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Welcome
Welcome to the CLI First-Line Supervision Academy™ Student Workbook
Welcome to the Coates Leadership Institute First-Line Supervision Academy™.
This Student Workbook has been developed to accompany your classroom experience and provide opportunities to actively apply the concepts presented throughout the academy. Rather than simply reading about leadership and supervision, you will use this workbook to think critically, solve problems, participate in discussions, analyze realistic supervisory situations, and develop practical leadership strategies that can be immediately applied in your organization.
Professional supervision is developed through practice, reflection, discussion, and experience. For that reason, this workbook is designed to be written in. Throughout the academy you will encounter activities, leadership conversations, case studies, practical exercises, and reflection questions that challenge you to examine your own leadership and supervisory practices.
There are no perfect answers to many of the situations you will encounter. Instead, the objective is to strengthen your professional judgment by considering multiple perspectives, applying sound supervisory principles, and learning from the experiences of both your instructor and your fellow participants.
As you complete each activity, think about how the concepts relate to your own organization and the employees you supervise. The greatest value of this academy will come from your willingness to actively participate, honestly reflect, and intentionally apply what you learn after you return to the workplace.
We encourage you to write freely throughout this workbook. Highlight important ideas, record lessons learned, answer every reflection question, and capture practical strategies that will help you become a more effective leader. This workbook is your personal record of learning and professional growth.
Our goal is not simply to complete a forty-hour course. Our goal is to prepare supervisors who lead with professionalism, communicate effectively, resolve conflict constructively, make ethical decisions, develop others, and strengthen the organizations they serve.
We are honored to be part of your leadership journey and encourage you to approach every activity with an open mind, a willingness to learn, and a commitment to continuous professional development.
Welcome to the First-Line Supervision Academy. Let's begin building the leadership skills that will strengthen your career, your organization, and the profession.


How to Use This Workbook
The CLI First-Line Supervision Academy™ Student Workbook is designed to be an active learning resource. Unlike a traditional textbook, this workbook is intended to be written in, discussed, and revisited throughout your supervisory career.
Every activity has been developed to help you move beyond simply understanding supervisory concepts to applying them in realistic workplace situations. Your participation, reflection, and willingness to engage with the material will greatly enhance the value of your learning experience.
As you progress through the academy, you will encounter several types of learning activities designed to strengthen your knowledge, judgment, leadership, and professional competence.
Think About It Exercises
These individual reflection activities encourage you to examine your own supervisory experiences, leadership philosophy, and decision-making. They are designed to stimulate critical thinking before new concepts are introduced.
Leadership Conversations
These guided discussions allow participants to exchange ideas, share experiences, and learn from one another. Professional supervision is strengthened through thoughtful dialogue and the collective experience of the classroom.
Leadership Labs
Leadership Labs present realistic supervisory scenarios that challenge you to apply professional judgment, ethical decision-making, communication skills, and leadership principles to situations commonly encountered by first-line supervisors.
Practical Activities
Throughout the academy, you will participate in individual and group exercises that reinforce classroom instruction through practical application. These activities are designed to develop confidence, improve supervisory effectiveness, and strengthen problem-solving skills.
Reflection Exercises
Each module concludes with structured reflection questions that encourage you to evaluate what you have learned and identify how those concepts can improve your daily supervisory practices. Honest reflection is one of the most powerful tools for professional growth.
Personal Leadership Planning
The workbook concludes with opportunities to develop a personal leadership action plan. These exercises help you identify specific goals, leadership behaviors, and professional commitments that you can immediately implement within your organization.

Make This Workbook Your Own
Write in it.
Highlight important ideas.
Record lessons learned.
Capture questions.
Document successful leadership strategies.
Reflect honestly on your experiences.
This workbook is intended to become your personal record of learning and professional development. The notes, observations, and commitments you record throughout the academy will make it increasingly valuable as your supervisory responsibilities continue to grow.
We encourage you to keep this workbook after completing the academy and refer to it often. The lessons you learn today will continue to guide your leadership decisions, strengthen your supervisory effectiveness, and support your ongoing professional development for years to come.
Professional supervision is not mastered in a single course. It is developed through continuous learning, thoughtful reflection, and intentional application. This workbook is designed to support that journey every step of the way.
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CLI SELF-AWARENESS PROFILE™
CLI-SDAP-101
Version 1.0
Publication Date: June 2026
Leadership Begins With Knowing Yourself
PURPOSE
The CLI Self-Awareness Profile™ is designed to help first-line supervisors understand how their leadership behaviors, communication patterns, emotional responses, and interactions with others influence their effectiveness as leaders.
This assessment is intended to identify leadership strengths, potential blind spots, and opportunities for professional growth. The assessment focuses on supervisory behavior rather than personality and is designed to support leadership development within law enforcement organizations.
DIRECTIONS
Read each scenario carefully.
Select the response that most closely reflects what you would most likely do in the situation described.
Answer honestly.
The purpose of this assessment is self-awareness and development—not evaluation.

DIMENSION 1: SELF-REFLECTION
Definition:
Self-Reflection is the ability of a supervisor to honestly evaluate their own performance, decisions, behavior, strengths, weaknesses, and impact on others.
Scenario 1 – Feedback From a Veteran Officer
A respected veteran officer approaches you after briefing and says:
"Sergeant, I think the way that issue was handled this morning caused some frustration among the officers."
Your first reaction is to:
A. Ask the officer to explain their concerns and listen carefully.
B. Explain why your decision was necessary.
C. Tell the officer the decision has already been made.
D. Dismiss the concern because not everyone will be happy.
Scenario 2 – Mistake During a Critical Incident
After reviewing body camera footage from a major incident, you realize you made a supervisory mistake.
Your first response is to:
A. Acknowledge the mistake and determine what can be learned.
B. Focus on the fact that the incident still ended successfully.
C. Explain the circumstances that contributed to the mistake.
D. Hope no one else notices the mistake.
Scenario 3 – Performance Problem Continues
An officer you coached several weeks ago continues to struggle with the same issue.
Before addressing the officer again, you:
A. Consider whether your coaching approach could be improved.
B. Assume the officer simply lacks motivation.
C. Increase corrective action immediately.
D. Wait to see if the problem resolves itself.
Scenario 4 – Annual Evaluation Feedback
During your own evaluation, your supervisor identifies an area where you need improvement.
You are most likely to:
A. Ask for examples and discuss ways to improve.
B. Explain why the feedback is not entirely accurate.
C. Accept the feedback but privately disagree.
D. Focus on the positive portions of the evaluation instead.
Scenario 5 – End of Shift Reflection
At the end of a difficult shift, you discover several issues occurred that required your attention.
Your typical approach is to:
A. Reflect on what went well and what could be improved.
B. Focus primarily on the mistakes made by others.
C. Move on because the shift is over.
D. Assume the problems were unavoidable.
Reflection Question:
What is one piece of supervisory feedback you have received that ultimately helped you become more effective?



DIMENSION 2: EMOTIONAL CONTROL
Definition:
Emotional Control is the ability of a supervisor to regulate emotions, maintain professionalism under pressure, respond appropriately to criticism, and avoid allowing frustration or personal feelings to negatively affect leadership effectiveness.
Scenario 6 – The Public Challenge
During a squad briefing, an officer openly disagrees with a decision you have made.
Your immediate response is to:
A. Remain calm, acknowledge the concern, and address it professionally.
B. Firmly remind the officer that you are the supervisor.
C. End the discussion and move on.
D. Become visibly irritated and challenge the officer's position.
Scenario 7 – The Frustrating Employee
You have addressed the same performance issue with an officer several times.
The issue occurs again.
Your first reaction is to:
A. Address the issue professionally and determine why the behavior continues.
B. Feel frustrated but proceed with the discussion.
C. Immediately assume the officer simply doesn't care.
D. Express your frustration during the conversation.
Scenario 8 – The Citizen Complaint
A citizen files a complaint against one of your officers.
The allegation later proves to be completely unfounded.
When discussing the situation with the officer, you:
A. Recognize the officer's frustration while emphasizing professionalism.
B. Tell the officer complaints are simply part of the job.
C. Share your own frustration about citizens filing complaints.
D. Encourage the officer to ignore the situation and move on.
Scenario 9 – The Long Shift
Near the end of a difficult shift, multiple unexpected problems occur in rapid succession.
You are feeling physically and emotionally exhausted.
Your approach is to:
A. Focus on priorities and continue making decisions professionally.
B. Push through while becoming noticeably impatient.
C. Delegate most decisions because you are tired.
D. Express your frustration openly.
Scenario 10 – Critical Feedback from Command Staff
Following a major event, a command staff member criticizes your handling of part of the operation.
You believe some of the criticism is unfair.
Your response is to:
A. Listen carefully and seek to understand the concerns before responding.
B. Explain your perspective while remaining professional.
C. Focus on defending your decisions.
D. Become frustrated because the criticism does not reflect the challenges you faced.
Reflection Question:
Think about a time when your emotions affected a supervisory decision. What did you learn from that experience?



