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DSP Supervisory Training Module 1 

1. Module 1 Supervision Presentation  

1.1 Untitled Slide 

 

Notes: 

Welcome to Enhancing Supervisory Skills. This section is part of the 

supervisory training course, included in the Leadership Excellence Among 

Developmental Disability Supervisors (LEADS) program, and is designed for 

Supervisors of Direct Support Professionals (DSP) who work within the 

Developmental Disabilities (DD) Waivers in Virginia. This section takes 

approximately 50 minutes to complete. 
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1.2 About this course 

 

Notes: 

This three module course is a self-study program for DSP Supervisors as 
required by DD Waiver regulations. It is designed to strengthen supervisory skills 
and support effective coaching of DSPs. It also provides information on DSP and 
DSP Supervisor orientation, training, and competency processes and 
requirements. The required supervisory test will be taken at the end of this 
course. 

 

Management and leadership content has been adapted from the Managing 
Virginia Program (MVP), which is a comprehensive management development 
program sponsored by the Department of Human Resource Management for all 
Commonwealth supervisors and managers. 

 



 

 

Published by Articulate® Storyline www.articulate.com 

1.3 Section 1 Objectives 

 

Notes: 

Supervising others can be a wonderful experience, but it can also be a heavy 
burden. Supervisory skills such as Communicating, Listening ,Organizing and 
Delegating are never easy, but they are skills that can be learned. It involves 
overcoming the habitual tendency to interrupt, to do the work yourself, and put up 
roadblocks or barriers. It requires a certain maturity and an openness to 
understand values and points of view very different from our own.  When we use 
these skills, our own ideas and values are sometimes altered. Supervising is 
intensely demanding and should not be entered into halfheartedly of carelessly. 

 

By the end of the section, you will be able to identify: 

 Basic Communication Skills 

 Elements of Communication 

 Benefits of Listening 

 Four (4) Skills of Active Listening 

 Aspects of Total Listening 
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 Time Management Techniques 

 Benefits of Delegation 

 

1.4 Communication-  The Basics 

 

Notes: 

Communication is one of the most critical skills that will determine your success 

in your job and in your life. What you say and how you say it will either build 

strong, positive relationships or destroy them.  Communication involves a 

speaker and a listener.  Just  because you speak, doesn’t mean that the listener 

heard or understood your message.  Communication is only complete when the 

message is understood. The way we communicate involves verbal and non-

verbal aspects. We will look at some specifics in these areas that will enhance 

your skills. 

 
Communication is also about relationships, and relationships are all about 2-way 

communication. As a supervisor, you are constantly building and maintaining a 
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professional relationship with your employees, co-workers, managers, customers, 

etc.  We will consider several ways to keep these relationships strong and 

healthy. 

 

1.5 Communication as a Supervisor 

 

Notes: 

As a supervisor, communication is a critical aspect of your job. You communicate 

every day as a supervisor. There is not a single management activity that is 

effective unless the supervisor communicates effectively. You give direction and 

communicate job  expectations; you give performance feedback and evaluate 

your employees periodically; you confront conflict in a way that deals with the 

problem but maintains your employee’s self-esteem; you coach your employees 

to help them improve their performance; you give praise and encouragement; 

and you communicate information through meetings and memos. 

 
According to experts, we spend approximately 75-80% of each business day 

communicating, depending on the type of job we have. The way that you 
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communicate with your employees can help to build your relationship on trust 

and honesty, or it can tear down trust and cause blame and anger. 

 

1.6 Is Your Message Believable? 

 

Notes: 

Have you ever listened to someone who’s words didn’t match their expression or 
body language? For example, someone who looks downward, is hunched over, 
whose face is sad and droopy, who speaks in a low, gloomy voice and says, “I’m 
very excited to be here.” The message doesn’t make sense because it is 
inconsistent. The words, the voice, and the delivery of a message are 
communicated each time we speak. They are all parts of your communication 
that need to match up in order to make your message believable. 

 

Professor Albert Mehrabian of UCLA, one of the foremost experts in personal 
communications, conducted a landmark study on the relationships between 
these three elements. If the message was consistent, all three elements worked 
together. His research was based on what listeners believed when there was an 
inconsistent message. The research found that the degree of inconsistency 
between these three elements was the factor that determined believability. The 
three elements are: Verbal, Vocal, and Visual. 
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 Verbal is the message itself, the actual words that you say. 

 Vocal is the tone, volume, speed, etc. of the voice that carries those words. 
 Visual is your delivery of the words, what people see of your face and body 

language when you speak. 

 

Which element do you think carries the most believability when you are 
speaking? 

