenario and tasks. Give the class a few minutes to review the tasks and determine which quadrant they’d put each task in. 
Draw the Eisenhower Model on an easel chart. Ask participants to report what they assigned as DO (urgent and important). Then, field responses in the same way for PLAN, DELEGATE, and ELIMINATE. 
Allow for group discussion and individuals to make the case for moving tasks into different quadrants. Strive for full consensus as time allows. 
Time management is tricky, and you will use discretion in navigating those competing priorities. Let’s discuss the next special consideration for discretion: the use of authority. 
	
Do: urgent and important—to be completed as soon as possible with your skills. 

Plan: not urgent but important—to be completed soon with an intentional approach. 

Delegate—urgent but not important—to be completed as soon as possible through another’s skillset. 

Eliminate—not urgent nor important—not a priority to complete. 

Activity tasks:
A. The gate officer tells you there was a fight last night in your unit involving staff injuries. 
B. An email comes in requesting your presence at a disciplinary hearing for an infraction you submitted. 
C. You are called over the radio to report to the officer station to escort a visitor. 
D. Another officer asks you what you’re bringing for the retirement picnic this weekend. 
E. An officer reports to you that a shank has been found in the dayroom.
F. There’s a report on your desk that an incarcerated individual reported being sexually assaulted in the shower. 
G. There’s a message from the local police department that a staff member was arrested over the weekend. 
H. Your Captain asks to see you in their office. 


Authority vs. Power to Influence 
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Say:






	
With your position comes a certain authority. Power and authority are often used synonymously. But they’re different concepts, and understanding those differences will make you more effective as a supervisor. Authority is given to you and is established by your rank and uniform. Your power can come from multiple areas and is based on your ability to influence and inspire. 
Think about it as the difference between someone doing the right thing because you’re in the room and someone doing the right thing when you’re not in the room. You can use your authority to get staff to do something immediately or if you’re watching. But your influence will get compliance whether you’re there or not.

	



Types of Power
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Say:





























Ask:




	
Your power may come from any combination and may change depending on the circumstance. The way you use these types of power is what determines how well you will be at influencing others. Some of these have more positive assumptions, such as charisma, expertise, and rewards; while others have a more negative connotation, such as fear. 

The trick is to find a healthy balance and also to understand in certain situations which power you’re leaning on and how that could be perceived. For instance, there will be times when you will need to lean heavily on your expertise or fear to get immediate compliance in an urgent situation. But this quickly becomes problematic if this is your only source of power. 

Fear can also be undermined if, as a supervisor, you don’t follow through—these soon become empty threats. It is critical that you are judicious with when and how you use fear to influence others. 

How have you seen supervisors misuse or abuse their authority? 

What happens when supervisors misuse or abuse their authority?

How can you avoid misuse of authority?


	





















Potential responses: 
· Favoritism
· Micromanaging
· Taking advantage
· Deception
· Avoid accountability

Potential responses: 
· Lose trust
· Lose credibility
· Make staff feel unsafe
· Creates unnecessary conflict
· Staff more likely to quit or disengage
· Increases stress and anxiety








Promoting Your Influence
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Say:









































	
Compare the points on the slide with the responses provided by the class. Reinforce points as needed with the suggested text below. 
Invite others (peers, supervisors, direct reports) to offer feedback on how you’re doing and where you could do better. 
Do your own self-reflection. If there are times you’ve found yourself cutting corners or treating someone unfairly, circle back and apologize. Relying on poor memory is not an effective way to supervise. Model the accountability. 
Delegate—as you learned in the Eisenhower Matrix activity, this can also be a helpful tactic for self-preservation. If there’s a particular skill or area you need to further develop and someone else is good at it and likes to do it, assign the task to them. Use the resources at your fingertips. Delegation can be misused, though, when only applied to the things you don’t like to do, or feel are beneath your rank. Use discretion to determine which tasks you delegate and which you lead based on the criteria of urgency and importance. 
Acknowledge the gifts of others. There are many talents amongst your staff. A good supervisor isn’t threatened by the strengths of others but sees how these can contribute to the greater good. Harness those strengths. 
Advocate for your staff. Staff will see when you’re taking their concerns or desires and trying to find solutions. In addition, ensure others are encouraged to advocate for themselves. Often staff don’t feel they have the ability to say “no” or “I’m not comfortable” or “I don’t have the capacity to take that on right now.” out of fear that you will find them less reliable. 
Empower staff to take care of themselves. Model taking a vacation and finding hobbies or activities outside of work that brings you joy. Conversely, pay attention to the tone you set. If you’re messaging staff after hours or on the weekends and not protecting your own work-life balance, staff may also feel compelled to overwork also and will burnout. 








Conflict Management Styles
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Do:
	
Explain the graphic on the slide. 

These are the five primary conflict management types. In the model, types are weighted by the importance of the goal and the importance of the relationship. Conflict styles are leveraged depending on the value or importance placed on protecting the relationship versus achieving the goal. You may have seen this in your personal and professional life. When a relationship is important, you may be more likely to “pick and choose your battles” or be more discerning in what you escalate or advocate for. Similarly, if achieving the goal is more important than the relationship, you may find yourself being less accommodating or unwilling to compromise.

Each style has a time and place—these are situational and not necessarily personality-driven. For instance, not every situation can be met with a compromise—sometimes the only acceptable option is compliance, such as if you see something happening that is unsafe. 
While it may seem that collaborating is the best style to use, not every conflict will have a third option that satisfies everyone. 

Styles aren’t permanent—they are situational. When you respond to a critical incident, you’re more likely to use a competitive style. You will give orders and commands to achieve goals with little regard to the relationships involved, and that’s appropriate. 

You’re more likely to use an accommodating conflict style if a relationship is important to you and you’re not certain that your point or side is correct. If neither side values the goal or the relationship, the conflict is likely to be avoided altogether. 

Provide an example of a conflict. 





Conflict Considerations
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Say:



Do:



Say:












Ask:
	
There are many questions to ask yourself before entering into or trying to resolve a conflict.  

Review the points on the slide and supplement them with the questions in the notes column. 

As you prepare to address a conflict, take the time to reflect on these questions. Identify the problematic behavior that needs to be discontinued and be specific. Don’t focus on the individual as much. 

For example, “you’re late all the time” versus “Three times this week, you’ve clocked in more than 15 minutes past shift. Timeliness is important. It’s unfair to the person coming off shift.”  

What response would you expect with the first phrasing? 

	
Time, place, and reason:
· Is it the right time?
· Is it the appropriate place?
· Is the argument reasonable? 
· Is this something to be addressed now?

Responsibility and goal:
· Is this my responsibility to solve?
· Do I have the authority to resolve this?
· What would be my goal?
· Can I fix this?