DIMENSION 3: COMMUNICATION AWARENESS
Definition:
Communication Awareness is the ability of a supervisor to understand how their words, tone, listening habits, and communication style influence employee understanding, trust, morale, and performance.
Scenario 11 – The Interrupted Officer
An officer comes to discuss a concern regarding a recent assignment.
Within the first few minutes, you believe you already know the issue.
Your typical response is to:
A. Allow the officer to fully explain the concern before responding.
B. Ask clarifying questions while guiding the discussion.
C. Explain the situation before the officer finishes.
D. Quickly tell the officer why the assignment was necessary.
Scenario 12 – The Misunderstood Directive
An officer completes a task incorrectly because they misunderstood your instructions.
Your first thought is:
A. Consider whether your instructions were clear.
B. Review the instructions with the officer and clarify expectations.
C. Assume the officer was not paying attention.
D. Become frustrated because the task should have been obvious.
Scenario 13 – The Quiet Officer
During a discussion about a shift problem, one officer remains unusually quiet while others actively participate.
You are most likely to:
A. Invite the officer to share their perspective.
B. Speak with the officer later to determine if concerns exist.
C. Assume they have nothing to contribute.
D. Focus on those who are participating.
Scenario 14 – Delivering Corrective Feedback
You need to address a performance issue with an officer.
Your approach is to:
A. Clearly explain the issue while maintaining respect and professionalism.
B. Focus primarily on the facts of the issue.
C. Be direct and move through the conversation quickly.
D. Emphasize the consequences of future mistakes.
Scenario 15 – The Rumor Mill
You become aware that inaccurate information is spreading among members of your squad.
You are most likely to:
A. Address the issue directly and provide accurate information.
B. Determine the source before responding.
C. Wait to see if the rumor resolves itself.
D. Ignore it because rumors are unavoidable.
Reflection Question:
Think about a recent communication problem you experienced as a supervisor. Looking back, what role did your communication style play in the outcome?



DIMENSION 4: LEADERSHIP ADAPTABILITY
Definition:
Leadership Adaptability is the ability of a supervisor to adjust leadership style, communication, expectations, and support based upon the situation, the employee, and the needs of the team.
Scenario 16 – The New Officer
A newly assigned officer repeatedly asks questions about procedures and expectations.
Your approach is to:
A. Provide clear direction, guidance, and coaching until confidence develops.
B. Encourage the officer to figure things out independently.
C. Refer the officer to policy manuals and training materials.
D. Become frustrated by the repeated questions.
Scenario 17 – The Experienced Officer
A highly competent officer has successfully handled similar assignments many times before.
You are most likely to:
A. Provide the objective and allow the officer discretion in accomplishing it.
B. Monitor every step to ensure consistency.
C. Frequently check on progress throughout the assignment.
D. Give detailed instructions for how the assignment should be completed.
Scenario 18 – The Struggling Employee
An officer who normally performs well begins experiencing performance problems following personal difficulties at home.
You are most likely to:
A. Address the performance issue while also exploring whether support is needed.
B. Focus strictly on the performance issue.
C. Ignore the issue temporarily because of the officer's circumstances.
D. Increase scrutiny and documentation immediately.
Scenario 19 – The High Performer
One of your strongest officers expresses interest in promotion and leadership development.
You are most likely to:
A. Look for opportunities to challenge and develop the officer.
B. Encourage the officer but take no specific action.
C. Focus on current performance rather than future development.
D. Avoid giving additional responsibilities because the officer is already productive.
Scenario 20 – The Changing Situation
A situation that initially required a directive leadership approach begins to stabilize.
Your response is to:
A. Adjust your leadership approach as circumstances change.
B. Continue using the same approach throughout the situation.
C. Reduce involvement entirely.
D. Allow others to determine how leadership should be provided.
Reflection Question:
Think about a supervisor you respected. How did that person adjust their leadership style to fit different employees and situations?



DIMENSION 5: LEADERSHIP INFLUENCE
Definition:
Leadership Influence is the ability of a supervisor to positively affect team morale, trust, accountability, professionalism, and performance through daily interactions, decisions, and leadership behaviors.
Scenario 21 – The Shift Climate
You notice morale on your shift has declined over the past several weeks.
Your first thought is:
A. Consider how your leadership may be contributing to the situation.
B. Meet with the team to identify contributing factors.
C. Assume the issue is primarily related to organizational decisions.
D. Expect employees to manage their own attitudes.
Scenario 22 – The New Team Member
A newly assigned officer joins your squad.
Your approach is to:
A. Intentionally help the officer become part of the team.
B. Allow the team to determine how the officer is accepted.
C. Focus on work performance and allow relationships to develop naturally.
D. Assume integration will occur without intervention.
Scenario 23 – The Unspoken Problem
You sense growing tension between two officers even though neither has reported a problem.
You are most likely to:
A. Address the issue early before it affects performance.
B. Monitor the situation closely.
C. Wait for one of the officers to bring it to your attention.
D. Assume they will work it out themselves.
Scenario 24 – The Standard You Set
An officer comments:
"The squad follows your example."
Your reaction is:
A. Recognize that supervisors constantly influence team behavior.
B. Appreciate the compliment.
C. Disagree because officers make their own choices.
D. Avoid thinking about the responsibility that comes with influence.
Scenario 25 – The Legacy Question
An officer who worked for you transfers to another unit.
If asked what you hope that officer would say about your leadership, you would most want them to say:
A. "My supervisor helped me become a better officer and professional."
B. "My supervisor expected high performance."
C. "My supervisor knew the job."
D. "My supervisor stayed out of my way."
Reflection Question:
What kind of influence do you want to have on the officers you supervise?
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CLI SELF-AWARENESS PROFILE™
SCORING SHEET, INTERPRETATION GUIDE, AND LEADERSHIP DEVELOPMENT PLAN
Leadership Begins With Knowing Yourself

SCORING INSTRUCTIONS
For each scenario, record the point value associated with your response.
A = 4 Points
B = 3 Points
C = 2 Points
D = 1 Point
After recording your points for each scenario, total the scores for each dimension.

DIMENSION SCORING SHEET
DIMENSION 1: SELF-REFLECTION
Question 1 _____
Question 2 _____
Question 3 _____
Question 4 _____
Question 5 _____
Dimension Total _____ / 20

DIMENSION 2: EMOTIONAL CONTROL
Question 6 _____
Question 7 _____
Question 8 _____
Question 9 _____
Question 10 _____
Dimension Total _____ / 20

DIMENSION 3: COMMUNICATION AWARENESS
Question 11 _____
Question 12 _____
Question 13 _____
Question 14 _____
Question 15 _____
Dimension Total _____ / 20

DIMENSION 4: LEADERSHIP ADAPTABILITY
Question 16 _____
Question 17 _____
Question 18 _____
Question 19 _____
Question 20 _____
Dimension Total _____ / 20

DIMENSION 5: LEADERSHIP INFLUENCE
Question 21 _____
Question 22 _____
Question 23 _____
Question 24 _____
Question 25 _____
Dimension Total _____ / 20


TOTAL PROFILE SCORE
Self-Reflection __________
Emotional Control __________
Communication Awareness __________
Leadership Adaptability __________
Leadership Influence __________
TOTAL SCORE __________ / 100

PROFILE INTERPRETATION
16-20
Exceptional Strength
You consistently demonstrate behaviors associated with effective first-line supervision. This area is likely contributing positively to your credibility, effectiveness, and leadership influence.
11-15
Established Strength
This area generally supports your effectiveness as a supervisor. Continued attention and development will help maintain and strengthen your performance.
6-10
Development Opportunity
This area may occasionally limit your effectiveness. Improvement in this dimension could enhance your leadership performance and relationships with employees.
1-5
Priority Development Area
This area requires immediate attention and focused development. Deficiencies in this dimension may negatively affect employee performance, morale, trust, and team effectiveness.

DIMENSION INTERPRETATION
SELF-REFLECTION
Measures:
• Personal accountability
• Receptiveness to feedback
• Learning orientation
• Professional humility
• Honest self-evaluation
Exceptional Strength
You actively evaluate your leadership performance and seek opportunities for improvement. You recognize that effective leadership requires continuous learning and self-awareness.
Development Opportunity
You may occasionally overlook personal contributions to problems or miss opportunities for growth. Greater self-reflection can improve your effectiveness and credibility.
Priority Development Area
Improving your willingness to evaluate your own behavior may significantly enhance your leadership effectiveness.