 

1.7 “Life” in Your Words = 

 

Notes: 

Having “Life” in your words, means speaking things that encourage and build 

people up, and results in these things: Respect, Worth, Value, Peace, Joy, 

Harmony, Good Relationships, Support, Teamwork, Less Conflict, Less Tension, 

Motivation, Health &  Energy, and the Desire to Try Harder. 

 
Some examples could be: “Thank you so much for your hard work, I really 

appreciate it;” or “I know you can do this job well;” or “You have experience in 

this area, what do you think? Or “That’s a great idea, I never thought of it that 



 

 

Published by Articulate® Storyline www.articulate.com 

way.” 

 
If you can create this kind of environment with your work team, you will have 

much more productivity and joyfully produce the results you need with effective 

teamwork and much less hassle and tension. Most people desperately seek this 

kind of working environment, and will consequently stay longer and do a better 

job. 

 

1.8 Listening- The Benefits of Listening 

 

Notes: 

Communicating your message, as a speaker, is only one part of the 
communication process. The other part is being the listener. Listening attentively 
and with empathy is one of the best ways to show respect for your employees. It 
demonstrates that you believe the employee has worthwhile thoughts, 
suggestions, and ideas and therefore is a valued member of the work team. 
When people feel needed, appreciated, and understood, they tend to be more 
motivated and take more interest in what they do. 

 

Empathetic listening does more than facilitate employee motivation. It helps 
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protect the supervisor from being blind-sided. Employees will not open up to 
leaders who are aloof or too busy to spend time listening. Without the knowledge 
of what employees really think and believe, the supervisor is vulnerable to the 
sudden surfacing of a major morale problem. By listening to your employees’ 
perceptions of problems and issues that face them on the job, you can resolve 
them before they escalate. 

 

1.9 #1 – Hear the Message 

 

Notes: 

The first Key Element of Listening is to Hear the Message. I’ve heard it said that 
we  were created with 2 ears and one mouth because listening is twice as 
important as  talking. Hearing is the beginning of the listening process. It is non-
selective and involuntary. However, when you choose to listen, it is on purpose! 
Listening is  voluntary. From the constant noise around us, we select what we 
want to listen to. Our choices of what to listen to often come from previous 
choices based on our interests and needs. In order to listen to a speaker, we 
begin by hearing and selecting, or paying attention to, the verbal messages and 
the accompanying non-verbal signals. When these messages are interesting or 
important, we pay attention to them. We choose to listen because: the message 
is important, we are interested, we feel like listening, or we listened to this kind of 
information in the past. 

 



 

 

Published by Articulate® Storyline www.articulate.com 

We tend to hear what we expect or want to hear, and filter out that which is not  
consistent with our feelings and attitudes. Sometimes, even when we choose to 
listen,  anger, frustration, grief, or hostility can act as “emotional cotton” in our 
ears to keep us  from really listening. 

 

1.10 #2 – Interpret the Message 

 

Notes: 

The second Key Element of Listening is Interpret the Message. Interpreting a 
speaker’s message means coming to a mutual understanding of the speaker’s 
meaning.  Listeners often experience problems at this level because no two 
people perceive things in the same way. Speakers do not always say exactly 
what they mean, or mean exactly what they say. 
On the other hand, listeners have to interpret the words, tone of voice, non-
verbal cues, and filters used by the speaker. Words explain experiences, but 
people give meaning to words. Most voices convey about 30% of the meaning of 
a message. The tone of  someone’s voice can be insistent, pleading, questioning, 
whining, demanding, etc. 

Non-verbal cues, or body language, are messages sent by the speaker’s facial 
expressions, gestures, eye contact, posture, etc. Good listeners use their ears, 
eyes,  and intuition to interpret a speaker’s non-verbal feedback. More than half 
of most human interaction is through non-verbal communication. Good listeners 
who aren’t sure of the speaker’s meaning will ask for repetition or clarification. 
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Let’s take a minute and look more closely at “filters.” 

 

1.11 #3 – Evaluate the Message 

 

Notes: 

The third Key Element in Listening is to Evaluate the Message. Good listeners 
make sure they have all of the key information before forming an opinion. They 
do not jump to  conclusions based on a bias or incomplete information. They may 
agree or disagree with the speaker. Good listening does not mean automatic 
agreement. A good listener will weigh and analyze all of the evidence before 
reaching a final decision or making a written or verbal judgment. We run into 
problems with evaluation when we think mechanically or jump to conclusions. We 
must ask ourselves if we are listening to someone or listening against them. Are 
we evaluating or making a value judgment? 
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1.12 #4 – Respond to the Message 

 

Notes: 

The fourth Key Element in Listening is to Respond to the Message. Although a 
response may be considered a speaking rather than a listening role, it is critical 
to clear communication. The listener must let the speaker know by verbal and/or 
non-verbal feedback what was heard and how it was heard. Good listeners 
accept responsibility to provide feedback to the speaker in order to complete the 
communication process. 
Good listeners have a strong desire to reach a common understanding. 
Responsible responses inform the speaker that the message was heard, it was 
understood, and it was evaluated appropriately. 
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1.13 Total Listening 