· Can I move it forward? Should I?
· Has this been addressed before?
· Am I prepared—do I need to collect more information?
· Am I in the right mindset?
· Is there a point?
· Is this about my ego?
· What are the expectations of each side?
· What’s my exit strategy?




Addressing Staff Behavior 
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Let’s revisit the template we worked with earlier to prepare for these conversations.  

Let’s practice with a couple of scenarios. 

Addressing Staff Behavior Example:
“Have a seat. I’ve been getting reports that you are being overly flirtatious with some of the new recruits. Regardless of your intention, it’s making others uncomfortable. Even the perception of impropriety jeopardizes safety. If this continues, I will need to complete a formal report and mandate harassment refresher training.”  


	
· Special privileges to certain incarcerated individuals
· Behind on paperwork. 
· Inappropriate joke. 
· Not being collaborative
· Flirting with coworkers
· Past deadline on required training
· Refusing to open cells 
· Poorly written incident report 



Role Play Activity #2
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Do:






	
Arrange the class into triads. 

Advise the class that each person will have the opportunity to play the role of the supervisor.

Distribute role-play activity worksheets. 
· One character form to the participant playing the role of the staff member. 
· One supervisor instruction sheet for the participant playing the role of the supervisor. 

The observation form for the participant(s) playing the role of the observer is provided in the participant guide. 


	
If the class size is not divisible by three, any additional group members will play the role of the observer. 

Find the worksheets for conducting the activity in this facilitator guide. Note that the observation forms are provided in the participant guide and are not a separate form.


Role Play Activity #2 Instructions
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Do:






	
Follow the timing listed on the slide. Move about the room during each phase to answer questions or appropriately prompt groups.  

Give the class two minutes to review worksheets and prepare for their role. Once the class is ready, instruct participants to begin the role-play. Call time after five minutes or when the majority of groups have reached a meaningful outcome. 

Then, instruct the observers of the interaction to facilitate a debrief with the triad. Observers should use the observation forms to lead the discussion. Allow time for the staff member and supervisor to reflect on the interaction. 

Call time at six minutes or when the majority of groups have shared feedback. 

Mix up the roles of the characters and continue for another two rounds until each participant plays the role of the supervisor. 



Role Play Activity #2 Debrief
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Do:






	
Conduct a debrief of the activity with the whole class. 

Ask the questions on the slide. Facilitate discussion as appropriate. 


	






[bookmark: _Toc181611907]Activity 2 Character Form—Trudy 
Do you have a minute…
[image: Woman wearing a cardigan]
Instructions: 
1. Review the script and prepare for your role. 
I have a lot going on now, and I'm wondering if I can adjust my schedule. My mom has had some health issues and can't drive for a while. I rely on her to get my kids to practice on Wednesdays while my spouse is deployed. Is there a way I can leave by 2:30 on Wednesdays moving forward? 


2. Conduct the role play. You approach your supervisor in the office and ask if the supervisor has a minute to talk. Read the script. Wait for the supervisor to respond and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 






Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------


[bookmark: _Toc181611908]Activity 2 Character Form—Trudy, Supervisor Preparation
Do you have a minute…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a supervisor and have been working on your new unit for a few months. Your goal is to lead by example and be firm, fair, and consistent. Focus on your ability to use your discretion and problem solve to reach desired outcomes.  

2. Conduct the role play. You are sitting in your office and a staff member approaches you asking if you have a minute. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611909]Activity 2 Character Form—Dennis
Activity 2: Do you have a minute…
[image: Man holding cup]
Instructions: 
1. Review the script and prepare for your role. 
I have been having some challenges with Officer Jenny Jones. As I previously told you, my partner and I recently split, and Officer Jones has been asking me out. I've said I'm not interested, but Officer Jones's buddies keep teasing me about it. This morning, there was a heart with our names on it inside my locker, and Officer Jones is always winking at me. I don't want any trouble, but someone needs to tell her to leave me alone.  

2. Conduct the role play. You approach your supervisor in the office and ask if the supervisor has a minute to talk. Read the script. Wait for the supervisor to respond and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 





Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------


[bookmark: _Toc181611910]Activity 2 Character Form—Dennis, Supervisor Preparation
Do you have a minute…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a supervisor and have been working on your new unit for a few months. Your goal is to lead by example and be firm, fair, and consistent. Focus on your ability to use your discretion and problem solve to reach desired outcomes.  

2. Conduct the role play. You are sitting in your office and a staff member approaches you asking if you have a minute. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611911]Activity 2 Character Form—Peggy
Do you have a minute…
[image: Curly haired woman raising hand]
Instructions: 
1. Review the script and prepare for your role. 
I need to talk to you about Officer Jim Dunn. Yesterday, I was trying to get into Unit C but couldn’t because he was asleep at the officer station. He finally woke up and let me in and just acted like nothing happened. Some of the incarcerated individuals were laughing and making faces at me while they were walking around the unit, mocking me and Dunn. 

2. Conduct the role play. You approach your supervisor in the office and ask if the supervisor has a minute to talk. Read the script. Wait for the supervisor to respond and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 





Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611912]Activity 2 Character Form—Peggy, Supervisor Preparation
Do you have a minute…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a supervisor and have been working on your new unit for a few months. Your goal is to lead by example and be firm, fair, and consistent. Focus on your ability to use your discretion and problem-solve to reach desired outcomes.  

2. Conduct the role play. You are sitting in your office and a staff member approaches you asking if you have a minute. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 



[bookmark: _Toc181611913]Activity 2 Character Form—Jim Dunn 
Do you have a minute…
[image: Man with facial hair]
Instructions: 
1. Review the script and prepare for your role. 
That is an outright lie. I never fall asleep while doing my job. I have been working here longer than most people have been alive. If there is someone you should be questioning, it is Counselor Whipp. She is always flirting with people who are incarcerated. 

2. Conduct the role play. You are called into the supervisor’s office. The supervisor tells you about a concern that has been reported. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 




Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611914]Activity 2 Character Form—Jim Dunn, Supervisor Preparation 
Do you have a minute…

Instructions: 
1. Review the prompt below and prepare for your role. 
You are a supervisor and have been working on your new unit for a few months. You were recently approached by a unit counselor who informed you about an issue* with Officer Jim Dunn. Your goal is to communicate expectations and basic security practices. Focus on your ability to address staff behavior and problem solving to reach desired outcomes.  

*Unit Counselor Peggy Whip reported Officer Dunn was asleep at the officer station, and she couldn’t get into the unit to work. Incarcerated individuals were mocking them both. 