EMOTIONAL CONTROL
Measures:
• Emotional discipline
• Professional composure
• Frustration tolerance
• Stress management
• Professional maturity
Exceptional Strength
You remain professional under pressure and demonstrate emotional discipline during difficult situations. Employees are likely to view you as consistent and dependable.
Development Opportunity
You may occasionally allow emotions to influence your communication, decisions, or interactions with others.
Priority Development Area
Improving emotional control can significantly strengthen trust, credibility, and decision-making effectiveness.

COMMUNICATION AWARENESS
Measures:
• Listening
• Clarity
• Feedback
• Understanding
• Communication ownership
Exceptional Strength
You recognize the importance of clear communication and actively work to ensure understanding. Your communication likely supports trust and teamwork.
Development Opportunity
You may occasionally assume understanding when clarification is needed or overlook communication barriers.
Priority Development Area
Improved communication awareness can reduce misunderstandings, increase trust, and improve performance.

LEADERSHIP ADAPTABILITY
Measures:
• Situational leadership
• Flexibility
• Coaching
• Delegation
• Leadership judgment
Exceptional Strength
You understand that different employees and situations require different leadership approaches. You adjust appropriately while maintaining standards.
Development Opportunity
You may rely too heavily on a preferred leadership style or struggle to adapt to changing circumstances.
Priority Development Area
Developing greater flexibility can improve employee performance and increase supervisory effectiveness.

LEADERSHIP INFLUENCE
Measures:
• Team climate
• Trust
• Accountability
• Morale
• Leadership presence
Exceptional Strength
You positively influence the people you lead and contribute to a healthy, productive team environment.
Development Opportunity
You may underestimate your impact on morale, culture, and team performance.
Priority Development Area
Improving leadership influence can significantly enhance employee engagement, teamwork, and organizational effectiveness.

CLI LEADERSHIP PROFILE SUMMARY
My Highest Dimension

My Lowest Dimension

The Result That Surprised Me Most


The Dimension Most Important To My Success

Why?



FOUR DOMAINS REFLECTION
KNOWLEDGE
What did this assessment teach you about yourself as a supervisor?



SKILL
Which supervisory behaviors do you currently demonstrate effectively?



JUDGMENT
Which supervisory situations challenge you the most?



VALUES
What leadership principles most influence your decisions and interactions with employees?




PERSONAL LEADERSHIP DEVELOPMENT PLAN
My Primary Development Area

Why This Area Is Important



One Leadership Behavior I Will Improve

Action Step #1

Action Step #2

Action Step #3

Target Completion Date

How I Will Measure Success




CLI SELF-AWARENESS FRAMEWORK™ CONNECTION
Know Yourself
What did you learn about yourself?

Understand Your Impact
How do your behaviors affect others?

Adjust Your Leadership
What leadership changes will you make?

Develop Your People
How will greater self-awareness improve your coaching and development of others?

Build High-Performance Teams
How will these improvements strengthen your team?


Leadership begins with self-awareness.
Great supervisors lead themselves before they lead others.
CLI Self-Awareness Profile™
Coates Leadership Institute



CLI LEADERSHIP PHILOSOPHY PROFILE™
CLI-SDAP-102
Version 1.0
Publication Date: June 2026

Building Trust, Accountability, Participation, Development, and Empowerment
PURPOSE
The CLI Leadership Philosophy Profile™ is designed to help first-line supervisors identify the beliefs and assumptions that influence how they lead others.
Leadership philosophy affects how supervisors:
• Build trust
• Hold employees accountable
• Involve employees in decisions
• Develop employee potential
• Empower initiative and ownership
The purpose of this assessment is to help supervisors better understand how their beliefs influence their leadership behavior and ultimately affect team performance and organizational culture.
DIRECTIONS
Read each scenario carefully.
Select the response that most closely reflects what you would most likely do in the situation described.
Answer honestly.
The purpose of this assessment is self-awareness and leadership development—not evaluation.

DIMENSION 1: TRUST
Definition
Trust is a supervisor's belief that employees generally want to do a good job, can be relied upon to act professionally, and are capable of exercising sound judgment when given appropriate guidance and accountability.
Scenario 1 – The Good Officer's Mistake
A dependable officer makes a mistake while handling a difficult call.
Your first thought is:
A. Good employees occasionally make mistakes and should be coached appropriately.
B. Additional supervision may be necessary.
C. The officer should have known better.
D. Mistakes indicate a lack of commitment to standards.
Scenario 2 – The Independent Decision
An experienced officer handles a situation differently than you would have, but the outcome is appropriate and within policy.
Your response is:
A. Recognize that there are often multiple acceptable ways to solve a problem.
B. Discuss the situation and share your preferred approach.
C. Explain why your method would have been better.
D. Discourage future deviations from your approach.
Scenario 3 – The Unsupervised Assignment
You must assign a task that will require an officer to work independently without direct supervision.
You are most likely to:
A. Clearly communicate expectations and trust the officer to perform.
B. Check in periodically to monitor progress.
C. Require frequent updates throughout the assignment.
D. Reassign the task to someone who requires less risk.
Scenario 4 – The Officer's Suggestion
An officer recommends a different way of handling a recurring operational issue.
You are most likely to:
A. Consider the suggestion and evaluate its merits.
B. Listen politely but rely on existing practices.
C. Explain why the current approach remains preferable.
D. Discourage officers from questioning established procedures.
Scenario 5 – The New Responsibility
An officer expresses interest in taking on additional responsibilities.
Your first reaction is:
A. Look for opportunities to help the officer grow.
B. Evaluate whether the officer is ready.
C. Wait until additional responsibilities become necessary.
D. Keep responsibilities limited until absolutely required.
Reflection Question
Think about a supervisor you trusted.
What behaviors caused you to trust that person?



DIMENSION 2: ACCOUNTABILITY
Definition
Accountability is a supervisor's belief regarding responsibility, standards, performance expectations, and corrective action.
Scenario 6 – The First Mistake
An officer makes a minor performance error that creates no significant consequences.
Your first reaction is:
A. Use the situation as a coaching opportunity to improve future performance.
B. Document the issue and discuss expectations.
C. Issue a formal corrective action immediately.
D. Assume the officer should already know better.
Scenario 7 – Repeated Performance Issue
An officer continues to repeat a performance problem despite previous coaching.
Your approach is:
A. Increase accountability while continuing to support improvement.
B. Focus primarily on corrective action.
C. Become increasingly frustrated with the officer.
D. Assume improvement is unlikely.
Scenario 8 – Equal Standards
A highly respected officer violates a minor policy.
Your response is:
A. Apply the same standards used for any other employee.
B. Consider the officer's history before responding.
C. Minimize the issue because of the officer's reputation.
D. Ignore the violation because it is out of character.
Scenario 9 – Officer Explanation
An officer provides a reasonable explanation for a performance problem.
You are most likely to:
A. Consider the explanation while maintaining accountability.
B. Accept the explanation and move on.
C. Focus on the explanation rather than the performance issue.
D. Dismiss the explanation entirely.
Scenario 10 – Corrective Conversation
You must meet with an officer regarding a significant performance issue.
Your primary goal is to:
A. Improve future performance and reinforce expectations.
B. Document the issue thoroughly.
C. Ensure the officer understands the consequences.
D. Demonstrate that standards will be enforced.
Reflection Question
Think about a supervisor who held people accountable effectively.
What made that supervisor credible?



DIMENSION 3: PARTICIPATION
Definition
Participation is a supervisor's belief regarding employee involvement in problem solving, decision making, communication, and organizational improvement.
Scenario 11 – The Operational Change
You are considering a change to how your squad handles a recurring operational issue.
Your first step is to:
A. Seek input from the officers who are most affected by the change.
B. Develop a plan and then ask for feedback.
C. Make the decision and explain it afterward.
D. Implement the change without discussion.
Scenario 12 – The Team Meeting
During a squad meeting, an officer proposes an idea that differs from your preferred solution.
You are most likely to:
A. Encourage discussion and evaluate the idea objectively.
B. Listen respectfully but maintain your original position.
C. Explain why your solution remains preferable.
D. Redirect the discussion back to your plan.
Scenario 13 – Solving a Problem
Your squad is experiencing a recurring performance problem.
You believe the best solution is to:
A. Involve the team in identifying causes and possible solutions.
B. Develop a solution and ask for feedback.
C. Develop a solution and direct implementation.
D. Establish stricter controls to ensure compliance.
Scenario 14 – The Quiet Contributor
An officer rarely speaks during discussions but consistently performs well.
You are most likely to:
A. Intentionally seek the officer's perspective.
B. Allow participation to occur naturally.
C. Focus on officers who actively contribute.
D. Assume the officer prefers not to participate.
Scenario 15 – The Final Decision
After gathering input from your officers, you determine that a different course of action is necessary.
Your approach is:
A. Explain your decision and how employee input influenced your thinking.
B. Announce the decision and move forward.
C. Emphasize that leadership sometimes requires unpopular decisions.
D. Avoid discussing why the final decision differs from employee recommendations.
Reflection Question
Think about a supervisor who encouraged participation effectively.
What did that supervisor do that made employees feel valued and involved?