 

Notes: 

People want you to listen, so they look for clues to prove that you are. Good 
listeners give both verbal and non-verbal signals that they are listening. Here’s 
how to be a total listener: 

 Maintain Good Eye Contact 

 Lean Slightly Forward to convey a positive, attentive, encouraging attitude 

 Reinforce the Speaker by nodding & paraphrasing what they said 

 Clarify by Asking Questions 

 Actively Avoid or move away from Distractions 

 Commit to Listening & Understanding what is said 

 

Listening is a learned skill and you CAN learn to improve your listening efficiency 
as you enhance your skills. 
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1.14 Feedback 

 

Notes: 

Active listening depends on feedback. You’ve paraphrased and clarified what 
was said, and hopefully understand it. This is the point at which you can talk 
about your  reactions. In a nonjudgmental way, you can share what you thought, 
felt, or sensed about what was said. This is also a time to check your perceptions. 
Feedback helps the speaker realize the effect of what he/she is communicating. 
There are a few rules of giving feedback: Give feedback immediately; be honest 
about how you feel, yet supportive of the speaker, saying what you need to say 
without causing damage or defensiveness. For example, saying “I get the feeling 
that there’s something you're not telling me” is more supportive than “You’re 
holding out on me.” 
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1.15 Organization-Conduct a Time-Management Audit 

 

Notes: 

The best way to begin gaining more control over your time is to conduct your own 
time management audit. This is nothing more than a detailed log of how you 
spend time over the course of a week. You don’t need to go to extremes. Just 
keep a notepad or electronic organizer handy in your office. Every hour or so, 
take a few minutes to note how you spent the previous hour. While you’ll want to 
note time spent on routine activities such as talking on the phone or filing 
paperwork, you don’t have to account for every second. After keeping the log for 
at least five days, analyze your time-usage patterns. To make things easier, 
divide the various activities you’ve written down into categories such as 
“meetings with employees” or “writing memos.” Don’t worry about having too 
many categories because you can always consolidate later.  

 

Conducting a time-management audit will help you gain insight into how much 
time you waste on tasks that don’t produce the results you want. Here are some 
questions to consider as you go through this exercise: What are your priorities? 
Are you able to allocate sufficient time to the tasks that are most important to you, 
your career and your job? What are the results? Generally speaking, are you 
able to achieve the goals you set for any given day? Who’s in control? Are you, 
for the most part, in control of your time, or is your schedule controlling you? How 
often do you have difficulty meeting deadlines? How can you change? Is there 
any way to spend less time on less important tasks without decreasing your 



 

 

Published by Articulate® Storyline www.articulate.com 

overall productivity?  

 

1.16 What’s Working/What’s Not 

 

Notes: 

Determine what’s working and what’s not working. Discuss the answers to the 

following questions with your employees: 

 How did your work unit come to be structured the way it is today? 

 Was the structure built around the capabilities of managers and/or 

employees who are no longer with the organization? 

 Which elements of this design are obsolete or no longer serve a purpose? 

 What bottlenecks, obstacles, or recurring problems exist? 

 Where is the formal process not used, and why? 

 What are your internal and external customer service problems? 

 Where are decisions made? Is that the appropriate place? 

 Is there any duplication of effort? 

 What’s working well? What makes those areas work well? 
 What do you need to do to make the systems work? 
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1.17 Establish Work Priorities 

 

Notes: 

After you analyze your current work system and figure out what works and what 

doesn’t, you need to organize your unit’s work and establish priorities. There are 

different levels of urgency and importance related to each task. 

If something is CRITICAL, it must be done NOW; it is time-urgent, important to 

do, and should be your number one priority. For example, QMR has sent their 

CAP and your agency’s response is due in 2 weeks. You may need to drop 

everything else to focus on this “critical” task. 

URGENT tasks normally have a specific due date and depending on the 

closeness of  the date, should be a high priority. For example, the deadline for 

the project scope document to be completed is coming up in 5 days. This may 

make this task more  urgent and higher on the priority list because of the 

upcoming deadline. 

IMPORTANT tasks are the one’s that really NEED to be done, but may not have 

a specific due date. For example, you may need to update your filing system so 

you can find things more easily. This is an important task, because you need to 

be able to find your files, but may be a lower priority if it doesn’t have a due date 
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assigned to it. 

NICE-TO-HAVE tasks are those that are not urgent and aren’t super important, 
but  would be nice to have done, if you had the time. For example, you’ve been 
meaning to have someone reorganize the purged files and scan them into the 
EHR. It isn’t all that important, and there is no deadline associated with it, but it 
would be nice to have it done. 