2. Conduct the role play. You call the officer into your office to discuss the situation. You tell him what you’ve heard from Counselor Whipp. Officer Dunn responds to the situation. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

Role Play Activity #3
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Do:






	
Arrange the class into triads. 

Advise the class that each person will have the opportunity to play the role of the supervisor.

Distribute role-play activity worksheets. 
· One character form to the participant playing the role of the staff member. 
· One supervisor instruction sheet for the participant playing the role of the supervisor. 

The observation form for the participant(s) playing the role of the observer is provided in the participant guide. 


	
If the class size is not divisible by three, any additional group members will play the role of the observer. 

Find the worksheets for conducting the activity in this facilitator guide. Note that the observation forms are provided in the participant guide and are not a separate form.


Role Play Activity #3 Instructions
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Do:






	
Follow the timing listed on the slide. Move about the room during each phase to answer questions or appropriately prompt groups.  

Give the class two minutes to review worksheets and prepare for their role. Once the class is ready, instruct participants to begin the role-play. Call time after five minutes or when the majority of groups have reached a meaningful outcome. 

Then, instruct the observers of the interaction to facilitate a debrief with the triad. Observers should use the observation forms to lead the discussion. Allow time for the staff member and supervisor to reflect on the interaction. 

Call time at six minutes or when the majority of groups have shared feedback. 

Mix up the roles of the characters and continue for another two rounds until each participant plays the role of the supervisor. 




Role Play Activity #3 Debrief
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Do:






	
Conduct a debrief of the activity with the whole class. 

Ask the questions on the slide. Facilitate discussion as appropriate. 


	






[bookmark: _Toc181611915]Activity 3 Character Form—Trudy 
We need to talk. 
[image: Woman wearing a cardigan]
Instructions: 
1. Review the script and prepare for your role. 
Things have just become too much. You know I am one of the best officers here, and I do everything you ask of me. My mom's health is not improving, and my husband isn't expected home from deployment for another six months or more. My son seems to be struggling in school. I think he misses his dad. I should be able to get things back to normal in the next week or so.   


2. Conduct the role play. You are called into the supervisor’s office. The supervisor tells you about a concern that has been reported. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 




Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611916]Activity 3 Character Form—Trudy, Supervisor Preparation 
We need to talk. 

Instructions: 
1. Review the prompt below and prepare for your role. 
You notice that Trudy has requested to leave at 2:30 on more than just Wednesdays over the past few weeks. You have overheard a couple of staff complaining about covering for her. Your goal is to establish your authority and reset expectations for staff behavior.  

2. Conduct the role play. You call the officer into your office to discuss the situation. You tell Trudy about what you’ve noticed and been told. Officer Trudy responds to the situation. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611917]Activity 3 Character Form—Jim Dunn
We need to talk. 
[image: Man with facial hair]
Instructions: 
1. Review the script and prepare for your role. 
They were being "smart alecks” when I asked why they were in an unauthorized area (another person’s cell) without permission. It's no big deal. They are just upset because I caught them in the act. And the disciplinary hearing officer didn't even hold them accountable for the sexual misconduct that I previously wrote them up for. It's all just part of the game around here. 

2. Conduct the role play. You are called into the supervisor’s office. The supervisor tells you about a concern that has been reported. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 




Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611918]Activity 3 Character Form—Jim Dunn, Supervisor Preparation
We need to talk. 

Instructions: 
1. Review the prompt below and prepare for your role. 
You have completed a Use of Force review and found Officer Dunn was verbally abusive toward a group of incarcerated individuals. The incarcerated individuals had been in another cell without permission. Officer Dunn used derogatory language and accused them of sexual conduct. It was reported that he asked them if they: “would like some personal time tonight after lockdown to really take care of business.” Your goal is to establish your authority and reset expectations for staff behavior.  

2. Conduct the role play. You call the officer into your office to discuss the situation. You tell Officer Dunn about the outcomes of the Use of Force Review. You ask him what he has to say for himself. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 
[bookmark: _Toc181611919]Activity 3 Character Form—Gavin
We need to talk. 
[image: Man wearing shirt with pattern]
Instructions: 
1. Review the script and prepare for your role.
“Oh, uhhh I dunno.[Allow an opportunity for the supervisor to encourage you to be creative and show that the supervisor is interested in your ideas.] 

“Maybe we could bring in some people from the local community college. I used to take a couple of classes there. We are so short-staffed, though, that I’m not sure how we’d find the space to do any more programming.” 

2. Conduct the role play. You are called into the supervisor’s office. The supervisor asks you for your feedback on an upcoming initiative. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611920]Activity 3 Character Form—Gavin, Supervisor Preparation
We need to talk. 

Instructions: 
1. Review the prompt below and prepare for your role. 
You have been asked to come up with new ideas for how programming is delivered in the units. You have already engaged some program providers for their insight into the matter and would like to gain the perspective of the security staff. You decide to reach out to Gavin for feedback. 

How will you begin the conversation? How will you empower Gavin to be part of the solution? What steps will you take if you give him an assignment to ensure completion?  

2. Conduct the role play. You call Gavin into your office to discuss the opportunity. You want to empower Gavin to be creative. You also ask Gavin to be realistic about how other staff may show resistance. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

[bookmark: _Toc181611921]Activity 3 Character Form—Peggy Whipp
We need to talk. 
[image: Curly haired woman raising hand]
Instructions: 
1. Review the script and prepare for your role. 
“Oh, this is so great. Thanks so much for thinking of me. I’ve been collecting some cool ideas for the past few months. I’d love the opportunity to collaborate and see this through. This will be really helpful for my career goals, too. We can do so much with tablets now that will help with some of the programming space issues and movement.”
 
2. Conduct the role play. You are called into the supervisor’s office. The supervisor tells you about a concern that has been reported. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611922]Activity 3 Character Form—Peggy Whipp, Supervisor Preparation
We need to talk. 

Instructions: 
1. Review the prompt below and prepare for your role. 
You have been asked to come up with new ideas for how programming is delivered in the units. You have already engaged some correctional officers for their insight into the matter and would like to gain the perspective of the non-uniformed or non-security personnel. You decide to reach out to Peggy for your feedback. 

How will you begin the conversation? How will you empower Peggy to be part of the solution? What steps will you take if you give her an assignment to ensure completion?  

2. Conduct the role play. You call Peggy into your office to discuss the opportunity. You want to empower Peggy to be creative and consider how it can be done in a way that considers safety and security practices. Interact as natural. Observers will monitor the interaction.

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Module 3 Wrap-up
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Do:






	
Ask participants to provide the description for each letter of the acronym LEAD. 

Click. Reveal the four terms of the acronym. 


	















Module 4: It’s All Connected
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Do:

Say:






	
Introduce the fourth module. 