DIMENSION 4: DEVELOPMENT
Definition
Development is a supervisor's belief regarding their responsibility to help employees improve, grow, learn, and reach their potential.
Scenario 16 – The New Officer's Potential
A newly assigned officer shows promise but lacks confidence and experience.
Your approach is:
A. Intentionally coach and develop the officer's strengths.
B. Provide guidance when needed and allow growth to occur naturally.
C. Focus primarily on ensuring acceptable performance.
D. Expect the officer to develop independently.
Scenario 17 – The Employee Seeking Growth
An officer asks for opportunities to improve leadership skills.
You are most likely to:
A. Help identify development opportunities and provide guidance.
B. Encourage the officer to pursue training independently.
C. Suggest waiting until promotion becomes a realistic possibility.
D. Focus on current job responsibilities rather than future growth.
Scenario 18 – The Correctable Mistake
An officer makes a mistake but demonstrates a willingness to learn from it.
You view the situation as:
A. An opportunity for growth and development.
B. A performance issue requiring correction.
C. Evidence that closer supervision is needed.
D. A sign that the officer may not be ready for greater responsibility.
Scenario 19 – The High Performer
A highly capable officer consistently exceeds expectations.
Your response is:
A. Challenge the officer with additional growth opportunities.
B. Continue supporting the officer's current success.
C. Allow the officer to maintain current responsibilities.
D. Focus attention on weaker employees who need more help.
Scenario 20 – Future Leaders
When thinking about your role as a supervisor, you believe one of your responsibilities is to:
A. Help prepare future leaders for the organization.
B. Support employee growth when opportunities arise.
C. Focus primarily on current performance expectations.
D. Leave leadership development to formal training programs.
Reflection Question
Think about a supervisor who helped you grow professionally.
What specific actions did that supervisor take that contributed to your development?



DIMENSION 5: EMPOWERMENT
Definition
Empowerment is a supervisor's belief regarding employee initiative, ownership, responsibility, decision-making, and professional judgment.
Scenario 21 – The Initiative Question
An officer identifies a recurring problem and proposes a solution without being asked.
Your reaction is:
A. Encourage the initiative and explore the idea further.
B. Listen to the suggestion and evaluate it.
C. Explain why supervisors should handle such issues.
D. Discourage employees from becoming involved in matters outside their assignment.
Scenario 22 – Solving Problems
An officer approaches you with a problem but no proposed solution.
You are most likely to:
A. Ask the officer what solutions they would recommend.
B. Discuss several possible options together.
C. Provide the solution and explain what should be done.
D. Direct the officer to follow established procedures.
Scenario 23 – Decision-Making Authority
A competent officer asks whether they can make certain routine operational decisions independently.
You are most likely to:
A. Encourage independent decision-making within established guidelines.
B. Allow some discretion while maintaining oversight.
C. Require approval before decisions are made.
D. Limit independent decision-making whenever possible.
Scenario 24 – Learning Through Experience
An officer proposes an approach that differs from your preferred method but appears reasonable and within policy.
You are most likely to:
A. Allow the officer to proceed and learn from the experience.
B. Discuss alternatives before making a decision.
C. Recommend your preferred method.
D. Require the officer to use your approach.
Scenario 25 – Ownership of the Team
You believe the strongest teams are those in which employees:
A. Take ownership of problems, performance, and team success.
B. Support organizational goals and expectations.
C. Follow supervisory direction consistently.
D. Focus primarily on completing assigned duties.
Reflection Question
Think about a supervisor who empowered you.
What did that supervisor do that increased your confidence, ownership, and professional growth?
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CLI LEADERSHIP PHILOSOPHY PROFILE™
SCORING SHEET, INTERPRETATION GUIDE, AND LEADERSHIP DEVELOPMENT PLAN
Building Trust, Accountability, Participation, Development, and Empowerment

SCORING INSTRUCTIONS
For each scenario, record the point value associated with your response.
A = 4 Points
B = 3 Points
C = 2 Points
D = 1 Point
After recording your points for each scenario, total the scores for each dimension.

DIMENSION SCORING SHEET
DIMENSION 1: TRUST
Question 1 _____
Question 2 _____
Question 3 _____
Question 4 _____
Question 5 _____
Dimension Total _____ / 20

DIMENSION 2: ACCOUNTABILITY
Question 6 _____
Question 7 _____
Question 8 _____
Question 9 _____
Question 10 _____
Dimension Total _____ / 20

DIMENSION 3: PARTICIPATION
Question 11 _____
Question 12 _____
Question 13 _____
Question 14 _____
Question 15 _____
Dimension Total _____ / 20

DIMENSION 4: DEVELOPMENT
Question 16 _____
Question 17 _____
Question 18 _____
Question 19 _____
Question 20 _____
Dimension Total _____ / 20

DIMENSION 5: EMPOWERMENT
Question 21 _____
Question 22 _____
Question 23 _____
Question 24 _____
Question 25 _____
Dimension Total _____ / 20

TOTAL PROFILE SCORE
Trust __________
Accountability __________
Participation __________
Development __________
Empowerment __________
TOTAL SCORE __________ / 100

PROFILE INTERPRETATION
16-20
Exceptional Strength
You consistently demonstrate leadership beliefs that support trust, employee growth, accountability, initiative, and organizational effectiveness.
11-15
Established Strength
This area generally supports your supervisory effectiveness. Continued development can strengthen your leadership philosophy and its impact on others.
6-10
Development Opportunity
This area may occasionally limit your effectiveness as a supervisor. Greater awareness and intentional growth can improve your leadership influence.
1-5
Priority Development Area
This area requires focused attention. Your current leadership philosophy in this dimension may unintentionally reduce employee engagement, development, initiative, or performance.

DIMENSION INTERPRETATION
TRUST
Measures:
• Confidence in employees
• Delegation
• Professional judgment
• Openness to employee ideas
• Belief in employee potential
Exceptional Strength
You believe employees generally want to perform well and can be trusted with responsibility when expectations and accountability are present.
Development Opportunity
You may be cautious about delegation or employee initiative. Greater trust may improve ownership and engagement.
Priority Development Area
Limited trust can result in micromanagement, reduced initiative, and lower morale.

ACCOUNTABILITY
Measures:
• Standards
• Responsibility
• Fairness
• Performance correction
• Professional expectations
Exceptional Strength
You understand that accountability exists to improve performance, reinforce standards, and support growth.
Development Opportunity
You may struggle to balance accountability with coaching and support.
Priority Development Area
Weak accountability can create inconsistency, while excessive accountability without support can reduce trust and morale.

PARTICIPATION
Measures:
• Employee involvement
• Collaboration
• Shared problem solving
• Communication
• Buy-in
Exceptional Strength
You recognize the value of employee input and understand that participation often improves decision making and commitment.
Development Opportunity
You may not consistently seek input from employees who can contribute valuable perspectives.
Priority Development Area
Limited participation can reduce ownership, innovation, and employee engagement.

DEVELOPMENT
Measures:
• Coaching
• Mentoring
• Growth orientation
• Leadership development
• Succession thinking
Exceptional Strength
You view employee growth as one of your primary responsibilities and actively invest in developing others.
Development Opportunity
You may focus more on current performance than long-term growth and development.
Priority Development Area
Without intentional development, employees often fail to reach their full potential.

EMPOWERMENT
Measures:
• Ownership
• Initiative
• Problem solving
• Independent decision making
• Professional judgment
Exceptional Strength
You encourage employees to think, solve problems, and take ownership of their responsibilities.
Development Opportunity
You may hesitate to provide employees with appropriate levels of authority and responsibility.
Priority Development Area
Limited empowerment can create dependence, reduce initiative, and inhibit leadership development.