 

1.18 Consolidate Similar Tasks 

 

Notes: 

As you review your daily priority list, consider whether you can cluster or 

consolidate tasks that require similar efforts or resources into the same time 

frame. For example, if you’re working on three projects that require Internet 

research, try to gather the information for all of the projects during the same 

block of time. If several of the projects require e-mail or other correspondence, 

also handle those writing tasks at the same time.  
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1.19 Grow from Experience 

 

Notes: 

How many of you constantly run out of time when completing your projects? Also 

pay attention to how you’re managing projects. When mapping out a schedule for 

a new type of assignment, make a reasonable guess as to how long it will take. If 

you find yourself constantly running late on projects, you probably suffer from a 

common time-management problem: underestimating the time needed to 

complete a task or project. Program in more time than you think you’re going to 

need just to be on the safe side. If you’re finished ahead of time, adjust your 

estimate the next time around. If the task turns out to be much more time-

consuming and difficult, you’ll appreciate the padding in the schedule. At the 

same time, don’t be too quick to condemn yourself when, despite your best 

efforts, you find yourself behind or bogged down occasionally. Remember that 

you can make a fresh start tomorrow. Try to learn from your mistakes. For 

example, did you forget to note a step in the process when developing a 

schedule? Did a key player in the project take longer than expected? What can 

you do to plan better or manage around these situations in the future?  
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1.20 Delegating -Analyze Current Systems 

 

Notes: 

Before you begin planning and organizing the work of your team, it’s good to step 

back and analyze your current systems. Maybe there are ways to speed up or 

streamline your work flow or your current policies and procedures that would 

allow for greater productivity and fewer problems. This analysis may help support 

the need for more staff, newer technology, etc. 

With your group’s goal and function in mind, answer the following questions 

based on how the work is currently accomplished in your work unit. 

 How many people currently make up the staff of your unit/team? 

 What are their individual roles? 

 What knowledge, skills and abilities do they need to do their jobs? 

 What knowledge, skills and abilities do they currently have? 

 What training and development opportunities exist for these people (for both 

initial hires and for on-going opportunities)? 

 How do you monitor and evaluate their work? 

 How do you and/or the organization reward them? 
 What negative incentives exist? 

 



 

 

Published by Articulate® Storyline www.articulate.com 

1.21 Your Role 

 

Notes: 

As the supervisor, your role in delegation is to: 

 Choose Appropriate Assignments - You know the skills and abilities of 

the people who work with you, and you know the tasks that need to be 

accomplished. Choose assignments for your employees that will challenge 

and motivate them to use or develop under-utilized skills, or that will help 

them develop skills for the next position. 

 Determine the Level of Delegation that is most appropriate for the 
employee. Remember, you are setting the employee up to succeed! Give 
him/her a task that will match or enhance their current level of skills. 

 Make sure you clarify your expectations of the task: including the results 

you expect & the timeframe within which the task must be completed. 

 Another role you have is to Support & Coach your employees. Be there to 

help them out, but don’t always make them do the task YOUR way. If they 

know the expected results, let them work out the best way to get there. They 

may create a more efficient procedure or process. 

 Empower the employee to have the authority to make decisions 
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concerning the task. Don’t always have to have the last “say.” 

 Provide Resources for the employee that they will need, and  
 Remove any Barriers or obstacles to completing the task. 

 

1.22 Delegate 

 

Notes: 

Let’s summarize the key points of Delegation by using the word “delegate” as an 
acronym. 

D = Determine Appropriate Assignments - Delegate tasks for which your 

workers are ready, but that stretch them. Set them up to succeed! Don’t “dump” 

on others the work you don’t want to do  yourself. 

E = Ensure Understanding - Provide very clear, specific expectations of what 
you want them to do.  Emphasize the due date for the assignment and stick to it. 
L = Let Go, but Stay in Touch - Give the employee responsibility, support, and 
resources to do the job. Depending on the level of delegation you use, set up 
times when he/she will report back to you, or give you recommendations. Be 
available for questions, but let the employee make the decisions. 
E = Empower Employee - Give the employee the authority that goes with the 
responsibility. Reduce barriers and obstacles so the employee can succeed. 
Give them space to be creative. Don’t always insist on doing things YOUR way. 
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G = Give Feedback & Credit - Monitor the worker’s progress and give periodic 

feedback. Praise and encourage them. Give credit where credit is due. 

A = Accountability - Make your employee accountable for their work, for 
reporting the status of the assignment, and for letting you know if the task will not 
be completed on time. 

T = Train & Track - Provide necessary training for the employee to accomplish 

the task. Document and keep track of their performance throughout the 

assignment, as well as at its completion. 