We’ve done a lot of work on the skills and techniques to be most effective in your role as a supervisor. Now, we will talk about how you will use those skills to encourage and cultivate the next class of leaders. 

In the module, we will discuss your role as a coach and the importance of follow-up and follow-through for increasing staff engagement and decreasing burnout. The next class of leaders is working for you. You are the first line of accountability to develop their strengths and discontinue problematic behaviors and attitudes.
	






Follow Up and Through
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Ask:













	
What does follow-up mean to you? 

What does it look like?

What does follow-through mean to you? 

What does it look like?


	
Encourage participants to record class responses in the participant guide for future reference and reflection. 





Follow Up and Through Examples
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Do:



Say:






	
Compare the information on the slide with the responses provided by the class. 

Following up as a supervisor creates further action. Follow-up provides an opportunity to debrief about actions or events and to plan for future adjustments. It’s a time to draw on lessons learned, which is primarily done through informal feedback or feedforward sessions or during formal performance reviews or coaching sessions. 

Follow through as a supervisor refers to bringing closure and being true to your word. This is critical for the core alignment competency--when you walk the walk and talk the talk. Follow-through significantly contributes to the confidence and credibility you build with your staff.   

Think about the Simon Sinek video and the role trust and performance play in establishing credibility. This is your opportunity to build up the next generation of leaders and model strong leadership skills that promote trust.  




	









Discussion Question: Impact
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Do:










	
Ask the question to the class. Facilitate discussion as needed and record responses on chart paper if preferred. 

Encourage participants to record class responses in the participant guide for future reference and reflection.
	
Potential responses: 
· Investment in the mission of the facility
· Instills confidence
· Provides an opportunity to address behavior
· Opportunity to adjust or improve behavior
· Show interest in additional assignments
· Check in on signs of crisis
· Promotability 
· Keeps staff engaged 
· Makes staff feel seen by management




Effects of Follow Up and Through
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Do:



Say:






	
Draw inferences from the responses provided by the class prompted by the discussion question. 

These are the three main effects of follow-up and follow-through that are relevant to your role as a supervisor. 


	






Employee Engagement Survey
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Say:















Ask:

Say:





















Ask:




Do:
	
This chart represents findings from the 2023 Gallup Employee Engagement survey. The top green line represents the percentage of employees who are engaged in their work—33 percent. The bottom blue line represents the percentage of employees who are actively disengaged—17 percent. 

This means about a third of employees are actively engaged with work, and 50 percent of people are neither engaged nor disengaged. In other words, half of the workforce in 2023 were indifferent towards their work. 

What does this mean to you?

The problem is that sometimes the 17 percent (those disengaged) can feel like 70 percent. Depending on the makeup of this group of actively disengaged workers and how much attention they generate, your role as a supervisor can be spent doing a lot of cleanup. 

Back in 2018 and 2019, active disengagement was at an all-time low (about 13 percent) and has been on the rise since 2020. These types of workers cost about $1.9 trillion in lost productivity. 

This is why it’s important as a supervisor to monitor the behaviors and attitudes of staff. You know or will soon learn who your informal leaders are, or those who other staff look to for direction or guidance. 

What else has been going on in the last couple of years that might have contributed to current staffing levels and engagement?

Gather a few responses from the class. Responses may include COVID-19, low recruitment and academy classes, push for more remote work options, and social media influencers making large amounts of money in advertising deals detracting from the traditional workforce. 


	
Gallup is a management and analytics advisory company. One of the areas that Gallup focuses on is employee engagement through a twelve-question survey administered globally. The survey measures employees' perspectives on the most crucial elements of workplace culture, such as staff development, recognition, relationships, and commitment. 






Managing in Today’s Climate
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Ask:





Do:

Say:


	
How have some of those factors affected supervision in corrections? What are some of the challenges you face as a supervisor that maybe previous supervisors haven’t had? 

Review the points on the slide. 

Corrections adds layers to existing challenges, such as mandated overtime, poor mental health support, poor overall conditions, and propensity for exposure to or involvement in violence. 

Studies and articles site several reasons for employees leaving their jobs. In large part, reasons are consistent over the years—such as pay, benefits, culture, and leadership. However, in recent years, there have been several global and political influences that have hurt criminal justice and front-line industries specifically and significantly. 
	
Other potential responses:
· Increase in staff wellness programs
· Diversity, equity, and inclusion initiatives
· Changes in the use of force
· Restrictive housing and segregation changes
· Housing of transgender or gender-diverse individuals
· Social media 
· High-profile cases of staff misconduct
· Consent decrees 
· Mental health needs



Employee Engagement Data
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Say:











Ask:
	
Review the data on the slide. 

When staff aren’t engaged, there will be more call outs, which increases mandated overtime for your staff. 

And nearly a third of the new staff being hired on leave within 90 days, which exhausts human resources and training resources. This also makes more tenured staff frustrated as they spend more time doing on-the-job training and are less likely to get to know new staff. 

But it isn’t only new staff who are leaving. Why else are staff leaving?
	
Potential responses: 
· The day-to-day was not as expected
· Incident or bad experience 
· Company culture was not as expected
· Unsatisfactory leadership
· Low pay
· Growth opportunities
· Benefits
· Remote work
· Stagnant leadership
· Misuse—over or under
· Burnout
· Culture
· Friends have left


Correctional Worker Data
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Say:








Ask:
	
This map represents results from The Marshall Project based on payroll records. All but three states report a decline in staff who work in state correctional systems. Twenty-one states have seen declines of 10 percent or more, with Arkansas at 20 percent and Georgia at 29 percent.  

What do you think this map will look like this year? Next year?

What are the effects of this level of turnover?



	
The data from 2023 will be available in June of 2024. Facilitators are encouraged to narrate new data results as they become available. 

The Marshall Project. January 10, 2024: New Data Shows How Dire the Prison Staffing Shortage Really Is. Available at: www.themarshallproject.org/2024/01/10/ prison-correctional-officer-shortage-overtime-data.





Employee Turnover
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Do:

Ask:







	
Review the data on the slide. 

Have you seen staff burnout at your facility?

If so, what does it look like? 

What are some signs that someone might be approaching burnout?


	
2022 Job Seeker Nation Report, Dynamic Motivations of Modern Workers 
Available at: web.jobvite.com/rs/328-BQS-080/images/2022-12-2022JobSeekerNationReport.pdf

Discuss with the participating agency the active staff wellness or engagement opportunities that are available. Consider adding a slide or highlighting those opportunities here.  





Potential Signs of Burnout
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Do:



Say:














	
Compare the information on the slide with the responses provided by the class. 