CLI LEADERSHIP PHILOSOPHY PROFILE SUMMARY
My Highest Dimension

My Lowest Dimension

The Result That Surprised Me Most


The Leadership Belief That Most Influences My Supervision



FOUR DOMAINS REFLECTION
KNOWLEDGE
What did this assessment teach you about your leadership philosophy?



SKILL
Which leadership behaviors best reflect your philosophy?



JUDGMENT
How do your beliefs influence your supervisory decisions?



VALUES
What leadership principles shape the way you supervise others?




PERSONAL LEADERSHIP DEVELOPMENT PLAN
My Primary Development Area

Why This Area Is Important



One Leadership Belief I Need To Strengthen

Action Step #1

Action Step #2

Action Step #3

Target Completion Date

How I Will Measure Success




CLI LEADERSHIP PHILOSOPHY FRAMEWORK™ CONNECTION
Trust
How does trust influence your leadership?

Accountability
How do you balance accountability and support?

Participation
How do you involve employees in decisions?

Development
How do you help employees grow?

Empowerment
How do you encourage ownership and initiative?


Leadership philosophy shapes leadership behavior.
Leadership behavior shapes organizational culture.
CLI Leadership Philosophy Profile™
Coates Leadership Institute


CLI MOTIVATIONAL LEADERSHIP PROFILE™
CLI-SDAP-103
Version 1.0
Publication Date: June 2026
Recognition • Achievement • Belonging • Growth • Purpose
PURPOSE
The CLI Motivational Leadership Profile™ is designed to help supervisors understand the factors that influence motivation in themselves and others.
The assessment examines how supervisors:
• View motivation
• Encourage performance
• Reinforce positive behavior
• Create engagement
• Support professional growth
The purpose is to help supervisors develop a more effective and balanced approach to motivating employees.
DIRECTIONS
Read each scenario carefully.
Select the response that most closely reflects what you would most likely do in the situation described.
Answer honestly.
The purpose of this assessment is self-awareness and leadership development—not evaluation.

DIMENSION 1: RECOGNITION
Definition
Recognition is a supervisor's belief regarding the importance of acknowledging employee effort, performance, contributions, and accomplishments.
Scenario 1 – The Quiet Achiever
One of your officers consistently performs at a high level but rarely seeks attention or recognition.
You are most likely to:
A. Intentionally recognize the officer's contributions in a meaningful way.
B. Thank the officer when opportunities arise.
C. Assume recognition is unnecessary because the officer is self-motivated.
D. Focus attention on employees who require more encouragement.
Scenario 2 – The Successful Project
An officer successfully completes a difficult assignment that benefits the squad.
Your response is:
A. Publicly or privately acknowledge the accomplishment.
B. Thank the officer and move on.
C. Assume the assignment was simply part of the job.
D. Focus on the next task that must be completed.
Scenario 3 – The Improvement
An officer who previously struggled demonstrates significant improvement.
You are most likely to:
A. Recognize the improvement and encourage continued growth.
B. Note the improvement during future evaluations.
C. Continue monitoring performance without discussion.
D. Assume improved performance is expected.
Scenario 4 – The Team Success
Your entire squad performs exceptionally well during a challenging operation.
You are most likely to:
A. Recognize both individual and team contributions.
B. Thank the team collectively.
C. Focus on lessons learned for future operations.
D. Move directly to the next operational priority.
Scenario 5 – The Everyday Performer
An employee consistently meets expectations but rarely exceeds them.
You are most likely to:
A. Recognize consistent professionalism and reliability.
B. Focus recognition on exceptional performance.
C. Assume employees expect no recognition for doing their jobs.
D. Reserve recognition for formal evaluations.
Reflection Question
Think about a supervisor who made you feel valued.
What specifically did that person do?



DIMENSION 2: ACHIEVEMENT
Definition
Achievement is a supervisor's belief regarding employee accomplishment, challenge, success, and personal satisfaction from meaningful work.
Scenario 6 – The Challenging Assignment
A difficult assignment becomes available that would stretch an officer's abilities.
Your first thought is:
A. Determine which employee would benefit most from the opportunity.
B. Assign it to the most qualified employee.
C. Complete the assignment yourself to ensure success.
D. Avoid assigning it because the risk of failure exists.
Scenario 7 – The Career Goal
An officer expresses interest in a future specialized assignment.
You are most likely to:
A. Help the officer identify steps necessary to achieve the goal.
B. Encourage the officer to pursue the opportunity.
C. Explain that advancement depends primarily on organizational needs.
D. Advise the officer to focus on current responsibilities.
Scenario 8 – The Difficult Problem
Your team encounters a recurring challenge that requires creative thinking.
You are most likely to:
A. Involve employees in solving the problem and developing solutions.
B. Ask for suggestions before making a decision.
C. Develop the solution yourself.
D. Focus on enforcing existing procedures.
Scenario 9 – The Officer's Success
An officer successfully completes a difficult task that required significant effort and persistence.
You view the accomplishment as:
A. Evidence that employees grow through challenge and achievement.
B. A positive outcome that deserves recognition.
C. An example of expected performance.
D. A routine part of the job.
Scenario 10 – Setting Expectations
When assigning work, your preferred approach is to:
A. Establish challenging but achievable expectations.
B. Ensure expectations are realistic and attainable.
C. Focus primarily on avoiding mistakes.
D. Set conservative expectations to guarantee success.
Reflection Question
Think about a time when you felt highly motivated and accomplished in your career.
What factors contributed most to that experience?



DIMENSION 3: BELONGING
Definition
Belonging is a supervisor's belief regarding the importance of inclusion, team identity, acceptance, trust, and connection within the work group.
Scenario 11 – The New Officer
A newly assigned officer joins your squad and knows very few people.
You are most likely to:
A. Intentionally help the officer become part of the team.
B. Introduce the officer and allow relationships to develop naturally.
C. Focus primarily on the officer's performance.
D. Assume acceptance will occur without assistance.
Scenario 12 – The Team Gathering
Several members of your squad regularly socialize and interact, while one officer is often left out.
You are most likely to:
A. Look for ways to encourage inclusion and strengthen team cohesion.
B. Monitor the situation and remain aware of potential concerns.
C. Assume personal relationships are not a supervisory issue.
D. Avoid involvement because the issue is not affecting performance.
Scenario 13 – The Quiet Employee
An officer performs well but rarely participates in discussions or group activities.
You are most likely to:
A. Engage the officer and seek opportunities to encourage participation.
B. Respect the officer's preference for limited involvement.
C. Focus attention on more active team members.
D. Assume the officer is not interested in being involved.
Scenario 14 – The Team Identity
When discussing your squad, you believe the most effective teams are those that:
A. Develop a strong sense of shared purpose and mutual support.
B. Work well together and meet expectations.
C. Focus primarily on individual performance.
D. Maintain professionalism without emphasizing team identity.
Scenario 15 – The Officer in Need
An officer is experiencing personal difficulties that are beginning to affect workplace behavior.
You are most likely to:
A. Reach out, express concern, and provide appropriate support.
B. Monitor the situation while maintaining professional boundaries.
C. Focus only on work performance.
D. Wait for the officer to request assistance.
Reflection Question
Think about a team where you felt you truly belonged.
What made that experience meaningful?



DIMENSION 4: GROWTH
Definition
Growth is a supervisor's belief regarding learning, development, improvement, professional competence, and continuous improvement.
Scenario 16 – The Training Opportunity
An officer expresses interest in attending a training program that could improve future performance.
You are most likely to:
A. Encourage participation and support the development opportunity.
B. Evaluate the training's relevance before deciding.
C. Focus primarily on staffing and operational concerns.
D. Recommend waiting until training becomes necessary.
Scenario 17 – The Learning Mistake
An officer attempts a new approach, makes a mistake, and learns from the experience.
You view the situation as:
A. A valuable learning opportunity that contributes to growth.
B. A performance issue requiring discussion.
C. Evidence that additional supervision is necessary.
D. An unnecessary risk that should have been avoided.
Scenario 18 – The Experienced Officer
A veteran officer has become comfortable and rarely seeks new challenges.
You are most likely to:
A. Encourage growth through new assignments, responsibilities, or learning opportunities.
B. Discuss future goals and interests.
C. Allow the officer to continue performing successfully.
D. Focus attention on employees with greater development needs.
Scenario 19 – Professional Development
When evaluating employee performance, you believe supervisors should:
A. Focus on both current performance and future growth.
B. Encourage development when opportunities arise.
C. Concentrate primarily on current job performance.
D. Leave development to formal training programs.
Scenario 20 – The Growth Mindset
An employee asks how they can become more effective.
Your first response is:
A. Help identify strengths, development areas, and improvement goals.
B. Discuss current performance expectations.
C. Recommend additional experience.
D. Suggest focusing on assigned duties.
Reflection Question
Think about a period in your career when you experienced significant professional growth.
What contributed most to that growth?