E = Evaluate - Determine the success of the assignment.  Get the employee’s 

input on what he/she did well and what needed improvement.  Share your 

evaluation.  Adjust future assignments accordingly 

 

1.23 Untitled Slide 

 

Notes: 

Welcome to Motivating for Improved Performance.  
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1.24 Section 2 Objectives 

 

Notes: 

By the end of the section, you will be able to: 

 Identify Common Motivators 

 Define Preventive Management 

 List Reasons Employees Don’t Do What They Are Supposed to Do 

 Identify Strategies to Eliminate Reasons for Non-Performance 
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1.25 What Motivates Us? 

 

Notes: 

In order to understand how to motivate people on the job, it’s necessary to find 

out why people work in the first place. The question goes deeper because what 

we really want to know is what gives people the most satisfaction. If we find this 

out, then we know what makes them work and even what will make them work 

harder. It’s not just the money and/or benefit packages that provide lasting 

motivation in our jobs. There are other less tangible things that we crave. 

So, what are some things that motivate us? Most people want to do a good job at 

work and be seen as a success. We all like to have our egos uplifted and feel 

appreciated. We like to think we are useful and needed. We like to contribute 

something for which we get the credit. We like to feel satisfaction from the fact 

that our efforts have made some kind of a difference. These are personal needs 

that each of us consider important. 

The job itself can hold the key to motivation. The job is one thing that can provide 

employees with the satisfaction they need to be motivated. They want a chance 

to succeed; they want recognition; they want to feel that they have an opportunity 

to advance; they want to feel that they are making a contribution to the 
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organization. Only the job can provide these things. 

 

1.26 Other Common Motivators 

 

Notes: 

When we talk about motivation, it is important to realize that different people are 

motivated in different ways by different things. Here are some other common 

motivators: 

 The Challenge of the Work Itself - Some people are motivated because they 

love the work and are using their skills to the fullest in the job. Other 

motivational factors could be: 

 A Pleasant Work Environment - including a good boss, pleasant co-workers, 

nice office surroundings 

 Promotional Opportunities are Available 

 Freedom in the job where they don’t feel tied down, restricted, or stifled 

 The Pay and benefits could also be a motivator 

Good supervisors and managers try to know the main motivators of each of their 

employees and create a work environment where doing what the organization 
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needs is what pays off for the workers. Employees can really only motivate 

themselves and they will only do what they believe pays off for them. On the 

other hand, managers play a major role in creating this kind of motivating 

environment. Let’s look at some effective ways to do this. 

 

1.27 Preventive Management 

 

Notes: 

Let’s look back at why employees don’t do what they are supposed to do. A 15-

year study was done with over 20,000 managers to study the reasons for poor 

performance on the job. 

The study revealed that there are specific, effective management interventions 

any supervisor or manager can use to prevent almost all of the reasons why 

people don’t do what they are supposed to do at work. The results were that if 

supervisors and managers took appropriate action to make these reasons for 

non-performance go away or prevent them from occurring in the first place, the 

result would be appropriate performance. Almost all of these reasons for non-

performance were controlled by the supervisor or manager. The supervisor either 
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did something wrong to or for the employees or failed to do something right to or 

for the employees. Let’s look at some practical things you can do, as the 

supervisor, to provide a motivational environment for your employees. 

The emphasis of the rest of this section will be on “preventive management” or 

using proactive interventions that a supervisor can take to prevent problems from 

occurring, as opposed to “problem management,” or reacting to solve problems 

after they occur. If you deal with the practical aspects of what influences your 

employee’s performance, you don’t need the word “motivation” because people 

will be motivated to do what they are supposed to do. 

This part of the section is based on the book Why Don’t Employees Do What 
They’re Supposed To Do? By Ferdinand F. Fournies. 

 

1.28 Why Don’t Employees Do What They Are Supposed To Do? 

 

Notes: 

From the study, here are the reasons employees don’t do what they are 

supposed to do: 

 They don’t know WHY they should do it 
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 They don’t know HOW to do it 

 They don’t know WHAT to do 

 They think something else is more important 

 There is no positive consequence for doing it 

 They are rewarded for NOT doing it 

 They are punished for doing it 

 There are no negative consequences for poor performance 

 They think they ARE doing it 

 Or there are obstacles beyond their control that hinder their performance 
 

 

1.29 Before Work Begins 

 

Notes: 

Let’s look at some things that you, as the supervisor, can do BEFORE and 

AFTER the work begins that will help to “motivate” employees to do their best on 

the  job. 

Before work begins, let your employees know what they are supposed to do and 

why it is important- clearly & thoroughly explain job expectations. Find out if they 

know how to do the tasks required for their job by having them tell you or show 
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you that they can do it. If not, take the time to train them. Select and train a 

capable “mentor” on training  techniques, then let them work with the employee. 