Individuals may experience one or more of these signs at the same time.
Burnout goes beyond the normal resistance or pushback during new initiatives that we discussed earlier. Burnout is not a medical condition; however, the symptoms of burnout can have significant effects on personal health. Corrections staff are especially susceptible to burnout, which we will discuss more now. 

	
Mayo Clinic, Job burnout: How to spot it and take action. Healthy Lifestyle, Adult Health. Available at:
https://www.mayoclinic.org/
healthy-lifestyle/adult-health/in-depth/burnout/art-20046642

Cleveland Clinic. February 1. 2022. What Is Burnout? Available at: https://health.clevelandclinic.org/
signs-of-burnout



Burnout Indicators 
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Say:





























Do:
	
This study evaluated the influences of burnout on corrections staff and the effectiveness of interventions. The good news is there are helpful coping strategies; the bad news is that burnout is high in this work. 

Emotional exhaustion, depersonalization, and a sense of accomplishment are the three main indicators and influences on burnout in corrections staff. These factors are pronounced in several areas, including those intrinsic to the job (long hours, physical working conditions, and risk of violence), staff roles in the facility that restrict autonomy and creativity, and organizational structures that offer low wages and low opportunities for growth. 

One important result suggests verbal victimization is oftentimes more damaging than physical victimization on burnout. We tend to focus more on the physical incidents and trauma; however, it’s the day-to-day work that burns staff out the most. Staff are bogged down by constant challenges that detract from their growth and development. 

Facilitate discussion using the information below that is specific to each point on the slide. 
	
Forman-Dolan J, Caggiano C, Anillo I, Kennedy TD. Burnout among Professionals Working in Corrections: A Two Stage Review. International Journal of Environmental Research and Public Health. 2022; 19(16):9954. https://doi.org/10.3390/ijerph19169954.

Maslach Burnout Inventory 

Emotional exhaustion: Burnout Reduction: Enhanced Awareness, Tools, Handouts, and Education (BREATHE)

Depersonalization: Internet Cognitive Behavioral Therapy (CBT)-based burnout program and Mindfulness Based Stress Reduction (MSBR)

	
	
	Emotional Exhaustion
Intrinsic to the job—
· Poor physical working conditions, workload (over/under), time pressures, physical danger, autonomy, isolation, and meaningfulness of work. 
Relationships at work—
· Includes relationships with supervisors, subordinates, and/or colleagues posing threats of violence, biased opinions, unsupportive management, and harassment. 
· High levels of trauma from witnessing violence or being subject to violence. 
· Results suggest experiencing verbal victimization may be more impactful than physical violence, likely due to the persistent nature of verbal attacks versus the isolated nature of physical attacks.
Depersonalization
Stressors with role—
· Overworked officers are significantly less personable toward people who are incarcerated.
· Unclear work or conflicting roles and boundaries.
· Having responsibility for other people.

Organizational climate—
· Highly structured environments create little opportunity for employee autotomy or collaboration. 
· Elevated levels of burnout when they reported exhibiting high effort on the job and receiving low compensation.
Sense of Accomplishment
Role in life—
· Lack of perceived control over their environment may deplete optimism, in turn decreasing the belief that their actions will impact their circumstances, 
· An individual’s work-life balance is indicative of inter-role conflicts that put strain on the ability to meet both work and personal life demands.
Growth and development—
· Correctional facilities are constantly facing staff shortages, policy adjustments, disputes among people who are incarcerated, and unexpected challenges, creating a work environment providing little time to focus on career development.




Discussion Question: Staff Engagement 
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Do:



Say:














Ask:
	
Ask the question to the class. Facilitate discussion as needed and record responses on chart paper if preferred. 

Many of the factors related to employee engagement, retention, and recruitment are outside of your control. For instance, you likely don’t’ have input in hiring/firing decisions or paying wages. However, you are the first line for addressing agency culture and promoting a supportive place to work. You know the baselines of your staff and what it’s like to work in housing units with the population every day. You are uniquely positioned to notice stress and burnout and connect staff with resources for coping techniques.

When can you do this?
	
Potential responses: 
· Show appreciation
· Communicate expectations
· Set goals
· Develop staff 
· Be a partner and a resource to staff
· On-the-job training


Opportunities to Engage Staff
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Say:







	
Review the points on the slide with the responses provided by the class. 

In your capacity, these aren’t just tasks to complete or get off of your to-do lists. These are critical opportunities for you to engage with staff. 
	





Importance of Performance Reviews
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Ask:




Say:









	
Describe the cartoon on the slide. 

What is the purpose of performance reviews? How are they used?

What happens when we don’t do performance reviews (handle them poorly or diminish their value)?  

It’s critical to pay attention to your staff. You are one of the first lines of defense for recognizing red flags or when a staff member is exhibiting out-of-character behavior. It’s also an opportunity to address attitudes and behaviors that are not tolerated.

One of the most basic and often overlooked or underused methods for increasing engagement is through performance reviews. Often, these are seen as an administrative task with limited value. However, if used effectively and valued, performance reviews can be foundational and revolutionary for addressing behaviors and attitudes you want to discontinue, alter, or grow. They can support staff retention and job satisfaction and build up the next generation of leaders.


Discussion Question: Performance Reviews
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Do:


Ask:








Say:






	
Ask the question to the class. Facilitate discussion as needed. 

Show of hands: how many of you have done performance reviews for your staff? 

How did it go? 

Why do some supervisors not want to do them?  

Another reason often reported is being uncomfortable or unpracticed when giving feedback.

 
	
Potential responses:
· Time consuming
· Don’t motivate staff
· Nobody looks at them 
· Never been modeled
· Fear of how it will be used
· Uncomfortable with giving feedback

As time allows, here is an opportunity for facilitators to review the agency or facility performance review process and forms associated. 


Feedback
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Say:







Ask:






Say:






	
Feedback is provided following an event or action where an objective lens is applied to assess the experience and identify areas where good decisions were made and where there is room for improvement. Feedback, in and of itself, is a useful and powerful tool. 
 
Show of hands: how many of you have received good feedback?

How many of you have received feedback that didn’t sit well with you? Why didn’t it? 

There is an art to giving feedback. It takes practice to give in a way that feels genuine and doesn’t make the receiver defensive. Timing, tone, balancing negative with positive, facts vs. perceptions, biases of the feedback giver, and so on, can deter the true purpose or importance of the feedback. 
	











Potential responses: 
· Wrong tone
· Too soon or too late
· The person didn’t have all the information
· All negative—didn’t pay attention to what I did well
· Didn’t take accountability for the part they or others played




Limits of Feedback and Performance Reviews
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Review the points on the slide. 

Timing includes the amount of time it takes to prepare and conduct performance reviews, as well as the proximity of feedback from the actual event. 