DIMENSION 5: PURPOSE
Definition
Purpose is a supervisor's belief regarding meaning, mission, service, contribution, and the importance of helping employees understand why their work matters.
Scenario 21 – The Routine Assignment
An officer expresses frustration with a repetitive assignment and questions its value.
You are most likely to:
A. Explain how the assignment contributes to the mission and organizational goals.
B. Acknowledge the frustration and encourage professionalism.
C. Remind the officer that every assignment must be completed.
D. Advise the officer to focus on completing the task.
Scenario 22 – The Community Impact
Following a successful incident resolution, an officer remarks:
"I was just doing my job."
Your response is:
A. Highlight the positive impact the officer's actions had on others.
B. Thank the officer for the good work.
C. Agree that the officer was simply fulfilling responsibilities.
D. Move on to the next issue.
Scenario 23 – The Discouraged Employee
An officer appears discouraged and questions whether their efforts make a difference.
You are most likely to:
A. Discuss the importance of the officer's contributions and impact.
B. Encourage the officer to remain positive.
C. Focus on current performance expectations.
D. Assume motivation will return over time.
Scenario 24 – The Team Mission
When discussing organizational goals with employees, you believe supervisors should:
A. Regularly connect daily work to the agency's mission and community impact.
B. Explain goals when major initiatives occur.
C. Focus primarily on operational objectives.
D. Leave mission discussions to command staff.
Scenario 25 – The Legacy Question
When employees look back on their careers, you hope they will believe that their work:
A. Made a meaningful difference in the lives of others.
B. Helped them become successful professionals.
C. Provided stability and career opportunities.
D. Allowed them to complete their responsibilities effectively.
Reflection Question
Think about a time when your work felt especially meaningful.
What made that experience significant?


CLI MOTIVATIONAL LEADERSHIP PROFILE™
Recognition • Achievement • Belonging • Growth • Purpose
Coates Leadership Institute



CLI MOTIVATIONAL LEADERSHIP PROFILE™
SCORING SHEET, INTERPRETATION GUIDE, AND LEADERSHIP DEVELOPMENT PLAN
Recognition • Achievement • Belonging • Growth • Purpose

SCORING INSTRUCTIONS
For each scenario, record the point value associated with your response.
A = 4 Points
B = 3 Points
C = 2 Points
D = 1 Point
After recording your points for each scenario, total the scores for each dimension.

DIMENSION SCORING SHEET
DIMENSION 1: RECOGNITION
Question 1 _____
Question 2 _____
Question 3 _____
Question 4 _____
Question 5 _____
Dimension Total _____ / 20

DIMENSION 2: ACHIEVEMENT
Question 6 _____
Question 7 _____
Question 8 _____
Question 9 _____
Question 10 _____
Dimension Total _____ / 20

DIMENSION 3: BELONGING
Question 11 _____
Question 12 _____
Question 13 _____
Question 14 _____
Question 15 _____
Dimension Total _____ / 20

DIMENSION 4: GROWTH
Question 16 _____
Question 17 _____
Question 18 _____
Question 19 _____
Question 20 _____
Dimension Total _____ / 20

DIMENSION 5: PURPOSE
Question 21 _____
Question 22 _____
Question 23 _____
Question 24 _____
Question 25 _____
Dimension Total _____ / 20

TOTAL PROFILE SCORE
Recognition __________
Achievement __________
Belonging __________
Growth __________
Purpose __________
TOTAL SCORE __________ / 100

PROFILE INTERPRETATION
16-20
Exceptional Strength
You consistently demonstrate leadership beliefs and behaviors that support employee motivation, engagement, growth, and commitment.
11-15
Established Strength
This area generally contributes positively to your effectiveness as a supervisor. Continued development can further strengthen your motivational leadership approach.
6-10
Development Opportunity
This area may occasionally limit your ability to motivate and engage employees effectively.
1-5
Priority Development Area
This area requires focused development. Deficiencies may reduce employee engagement, morale, growth, and commitment.

DIMENSION INTERPRETATION
RECOGNITION
Measures:
• Appreciation
• Positive reinforcement
• Acknowledgment of effort
• Reinforcement of performance
• Employee value
Exceptional Strength
You understand the importance of recognizing employee contributions and reinforcing positive performance.
Development Opportunity
You may occasionally overlook opportunities to recognize employee effort and achievement.
Priority Development Area
Limited recognition can reduce morale, motivation, and employee engagement.

ACHIEVEMENT
Measures:
• Challenge
• Accomplishment
• Success orientation
• Performance expectations
• Opportunity creation
Exceptional Strength
You actively create opportunities for employees to achieve meaningful goals and experience success.
Development Opportunity
You may not consistently provide employees with challenging assignments or growth opportunities.
Priority Development Area
Employees who are rarely challenged often become disengaged and less motivated.

BELONGING
Measures:
• Inclusion
• Team identity
• Acceptance
• Connection
• Trust
Exceptional Strength
You create an environment where employees feel respected, valued, and connected to the team.
Development Opportunity
You may underestimate the importance of inclusion and team relationships.
Priority Development Area
A lack of belonging often leads to reduced morale, engagement, and retention.

GROWTH
Measures:
• Learning
• Development
• Improvement
• Coaching
• Professional competence
Exceptional Strength
You actively support employee growth and view development as a critical supervisory responsibility.
Development Opportunity
You may focus more on current performance than long-term growth and development.
Priority Development Area
Without growth opportunities, employees often become stagnant and less motivated.

PURPOSE
Measures:
• Mission connection
• Meaningful work
• Service orientation
• Community impact
• Professional identity
Exceptional Strength
You consistently connect daily work to mission, service, and organizational purpose.
Development Opportunity
You may not always help employees understand the significance of their contributions.
Priority Development Area
When employees lose sight of purpose, motivation and commitment often decline.

CLI MOTIVATIONAL LEADERSHIP PROFILE SUMMARY
My Highest Dimension

My Lowest Dimension

The Result That Surprised Me Most


The Motivational Factor I Most Need To Improve



FOUR DOMAINS REFLECTION
KNOWLEDGE
What did this assessment teach you about motivation?



SKILL
Which motivational leadership behaviors do you currently demonstrate effectively?



JUDGMENT
How do your motivational practices influence employee performance and engagement?



VALUES
What leadership principles guide the way you motivate and encourage others?




PERSONAL LEADERSHIP DEVELOPMENT PLAN
My Primary Development Area

Why This Area Is Important



One Motivational Leadership Behavior I Will Improve

Action Step #1

Action Step #2

Action Step #3

Target Completion Date

How I Will Measure Success




CLI MOTIVATIONAL LEADERSHIP FRAMEWORK™ CONNECTION
Recognition
How do I acknowledge and reinforce positive performance?

Achievement
How do I create opportunities for success and accomplishment?

Belonging
How do I help employees feel connected and valued?

Growth
How do I encourage continuous learning and professional competence?

Purpose
How do I help employees understand why their work matters?


Motivation is not something supervisors create.
Motivation is something supervisors influence through recognition, achievement, belonging, growth, and purpose.
CLI Motivational Leadership Profile™
Coates Leadership Institute


CLI SUPERVISORY LEADERSHIP PROFILE™
CLI-SDAP-104
Version 1.0
Publication Date: June 2026
Mission Focus • People Development • Communication • Accountability • Leadership Presence
PURPOSE
The CLI Supervisory Leadership Profile™ is designed to help supervisors evaluate the behaviors that influence employee performance, team effectiveness, accountability, communication, and organizational success.
The assessment examines how supervisors:
• Accomplish the mission
• Develop employees
• Communicate expectations
• Reinforce accountability
• Demonstrate leadership presence
The purpose is to identify strengths and opportunities for improvement in the practical application of supervision.
DIRECTIONS
Read each scenario carefully.
Select the response that most closely reflects what you would most likely do in the situation described.
Answer honestly.
The purpose of this assessment is self-awareness and leadership development—not evaluation.