Remember, telling is not training. 

Determine and communicate work priorities. Let them know which tasks need to 
be done first and how to prioritize future tasks on their own. Remove negative 
consequences for doing the right things or for doing the job well, and set up 
negative consequences for doing the wrong things or for continually doing the job 
poorly. 
Remove any obstacles that would hinder the employee from performing well. 

 

1.30 After Work Begins 

 

Notes: 

After work begins, give specific and frequent performance feedback on how well 

the employee is doing the job. Praise and reward good performance. If 

performance is poor, determine the cause and see whether the employee needs 

more training to do the task. Use progressive discipline as needed for continued 

poor performers. 

Communicate any changes in work priorities as soon as possible. Remove any 
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unanticipated obstacles or barriers to doing the job. 

 

1.31 One Definition of Management 

 

Notes: 

We have described the proactive process of Preventive Management rather than 

the reactive process of problem management. The object of management is to 

help their employees to succeed. If you do the necessary things to prevent these 

reasons for non-performance from occurring, there will be very few people in 

your organization who fail. Someone defined management this way: 

“Management is doing those things  necessary to deny people who work for you 

the unpleasant opportunity of failing.” 

By removing these reasons for non-performance, you will be motivating and 

supporting your employees to do their best in the job. 
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1.32 Reference Page 

 

Notes: 
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1.33 Untitled Slide 

 

Notes: 

Welcome to Coaching.  
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1.34 Section 3 Objectives 

 

Notes: 

By end of this section, you will be able to: 

 Identify Qualities of Effective Coaches 

 Define 8 Styles of Coaching 

 Select Useful Questions for Coaching 

 Identify Ways to Create a Coaching Climate 

 State Effective Feedback Tips 

 Prepare for a Formal Coaching Session 
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1.35 5 “R’s” of Coaching 

 

Notes: 

There are 5 words that will help us understand the key points of coaching: 
1. Relationship - Coaching is all about building and maintaining a positive, 

trusting, working relationship between a supervisor and an employee 
through honest communication. The climate you set and the relationship you 
establish are the basis for effective employee development through 
coaching. 

2. Respect - The relationship you have with your employee should be based 
on mutual respect. Employees need to know that you value and respect 
them and the work they contribute. 

3. Reinforcement - Coaching is about reinforcing the good performance and 

behavior an employee does, plus recognizing and improving the poor 

performance. 

4. Recognition - When performance improves, you need to recognize and 

reward your employees to encourage continued improvement. 

5. Results - The whole point of coaching an employee is so that they can 
produce results. By taking the time to work with and develop your 
employees, the productivity of your work unit will increase and your staff will 
be more motivated to do the work. 
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1.36 Ineffective Coaches 

 

Notes: 

Ineffective coaches have probably never been trained on how to coach other 
people. Many supervisors were promoted to their positions because they were 
good at the technical part of their jobs, not because they had good 
communication and coaching skills. Many supervisors simply don’t know how to 
get the most out of their employees. Ineffective coaches are poor communicators. 
They aren’t honest and open with their employees and would rather ignore 
problems than honestly confront them, hoping they will go away in time. They 
don’t think it’s worth the time and effort they would need to put into it to get the 
value out of coaching their employees. They don’t have the patience to deal with 
the problems or obstacles related to coaching and either choose to do the task 
themselves or simply accept mediocrity and ignore the need for improvement. 
Other supervisors had to learn the job on their own, with no help from anyone 
and take the approach that says: “Nobody helped me! I had to learn it the hard 
way and so should they!” Others will recognize there IS a problem and will 
choose to give a stern warning, saying something like, “Straighten Up or else!”, 
and too quickly move to terminate the employee without giving them a chance to 
improve. 
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1.37 Effective Coaches 

 

Notes: 

On the other hand, effective coaches are good communicators. They know how 
to build relationships based on trust and honesty. They establish a positive 
coaching climate where the employee is free to express suggestions or concerns. 
They set clear expectations for their employees; ask open-ended questions to 
get the employee’s feedback and input; and listen actively to the employee. They 
know that their employees have good suggestions and they want to develop the 
employee’s job skills in their current position and in their future career. 
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1.38 Effective Coaches 

 

Notes: 

Effective Coaches measure performance objectively; focus on the employee’s 

positive performance; encourage the employee’s self-assessment; and offer to 

help and support the employee’s development. They appropriately monitor and 

document the employee’s progress, and reward performance improvement. 

Effective coaching can take on many styles, depending on the supervisor’s 

personality and leadership approach and the development level of the employee. 

There isn’t just one right way to coach. The style you use should match the 

development level of your employee. For example, if you are working with a new 

employee, you probably need to use a more structured, directive coaching style. 