The predominant intention of performance reviews is to assess actions that have already happened. Thus, to its core, performance reviews are steeped as a model for giving feedback. 

The struggle is that for feedback to be effective, it needs to be handled in close proximity to the event to be most effective. This is not a time when you should be addressing something for the first time—unless the event happened recently. This review should not be used as the only time to give feedback. Nor should all feedback be accumulated and provided all at once. This is a time to consider all the information from the time period assessed (6 months or the year) and to focus on high-level and overall takeaways. 

The most effective performance management techniques are continuous, ongoing, and balanced with what’s happened in the past to inform what can happen in the future. 




Feedback and Feedforward
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Review the information on the slide.  

Feedback and feedforward are two useful tools for supervisors when used appropriately. These concepts are different, and each serve a critical role for supervisors. 

There are strong pushes in some organizations to migrate to feedforward. However, in corrections, there are times where we need to review exact factors and behaviors that surrounded a critical incident. 

Feedforward can be used at any time. In some instances, a meld of both will be used. These skills support you in your role as a coach to your staff.  

	














Encouraging Development
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Review the data on the graphic.

This is more data from the Gallup survey we discussed earlier. For this question, participants were asked if there is someone at work who encourages their development. Preliminary 2024 data suggest nearly 70 percent lack this support at work, with only 32 percent strongly agreeing they have this kind of support. 

While this shows some marginal improvement over the years, the majority of employees still lack someone who encourages their development.  


	














Collaborative Coaching
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Say:






	
Review the information on the slide.  

What is coaching?

What does coaching mean to you?

The term “coach” can mean a formal, trained person who is hired by an individual to support an individual goal, such as life coaches, professional coaches, health and wellness, financial, and so on. 

In other instances, a “coach” guides an individual or team towards a shared goal, such as a basketball or tennis coach. These coaches assess your skill sets to determine where development is needed and your personal contributions toward the shared goal. 

In your current capacity as a manger, we are using the term “coach” to be a hybrid of the two—you promote growth and accountability while ensuring goals align with the mission and values of the overall agency. 



Personal Investment Quote
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Review the quote on the slide. 

How does this fit for you? Is this true? 
	














What Coaching Is and Is Not
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Review the information on the slide. 

You may have several mentors for different aspects of your life where you seek guidance, such as for financial decisions, relationships, parenting, etc. Mentors draw on their own personal experience and may help with networking. Any individual can name someone as their mentor—it doesn’t require formal training. 

Coaching is also not therapy. Therapists are highly trained practitioners who identify and work through mental health conditions to focus on healing. You may uncover areas where the individual should explore more specialized support; in those instances, advise them to seek that support. 

Mentoring is not fixing the problem. It’s providing the space and the prompts for staff to get to a solution on their own. 

Being a coach does not mean you can’t still enforce discipline when necessary. Staff can still be held accountable for poor performance without dismantling the coaching aspect. While these instances may be used to guide or influence coaching, you still have to be a supervisor.    

Some organizations employ coaching styles only for progressive discipline or when a staff member is placed on a performance improvement plan. While the skills you use may look the same, progressive discipline is an administrative task you do as a supervisor. It will be critical that you use coaching techniques routinely and not only with under-performing staff. 

















Role Play Activity #4
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Arrange the class into triads. 

Switch up the roles of staff member, supervisor, and observer(s). 

Distribute role-play activity worksheets. 
· One character form to the participant playing the role of the staff member. 
· One supervisor instruction sheet for the participant playing the role of the supervisor. 

The observation form for the participant(s) playing the role of the observer is provided in the participant guide. 


	
If the class size is not divisible by three, any additional group members will play the role of the observer. 

Find the worksheets for conducting the activity in this facilitator guide. Note that the observation forms are provided in the participant guide and are not a separate form.

Note that the observer sheet for this round of the activity includes feedback and feedforward. 



Role Play Activity #4 Instructions
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Do:








	
Follow the timing listed on the slide. Move about the room during each phase to answer questions or appropriately prompt groups.  

Give the class two minutes to review worksheets and prepare for their role. Once the class is ready, instruct participants to begin the role-play. Call time after five minutes or when the majority of groups have reached a meaningful outcome. 

Then, instruct the observers of the interaction to facilitate a debrief with the triad. Observers should use the observation forms to lead the discussion. Allow time for the staff member and supervisor to reflect on the interaction. 

Call time at six minutes or when the majority of groups have shared feedback. 

Mix up the roles of the characters and continue for another two rounds until each participant plays the role of the supervisor. 





Role Play Activity #4 Debrief
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Conduct a debrief of the activity with the whole class. 

Ask the questions on the slide. Facilitate discussion as appropriate. 

	
















[bookmark: _Toc181611923]Activity 4 Character Form—Peggy Whipp
What’s next for you…  
[image: Curly haired woman raising hand]
Instructions: 
1. Review the script and prepare for your role. 
I’d really like to move into administration in the next three to five years. I’ve worked really hard to be collaborative across departments. I hope the issue with Officer Dunn doesn’t hurt me moving forward. Some of the other staff have been treating me like a snitch, and I was just trying to do the right thing. 
 

2. Conduct the role play. You are called into the supervisor’s office. The supervisor tells you about a concern that has been reported. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611924]Activity 4 Character Form—Peggy Whipp, Supervisory Preparation
What’s next for you…  

Instructions: 
1. Review the prompt below and prepare for your role. 
Your organization has begun a professional development program for all of its employees and has asked each of the supervisors to reach out to their staff and discuss what goals and expectations they have for themselves over the next three to five years. You decide to reach out to Peggy for input.
 
How will you handle this situation? What advice will you provide? How will you ensure this person feels supported and has improved confidence to work toward their goal? 

2. Conduct the role play. You call Peggy into your office to discuss the opportunity. You want to empower Peggy on how to reach her goals. Give her feedback on what you’ve observed and feedforward on where she can grow. Interact as natural. Observers will monitor the interaction.

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 
[bookmark: _Toc181611925]Activity 4 Character Form—Gavin
What’s next for you…  
[image: Man wearing shirt with pattern]
Instructions: 
1. Review the script and prepare for your role.
I’d really like to become a sergeant. It’s just me and my daughter at home and only my income. Getting a promotion would help me get out of the apartment we are in. It’s just been really tense around here with all of the changes. I don’t know that I could get staff to see me as a boss.  


2. Conduct the role play. You are called into the supervisor’s office. The supervisor asks you for your feedback on an upcoming initiative. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611926]Activity 4 Character Form—Gavin, Supervisory Preparation
What’s next for you…  

Instructions: 
1. Review the prompt below and prepare for your role. 
Your organization has begun a professional development program for all of its employees and has asked each of the supervisors to reach out to their staff and discuss what goals and expectations they have for themselves over the next three to five years. You decide to reach out to Gavin for input.