DIMENSION 1: MISSION FOCUS
Definition
Mission Focus is a supervisor's ability to establish priorities, maintain operational effectiveness, reinforce standards, and ensure organizational objectives are accomplished.
Scenario 1 – Competing Priorities
Several important issues require your attention at the same time.
Your first response is to:
A. Assess priorities and focus resources on the most critical issues.
B. Address issues in the order they arise.
C. Delegate several issues immediately and hope they are handled appropriately.
D. Focus on the issue creating the most immediate pressure.
Scenario 2 – The Missed Deadline
A project assigned to your squad is behind schedule.
You are most likely to:
A. Identify obstacles, establish expectations, and develop a plan to get back on track.
B. Increase monitoring and follow-up.
C. Complete portions of the work yourself.
D. Wait to see if progress improves.
Scenario 3 – Resource Constraints
You are expected to complete an important task with limited personnel and resources.
Your approach is to:
A. Reevaluate priorities and maximize available resources.
B. Request additional support.
C. Delay less important responsibilities.
D. Accept reduced performance expectations.
Scenario 4 – Standards and Performance
An officer's work meets minimum expectations but consistently falls short of the level you believe is possible.
You are most likely to:
A. Coach the officer toward higher performance while maintaining support.
B. Accept the performance because standards are technically being met.
C. Increase oversight and monitoring.
D. Focus attention on more serious problems.
Scenario 5 – Mission Success
You believe successful supervision is best measured by:
A. Accomplishing the mission while developing people and maintaining professionalism.
B. Accomplishing the mission regardless of circumstances.
C. Maintaining compliance with policies and procedures.
D. Avoiding major problems and complaints.
Reflection Question
Think about a supervisor who consistently achieved results.
What behaviors contributed most to that person's effectiveness?



DIMENSION 2: PEOPLE DEVELOPMENT
Definition
People Development is a supervisor's ability to coach, mentor, train, support, and improve employee performance and professional competence.
Scenario 6 – The New Employee
A newly assigned officer demonstrates enthusiasm but lacks experience.
Your approach is to:
A. Provide coaching, feedback, and developmental opportunities while building confidence.
B. Answer questions and provide assistance when needed.
C. Allow the officer to learn primarily through experience.
D. Focus on correcting mistakes as they occur.
Scenario 7 – The Performance Gap
An officer's performance is acceptable but clearly below potential.
You are most likely to:
A. Work with the officer to identify development goals and improvement strategies.
B. Discuss the issue during evaluations.
C. Accept the performance because minimum expectations are being met.
D. Focus attention on employees with more serious problems.
Scenario 8 – The Development Opportunity
A special project becomes available that could help an employee develop new skills.
You are most likely to:
A. Match the opportunity to an employee who could benefit from the experience.
B. Assign the project based on current expertise.
C. Complete the project with the most experienced employee available.
D. Avoid assigning the project if additional coaching may be required.
Scenario 9 – The Coaching Conversation
An officer asks:
"What can I do to become more effective?"
Your response is:
A. Help identify strengths, weaknesses, goals, and development opportunities.
B. Provide general advice based on experience.
C. Recommend additional training.
D. Encourage the officer to gain more experience first.
Scenario 10 – Future Leaders
When you think about employee development, you believe supervisors should:
A. Intentionally prepare employees for greater responsibility and leadership roles.
B. Encourage development when opportunities arise.
C. Focus primarily on current job performance.
D. Leave leadership development to formal training programs.
Reflection Question
Think about a supervisor who helped you grow professionally.
What specific actions did that supervisor take that made the greatest difference?



DIMENSION 3: COMMUNICATION
Definition
Communication is a supervisor's ability to clearly convey expectations, provide feedback, listen effectively, facilitate understanding, and maintain productive communication with employees.
Scenario 11 – The New Assignment
You are assigning an important task to an officer.
Your approach is to:
A. Clearly explain expectations, answer questions, and confirm understanding.
B. Provide instructions and remain available if questions arise.
C. Explain the assignment and expect the officer to figure out details independently.
D. Provide only the information necessary to get started.
Scenario 12 – The Misunderstanding
An officer completes a task incorrectly because they misunderstood your instructions.
Your first response is to:
A. Determine whether expectations were communicated clearly.
B. Review the instructions with the officer.
C. Assume the officer was not paying attention.
D. Become frustrated because the instructions seemed obvious.
Scenario 13 – The Difficult Conversation
You must address a sensitive performance issue with an employee.
Your approach is to:
A. Be direct, respectful, and focused on improvement.
B. Discuss the issue while emphasizing policy and expectations.
C. Keep the discussion brief to minimize discomfort.
D. Delay the conversation until it becomes necessary.
Scenario 14 – The Employee Concern
An officer approaches you with a concern regarding workplace issues.
You are most likely to:
A. Listen carefully and seek to understand the concern before responding.
B. Listen and provide guidance when appropriate.
C. Focus primarily on resolving the issue quickly.
D. Redirect the conversation toward solutions immediately.
Scenario 15 – Team Communication
When conducting briefings or team meetings, your primary goal is to:
A. Ensure employees understand expectations, priorities, and objectives.
B. Share information and answer questions.
C. Deliver necessary information efficiently.
D. Complete the meeting as quickly as possible.
Reflection Question
Think about a supervisor who communicated effectively.
What specific communication behaviors contributed most to that person's effectiveness?



DIMENSION 4: ACCOUNTABILITY
Definition
Accountability is a supervisor's ability to establish expectations, reinforce standards, address performance issues, apply corrective action fairly, and maintain organizational credibility.
Scenario 16 – The First Performance Problem
An officer makes a minor performance mistake that does not result in significant consequences.
Your response is to:
A. Address the issue promptly and use it as a coaching opportunity.
B. Discuss the issue and clarify expectations.
C. Document the issue for future reference.
D. Wait to see if the problem occurs again.
Scenario 17 – The Repeated Issue
An officer continues to demonstrate the same performance problem despite previous discussions.
You are most likely to:
A. Increase accountability while continuing to support improvement.
B. Implement formal corrective action.
C. Become frustrated with the lack of improvement.
D. Focus on other issues that require attention.
Scenario 18 – The High Performer
A highly respected employee violates a minor policy.
Your response is to:
A. Apply the same standards used for all employees.
B. Consider the employee's overall performance record.
C. Minimize the issue because of the employee's reputation.
D. Ignore the issue because it is out of character.
Scenario 19 – The Accountability Conversation
You must conduct a corrective discussion with an employee.
Your primary goal is to:
A. Improve future performance and reinforce expectations.
B. Ensure the employee understands the seriousness of the issue.
C. Document the conversation thoroughly.
D. Demonstrate that standards will be enforced.
Scenario 20 – Maintaining Standards
You believe effective accountability is best described as:
A. Consistently reinforcing standards while helping employees succeed.
B. Ensuring employees understand organizational expectations.
C. Addressing performance deficiencies when they occur.
D. Enforcing rules and procedures fairly.
Reflection Question
Think about a supervisor who held people accountable effectively.
What made that supervisor fair, credible, and respected?



DIMENSION 5: LEADERSHIP PRESENCE
Definition
Leadership Presence is a supervisor's ability to demonstrate professionalism, credibility, consistency, confidence, integrity, and influence through daily leadership behaviors.
Scenario 21 – The Example
An officer comments:
"People watch what supervisors do more than what they say."
Your reaction is:
A. Agree that supervisors establish expectations through personal example.
B. Recognize that employee observations influence credibility.
C. Believe policies and procedures are more important than personal example.
D. Assume employees focus primarily on results.
Scenario 22 – The Difficult Decision
You must make a decision that may be unpopular with members of your team.
You are most likely to:
A. Make the decision professionally and explain the reasoning behind it.
B. Implement the decision and answer questions if necessary.
C. Delay the decision in hopes circumstances change.
D. Avoid the decision if possible.
Scenario 23 – Consistency
Employees often describe effective supervisors as:
A. Consistent, fair, and predictable.
B. Knowledgeable and experienced.
C. Strong decision makers.
D. Efficient managers.
Scenario 24 – Professional Conduct
A stressful situation causes several employees to become frustrated and emotional.
Your role as a supervisor is to:
A. Model professionalism, composure, and sound judgment.
B. Maintain control of the situation.
C. Ensure expectations are followed.
D. Resolve the immediate problem.
Scenario 25 – Leadership Legacy
When employees describe your leadership years from now, you would most want them to say:
A. "That supervisor made us better professionals and better people."
B. "That supervisor expected high performance."
C. "That supervisor knew the job."
D. "That supervisor maintained order and discipline."
Reflection Question
Think about a supervisor whose leadership presence you respected.
What behaviors made that individual credible, influential, and trustworthy?


CLI SUPERVISORY LEADERSHIP PROFILE™
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CLI SUPERVISORY LEADERSHIP PROFILE™
SCORING SHEET, INTERPRETATION GUIDE, AND LEADERSHIP DEVELOPMENT PLAN
Mission Focus • People Development • Communication • Accountability • Leadership Presence

SCORING INSTRUCTIONS
For each scenario, record the point value associated with your response.
A = 4 Points
B = 3 Points
C = 2 Points
D = 1 Point
After recording your points for each scenario, total the scores for each dimension.