If you are working with an employee who has most of the skills needed to 

perform the task, you may want to use a more informal, “call me when you need 

me” approach. Vary your style as needed. 

Let’s look at some different coaching styles. Try to identify the style you most 

often use when coaching your employees. 
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1.39 8 Coaching Styles 

 

Notes: 

The book Leaders-Start to Finish, by Anne Bruce, suggests that there are 8 

primary Coaching Styles: 

1. Key Influencer - This is a dominant figure, a person who leads by example 

and whom others desire to imitate. This style is typically practiced by people 

with tremendous influence and charisma. 

2. Formal & Structured - This style follows an established system and 

method of coaching that is well-planned and organized. 

3. Relaxed & Informal - This style is passive, laid-back and usually takes an 
active role only when asked. This coaching style means being available 
when support and guidance are needed, but doesn’t necessarily have a 
planned structure to it. 

4. Hands-On - This style of coaching demonstrates how to do something not 

easily learned from a book, like hitting a baseball or tying your shoe. 

5. Hands-Off - This style will be glad to help you out after you’ve first read the 

manual and tried to do it yourself. 

6. Visionary - This is the most frustrating of all coaching styles. This coach 
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sees the big picture and talks endlessly about his or her vision, but leaves 

employees without any specific directions. This coach expects the workers 

to pick up the vision and follow.  

7. Group or Team - This type of coaching happens when an entire group or 

team of people ban together to support one another and set goals. There is 

normally more commitment to the task because of the pressure to follow-

through from the group.  

8. Coaches in Disguise - This type of coaching occurs when you least expect 

someone to influence you. This is the most influential coaching and leaves 

you with a lasting impression when you least expected it. 

 

1.40 Create a Coaching Climate 

 

Notes: 

For whatever coaching style you choose to use, coaching won’t be effective if the 

working atmosphere is negative, built on mistrust, and full of blame. 

 For coaching to be most effective, you need to create a safe, 
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comfortable, positive coaching climate that encourages 2-way 

communication. 

 Your employee needs to know that he/she can talk to you whenever 

necessary, and that he/she is respected and valued as a part of the work 

team. 

 Your relationship needs to be built on trusting each other. Do your part 

by being honest, open, and following through with what you say you will 

do. 

 Ask open-ended questions to get your employee’s suggestions and 
opinions or to help clarify a problem, then actively listen to the answers. 
Showing your interest in what the employee says will help to create this 
coaching atmosphere. 

 Watch YOUR body language when interacting with an employee. 
Leaning forward, making eye contact, and not fidgeting will help show 
that you are interested in what they say. You can send the wrong 
messages by crossing your arms, which indicates defensiveness, or 
leaning back to stretch with your hands behind your head (a 
demonstration of superiority). Also, be aware of your EMPLOYEE’S non-
verbal communication. Squirming may indicate nervousness or being 
uncomfortable with the subject; nodding usually indicates agreement, etc. 

 Your attitude and demeanor set the stage for the relationship. Holding 
your temper when you are angry and reflecting patience and respect will 
go a long way in creating this positive coaching climate. 
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1.41 2 Types of Coaching 

 

Notes: 

There are 2 main types of coaching: On-the-Spot Coaching and Formal 
Coaching. 
On-the-Spot Coaching takes place whenever an opportunity presents itself. For 

example, as you walk by an employee, you may notice that she is using the 

wrong form for a particular task or is having trouble completing the form. Use this 

as a “Coaching  Moment” to help her learn how to complete the correct form. So 

often the supervisor will say, “Move over and let me do it! I can do it quicker 

myself!” instead of taking the time to coach the employee through the process so 

she will be able to do it by herself next time. 

Formal Coaching is when you periodically prepare and plan to meet with the 

employee regarding his or her performance. Here, you would focus on describing 

specific behavior, emphasizing the positive aspects of the employee’s 

performance as a way of reinforcing and encouraging that behavior to continue, 

and prioritizing the behaviors the employee needs to improve. 
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1.42 2 Types of Feedback 

 

Notes: 

Central to the coaching process is giving feedback. When done correctly, 

feedback is a valuable tool to help the employee improve performance. When 

done poorly, feedback can de-motivate, and in some cases, destroy a person’s 

self-confidence. There are 2 main types of feedback: Evaluative and 

Developmental. 

 

Evaluative Feedback focuses on the past and is designed to grade the 

employee’s performance, such as in the formal performance evaluation process. 

 

Developmental Feedback focuses on the future and is designed to help the 

employee improve their performance.  

 

Nobody likes being constantly badgered by a supervisor for all the wrong things 

they are doing, or to only GET feedback when they are doing something wrong. 