How will you handle this situation? What advice will you provide? How will you ensure Gavin feels supported and has improved confidence to work toward their goal? 

2. Conduct the role play. You call Gavin into your office to discuss the opportunity. You want to empower Gavin on how to reach his goals. Give feedback on what you’ve observed and feedforward on where Gavin can grow. Interact as natural. Observers will monitor the interaction.

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611927]Activity 4 Character Form—Dennis
What’s next for you…  
[image: Man holding cup]
Instructions: 
1. Review the script and prepare for your role. 
I'm not really sure what's going on with me. I feel exhausted and sick to my stomach most days. I don't seem to get much sleep, and before I know it, my alarm goes off to get ready for work. I don’t know where I see myself in three to five years. Right now, I just hope it’s not here.  
 

2. Conduct the role play. You approach your supervisor in the office and ask if the supervisor has a minute to talk. Read the script. Wait for the supervisor to respond and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 



Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611928]Activity 4 Character Form—Dennis, Supervisory Preparation
What’s next for you…  

Instructions: 
1. Review the prompt below and prepare for your role. 
Your organization has begun a professional development program for all of its employees and has asked each of the supervisors to reach out to their staff and discuss what goals and expectations they have for themselves over the next three to five years. You decide to reach out to Dennis for input.

Denise has been more distant than usual and has called out sick several days over the past few weeks with very short notice. How will you handle this situation? What advice will you provide? How will you help Dennis feel supported and have improved confidence to work toward their goal? 

2. Conduct the role play. You call Dennis into your office to discuss the opportunity. You want to empower Dennis on how to reach his goals. Give feedback on what you’ve observed and feedforward on where Dennis can grow. Interact as natural. Observers will monitor the interaction.

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


Module 4 Wrap-up 
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Do:








	
Ask the questions on the slide as a review.

	
Q1 Answer: B. Technology. 
Q2 Answer: True. 














Index Card Activity
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Do:








	
Distribute one index card to each participant. 

Instruct participants to write down their top three takeaways from this training. Three things that surprised them or concepts they will use. 

Ask the class to provide responses as comfortably as possible. Facilitate a small discussion. Collect the cards. 

Click. Instruct participants to write down the first two or three things that they will do to prepare for their next shift based on this training. Encourage practical and concrete examples of a behavior or act they will do, or a behavior they may discontinue as a result of this training.   







Stay Connected!
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Do:








	
Encourage the class to follow BJA for ongoing updates and resources. 

Dismiss the class. 


	
















Questions?
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Do:








	
Ask the class if there are any additional questions or comments from the training. 

Provide any evaluations as required or recommended by your agency or department. If certificates are generated, distribute those now or provide instructions on how participants can retrieve them. 

Thank the class for their participation.


	















[bookmark: _Toc181611929]Participant Agenda
First Line Supervisor Training
.
Sample Course Agenda
Day One
9:00-9:30 a.m.	Welcome and Introductions	
9:30-10:30 a.m.	Module 1: The Big Picture
10:30-10:40 a.m.	Break
10:40-11:30 a.m.	Module 2: The Basics
11:30 a.m.-12:30 p.m.	Lunch
12:30-1:50 p.m.	Module 2: The Basics, continued
1:50-2:30 p.m.	Module 3: The Skills
2:30-2:45 p.m.	Break
2:45-4:15 p.m.	Module 3, The Skills, continued
4:15-4:30 p.m.	Wrap-up 

Day Two
9:00-9:20 a.m.	Welcome and Reflections		
9:20-10:50 a.m.	Module 3: The Skills, continued
10:50-11:00 a.m.	Break
11:00 a.m.-12:30 p.m.	Module 3: The Skills, continued 
12:30-1:30 p.m.	Lunch
1:30-3:10 p.m.	Module 3: The Skills, continued
3:10-3:25 p.m.	Break
3:25-4:15 p.m.	Module 4: It’s All Connected
4:15-4:30 p.m.	Wrap-up 

Day Three 
9:00-9:15 a.m.	Welcome and Reflections
9:15-11:00 a.m.	Module 4, It’s All Connected, continued
11:00-11:10 a.m.	Break
11:10 a.m.-12:00 p.m.	Module 4, It’s All Connected, continued
12:00-12:30 p.m.	Wrap-up and Closing
12:30 p.m.	Adjourn
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[bookmark: _Toc181611931]Differing Viewpoints Activity Facilitation Guide

Setup: 
Instruct participants to get into groups of three. Each participant will have an assigned role: Side A, Side B, or Observer. 

If the class size is not divisible by three, allow one group of four, with the fourth as an additional observer. Consider one group of two without an observer. Or one facilitator can join a triad as the observer. 

Each group of three will be assigned a topic to discuss. Allow teams to choose a topic with two opposing sides or assign one from the list below. Ensure chosen topics are not overly controversial. This is intended to be a light and friendly exercise.

Optional viewpoints to assign: 
· 
5

1

· Pineapple on pizza vs. no pineapple on pizza 
· Beach vs. mountains
· Fall vs. spring
· Coffee vs. tea
· Be invisible vs. be able to fly
· Dogs vs. cats 
· iPhone vs. Android
· Star Trek vs. Star Wars
· Camping vs. yachting
· French fries vs. tater tots 


Instruct them to identify who will play Side A, Side B, and the observer. 

Ensure the class understands the instructions before beginning. 

Begin Activity: 
1. Allow a minute or two for those assigned a viewpoint to prepare for the activity. 

2. Instruct observers to ask “Which is better  ______ or _______. Why?” and facilitate the discussion.
a. Observer selects one side to begin. Allow up to one minute for the first side to respond. 
b. Observer allows up to one minute for the second side to respond. 
c. As time allows, Side A and Side B can discuss and rebuttal. 

Triad Debrief:
3. Instruct each triad to debrief the exercise amongst themselves. 
a. Observers summarize the argument. 
b. What were the main points each side was making –what did they value?

Class Debrief:
4. Debrief the overall activity with the class by asking the following questions. 
a. How did this exercise feel?
b. What did you get out of this?
c. Was anyone’s viewpoint changed through this activity? Why?
[bookmark: _Toc181611932]Nonverbals Activity Emotion Slips

	Angry
	Exhausted

	Excited
	Surprised

	Afraid
	Frustrated

	Annoyed
	Nervous

	Happy
	Sad

	Bored
	Confused




[bookmark: _Toc181611933]Character Activity Facilitation Guide
[image: Curly haired woman raising hand][image: Woman wearing a cardigan]
[image: Man with facial hair][image: Man wearing shirt with pattern][image: Man holding cup]

           Trudy		Dennis		           James 	                  Peg		           Gavin

Facilitator Instructions:
1. Divide into groups of three.
2. Distribute character forms, supervisor preparation form, and observer form to each participant. Any additional group members are observers. 
3. Each round of this activity includes three rotations. 