Normally, employees are performing some tasks very well, while others may 
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need some improvement. When you give Developmental Feedback, it can either 

be: 

-Reinforcing, which means encouraging the employee to continue the positive 

behavior, or 

-Corrective, which means discouraging wrong or negative behavior. 

 

Both of these forms of feedback need to be used to help the employee improve 

their performance. They need to know what things they are doing WELL, and 

what things need improvement. When coaching an employee, remember to give 

credit and praise for the good things the employee is doing. This helps 

encourage them to try harder and shows them that you are noticing what they do 

well, not just focusing on the bad performance that needs improvement. 

 

1.43 Feedback Tips 

 

Notes: 

Here are some basic tips when giving any type of performance feedback: 

Give it Immediately - If you wait to give feedback, it takes the emphasis 
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out of it. If you don’t correct a wrong behavior, it usually “snowballs” into a 
much bigger issue that has to be dealt with in a much more drastic way. 
Deal with corrections immediately. Also, for the greatest effect, give praise 
immediately! 

Give Feedback Privately - Never correct an employee in front of their co-

workers or customers. Find a private office or conference room to discuss 

their behavior. 

Be Specific & Descriptive - Don’t just say, “You did a great job on the 
report.” Explain exactly what things the employee did that were great, like 
“Your report was accurate, based on current facts, neat, and turned in on 
time.” Or, if they did a poor job, describe what was wrong. For example 
you could say, “Your report was 2 days late, the writing on the pages was 
crooked and in the wrong format, and the facts were inaccurate. In the 
future, I need the report to be turned in on time, written neatly in this 
format, and accurate, based on current facts.” Being specific helps the 
employee know what to  continue and what to correct the next time. 

Use “I” Statements - These are statements designed to give the 
employee information about how their behavior is impacting you. “I” 
statements reduce defensiveness and resistance by explaining how their 
behavior affects you.  On the other hand, “you” statements blame, accuse, 
or attack the other person and cause him or her to respond emotionally 
and negatively. Saying, “I was annoyed when the quarterly report was late 
and inaccurate, because it prevented us from turning the report in on time” 
is better than saying, “YOU are always late and careless with the reports.” 

Clarify Expectations - When giving performance feedback, you need to 
make sure that the employee’s performance expectations are clear. If they 
don’t know what you are expecting them to do, how can they do it? 
Generally, people WANT to do a good job, but they can’t if they don’t 
know what that job is. Instead of asking the employee, “Do you 
understand?” ask him or her to tell you what they understand the job to be. 
Then you can fill in or correct their understanding of the task, as needed. 

Maintain Self-Esteem - Never talk down to an employee or belittle them 
when you are giving feedback. Even though they may be exhibiting 
childish behavior, speak to them as an adult, as an equal. Feedback is 
designed to encourage employees and help them improve behavior or 
performance, not for tearing them down and making them feel inferior, 
dumb, or inadequate. Be careful of the words you use and the tone with 
which you present them. 

Watch your non-verbal skills - You may be using the “right” words, but 
be careful how you deliver them. If you are saying, “Yeah, you did a great 
job,” but say it while  you’re arms are crossed, you are rolling your eyes 
and shaking your head, that is giving a double message. Match your non-
verbal skills to the words you are saying.  Maintaining appropriate eye 
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contact is important when giving feedback; it conveys that you are serious 
and confident about what you are saying. 

Ask & Listen - It is important to keep good 2-way communication open 
when giving feedback. Ask the employee what they think, how they think 
they are doing, etc.  Then listen to the answer. This builds trust in the 
relationship, plus gives you the employee’s perspective of their 
performance. 

 

1.44 11 Commandments for Coaching Success 

 

Notes: 

To summarize, Anne Bruce, in her book Leaders-Start to Finish, identifies the 11 

Commandments for Coaching Success: 

1. Freely & Frequently Share Knowledge & Expertise with others and then ask 

for the same in return 

2. Respect & Appreciate the Differences in others and coach them accordingly 
3. Encourage Employee Suggestions whenever change is being implemented 

4. Clarify Expectations - make sure employees understand what is expected 

of them 

5. Be Up-Front & Honest with people at all times 
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6. Communicate Openly & Honestly 

 

1.45 11 Commandments for Coaching Success 

 

Notes: 

7. Keep Focused on Team Goals & Value Personal Contributions 
8. Give genuine Praise & Recognition for a job well done 

9. Look for new ways to Help Others Develop their Full Potential 
10.Encourage team members to Understanding, Respect, & Support One 

Another 
11. Walk the Talk; Model the Standard of performance that is expected in others 
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1.46 Reference Page 

 

1.47 End Module 1 

 

Notes: 

Congratulations on completing module 1, please proceed to the DSP Supervisor 
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Orientation Training Module 2: Enhancing Employee Performance  

 

 