Begin Activity. 
Phase 1: Prepare for the role.
Allow two minutes for triads to read the worksheet and prepare their role:
· Staff member: Read the script. 
· Supervisor: Read the prompts for the upcoming interaction. 
· Observer: Review your goals for the interaction. 

Phase 2: Conduct the role play. 
Review the instructions provided on the Supervisor Character Form. 

Phase 3: Observer facilitates debrief. 
· What did the supervisor do well? 
· Where did they miss the mark? 
· How would this information be relevant moving forward as a supervisor? 

Rotate roles and continue the activity with Phase One with new characters until each person plays the supervisor role. 

Phase 4: Full Class Debrief. 
Follow prompts on the debriefing slide associated with each round. 







Scenario Character Development Guide 

Developing new characters for role playing doesn’t need to be complicated. Design characters that are quickly memorable and only add details that are relevant. Only include character dynamics that would alter how a situation is handled or the availability of resources, such as veteran status, family dynamics and medical leave, etc. Use the prompts below to set up a character and scenario to role play. 

Who: 
· Professional background: 
· Position
· Time in position 
· Employment history
· Work performance 

· Personal Background and Dynamics:
· Personality traits
· Family dynamics
· Marital status
· Trauma triggers
· Stressors—marital, health, financial, etc. 
· Other relevant circumstances

What skills do you want the supervisor to practice? 
· Empathetic responses
· Time management
· Coaching 
· Enforcing rules
· Conflict management between staff
· Professional boundaries
· Delivering disappointing news
· Addressing tone
· Encouraging resiliency
· Managing change
· Delivering feedback on performance 

When: 
· Interaction occurring in real time or with time to prepare for the conversation?
· Did this occur early, mid, or end of shift?
· Were others present?  
· Were there any events leading up to this incident? 

Where:
· Is this interaction occurring in view of others? 
· In a supervisor’s office? 
· In the hallway? 
[bookmark: _Toc181611934]Activity 1 Community Supervision Character Form—Sam
[image: A woman with ponytail hair]Tell Me About Yourself…  

Instructions: 
1. Review the script and prepare for your role. 
I’ve been working with the department for over 10 years, and this is the fifth supervisor I have had. I don’t know what’s going on, but the instability is concerning. I just keep my head down and get the work done. It seems with each new supervisor comes new rules and expectations. I have been doing this work long enough to know what I am doing.
 
2. Conduct the role play. Your supervisor will introduce themselves and ask you to tell them a little about yourself. Read the script. Wait for the supervisor to respond and interact as natural. Observers will monitor the interaction

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 



Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611935]Activity 1 Community Supervision Character Form—Sam, Supervisory Preparation
Tell Me About Yourself…  

Instructions: 
1. Review the prompt below and prepare for your role. 
Your department has changed to risk-based and reassigned staff members to your supervision. Your goal is to establish rapport and get familiar with the newly transferred staff member. Focus on your ability to be empathetic, set healthy boundaries, and encourage staff wellness. 

2. Conduct the role play. Briefly introduce yourself to the new staff member and your goal for this interaction. Ask the staff member to tell you a little bit about themselves. Respond to the staff member and interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611936]Activity 2 Community Supervision Character Form—Sam
Do you have a minute…
[image: A woman with ponytail hair]
Instructions: 
1. Review the script and prepare for your role. 
I’m having some issues with the other staff. You do things differently than the other supervisors I’ve worked for. I’m used to people pitching in and helping each other out more. The front desk refuses to print out the forms that I need when I ask for them.  


2. Conduct the role play. You approach your supervisor in the office and ask if the supervisor has a minute to talk. Read the script. Wait for the supervisor to respond and interact naturally. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 






Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------


[bookmark: _Toc181611937]Activity 2 Community Supervision Character Form—Sam, Supervisor Preparation
Do you have a minute…

Instructions: 
1. Review the prompt below and prepare for your role. 
You have been supervising your staff for over a year and enjoy the fact that your staff work independently. Your goal is to lead by example and be firm, fair, and consistent. Focus on your ability to use your discretion and problem-solve to reach desired outcomes.  

2. Conduct the role play. You are sitting in your office, and a staff member approaches you, asking if you have a minute. Respond to the staff member and interact as naturally as possible. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 


[bookmark: _Toc181611938]Activity 3 Community Supervision Character Form—Sam
We need to talk. 
[image: A woman with ponytail hair]
Instructions: 
1. Review the script and prepare for your role.
I don’t understand. I have always had other staff pitch in to help out. No one has ever questioned my work product or work ethic before. I was a top performer with my last supervisor. This isn’t my fault. 

2. Conduct the role play. You are called into the supervisor’s office. The supervisor asks to discuss a situation with you. Respond, when appropriate, with the script. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 

Cut Along Dotted Line
---------------------------------------------------------------------------------------------------------------------

[bookmark: _Toc181611939]Activity 3 Community Supervision Character Form—Sam, Supervisor Preparation
We need to talk. 

Instructions: 
1. Review the prompt below and prepare for your role. 
You have received multiple complaints from your staff that Sam is late to work often. On at least three occasions, Sam has called from the road while clients are waiting in the lobby for their appointments. Other staff members have been picking up the slack. Front desk staff are upset that Sam continues to treat them like personal assistants. You have also noticed Sam has missed deadlines, and the work product is not at the level it should be given Sam’s ten years on the job. 

How will you begin the conversation? How will you empower Sam to be part of the solution? What are your expectations?

2. Conduct the role play. You call Sam into your office to discuss the situation. You want to empower Sam to develop better time management skills and to integrate better with the team. Interact as natural. Observers will monitor the interaction.  

3. Group Debrief. When time is called, the observers will provide thoughts and feedback on the interaction. Add input as appropriate. 
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In 2016, 74 percent of employees were willing to
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Training Objectives

1. Review the big picture of leadership, organizational systems,
and the importance of effective supervisors.

2. Develop proficiency for performing the basic functions of a
supervisor and transitioning into the role by defining personal
acumen through policy alignment, professional boundaries,
communication skills, and decision making.

3. Demonstrate effective communication skills as a supervisor
through listening, empathy, adaptability, and discretion to
oversee change and manage conflict.

4. Apply skills to motivate, coach, and support staff effectively in
today’s climate and encourage development for the next class
of supervisors.
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