DIMENSION SCORING SHEET
DIMENSION 1: MISSION FOCUS
Question 1 _____
Question 2 _____
Question 3 _____
Question 4 _____
Question 5 _____
Dimension Total _____ / 20

DIMENSION 2: PEOPLE DEVELOPMENT
Question 6 _____
Question 7 _____
Question 8 _____
Question 9 _____
Question 10 _____
Dimension Total _____ / 20

DIMENSION 3: COMMUNICATION
Question 11 _____
Question 12 _____
Question 13 _____
Question 14 _____
Question 15 _____
Dimension Total _____ / 20

DIMENSION 4: ACCOUNTABILITY
Question 16 _____
Question 17 _____
Question 18 _____
Question 19 _____
Question 20 _____
Dimension Total _____ / 20

DIMENSION 5: LEADERSHIP PRESENCE
Question 21 _____
Question 22 _____
Question 23 _____
Question 24 _____
Question 25 _____
Dimension Total _____ / 20

TOTAL PROFILE SCORE
Mission Focus __________
People Development __________
Communication __________
Accountability __________
Leadership Presence __________
TOTAL SCORE __________ / 100

PROFILE INTERPRETATION
16-20
Exceptional Strength
You consistently demonstrate supervisory behaviors associated with highly effective first-line leadership.
11-15
Established Strength
This area generally supports your supervisory effectiveness and contributes positively to employee and organizational performance.
6-10
Development Opportunity
This area may occasionally limit your effectiveness as a supervisor. Focused development can improve performance and influence.
1-5
Priority Development Area
This area requires immediate attention. Deficiencies may negatively affect employee performance, team effectiveness, and organizational outcomes.

DIMENSION INTERPRETATION
MISSION FOCUS
Measures:
• Prioritization
• Operational effectiveness
• Resource management
• Performance expectations
• Mission accomplishment
Exceptional Strength
You effectively balance priorities, allocate resources, and maintain focus on accomplishing organizational objectives.
Development Opportunity
You may occasionally struggle with prioritization, delegation, or balancing competing demands.
Priority Development Area
Improving mission focus can enhance productivity, operational effectiveness, and organizational success.

PEOPLE DEVELOPMENT
Measures:
• Coaching
• Mentoring
• Employee growth
• Professional competence
• Leadership development
Exceptional Strength
You actively invest in employee growth and understand that development is a core supervisory responsibility.
Development Opportunity
You may focus more on immediate performance than long-term employee growth.
Priority Development Area
Greater attention to development can improve employee performance, retention, and leadership readiness.

COMMUNICATION
Measures:
• Clarity
• Listening
• Feedback
• Understanding
• Information sharing
Exceptional Strength
You consistently communicate expectations, provide meaningful feedback, and facilitate understanding.
Development Opportunity
You may occasionally assume understanding without verifying communication effectiveness.
Priority Development Area
Improved communication can strengthen trust, teamwork, and performance.

ACCOUNTABILITY
Measures:
• Performance management
• Standards enforcement
• Consistency
• Fairness
• Corrective action
Exceptional Strength
You maintain high standards while helping employees improve performance and competence.
Development Opportunity
You may occasionally avoid difficult accountability conversations or struggle with consistency.
Priority Development Area
Improving accountability strengthens credibility, professionalism, and organizational performance.

LEADERSHIP PRESENCE
Measures:
• Credibility
• Professionalism
• Consistency
• Influence
• Integrity
Exceptional Strength
You demonstrate behaviors that inspire trust, confidence, and respect.
Development Opportunity
You may underestimate the influence your daily behavior has on employee perceptions and performance.
Priority Development Area
Strengthening leadership presence can increase influence, trust, and supervisory effectiveness.

CLI SUPERVISORY LEADERSHIP PROFILE SUMMARY
My Highest Dimension

My Lowest Dimension

The Result That Surprised Me Most


The Supervisory Skill I Most Need To Strengthen



FOUR DOMAINS REFLECTION
KNOWLEDGE
What did this assessment teach you about your supervisory effectiveness?



SKILL
Which supervisory behaviors do you currently demonstrate most effectively?



JUDGMENT
How do your supervisory decisions influence employee performance and team effectiveness?



VALUES
What leadership principles guide the way you supervise others?




PERSONAL LEADERSHIP DEVELOPMENT PLAN
My Primary Development Area

Why This Area Is Important



One Supervisory Behavior I Will Improve

Action Step #1

Action Step #2

Action Step #3

Target Completion Date

How I Will Measure Success




CLI SUPERVISORY LEADERSHIP FRAMEWORK™ CONNECTION
Mission Focus
How do I balance mission accomplishment with employee development?

People Development
How do I help employees improve competence and performance?

Communication
How do I ensure expectations and feedback are clearly understood?

Accountability
How do I reinforce standards while supporting improvement?

Leadership Presence
How do my actions influence credibility, trust, and respect?


Supervisors are judged not only by what they accomplish, but by how they develop people, communicate expectations, reinforce standards, and influence others.
CLI Supervisory Leadership Profile™
Coates Leadership Institute


CLI TEAM LEADERSHIP PROFILE™
CLI-SDAP-105
Version 1.0
Publication Date: June 2026
Team Climate • Team Development • Conflict Management • Team Performance • High-Performance Teams
PURPOSE
The CLI Team Leadership Profile™ is designed to help supervisors evaluate their effectiveness in building, developing, supporting, and leading high-performing teams.
The assessment examines how supervisors:
• Build team climate
• Develop team maturity
• Manage conflict
• Improve team performance
• Create high-performance teams
The purpose is to identify strengths and opportunities for improving team leadership effectiveness.
DIRECTIONS
Read each scenario carefully.
Select the response that most closely reflects what you would most likely do in the situation described.
Answer honestly.
The purpose of this assessment is self-awareness and leadership development—not evaluation.

DIMENSION 1: TEAM CLIMATE
Definition
Team Climate is a supervisor's ability to create an environment characterized by trust, respect, communication, cooperation, professionalism, and psychological safety.
Scenario 1 – The New Team Member
A newly assigned officer joins your squad.
Your first priority is to:
A. Help the officer become integrated into the team.
B. Ensure the officer understands expectations.
C. Monitor performance during the transition.
D. Allow the team to handle the adjustment naturally.
Scenario 2 – Team Morale
You notice morale has declined over the past several weeks.
Your first response is to:
A. Explore possible causes and engage the team in solutions.
B. Increase communication and visibility.
C. Monitor the situation closely.
D. Assume morale will improve over time.
Scenario 3 – Employee Input
A team member raises a concern regarding squad operations.
You are most likely to:
A. Listen carefully and encourage discussion.
B. Consider the concern and provide feedback.
C. Evaluate whether the concern affects performance.
D. Focus on maintaining operational efficiency.
Scenario 4 – Team Relationships
Conflict has not occurred, but employees appear to be working in isolated groups.
Your approach is to:
A. Encourage interaction, communication, and collaboration.
B. Monitor the situation for future issues.
C. Focus on productivity rather than relationships.
D. Allow employees to work independently.
Scenario 5 – Healthy Teams
You believe the most important characteristic of a healthy team is:
A. Trust and mutual respect.
B. Consistent performance.
C. Strong leadership.
D. Clear organizational structure.
Reflection Question
Think about the best team you have ever been part of.
What made that team successful?



DIMENSION 2: TEAM DEVELOPMENT
Definition
Team Development is a supervisor's ability to guide a team through growth, change, challenges, and increasing levels of effectiveness.
Scenario 6 – The Newly Formed Team
Several new employees have recently joined your squad.
Your first priority is to:
A. Establish expectations, clarify roles, and build relationships.
B. Focus on task completion and productivity.
C. Allow the team to develop naturally.
D. Wait until problems emerge before intervening.
Scenario 7 – Emerging Conflict
As the team begins working together, disagreements and tension start to emerge.
Your response is to:
A. Address concerns openly and help the team work through differences.
B. Monitor the conflict and intervene if necessary.
C. Encourage employees to resolve the issue independently.
D. Avoid involvement unless performance suffers.
Scenario 8 – Establishing Norms
The team is beginning to work together more effectively but lacks consistency.
You are most likely to:
A. Reinforce standards, expectations, and positive behaviors.
B. Continue monitoring team interactions.
C. Focus on operational objectives.
D. Allow the team to determine its own standards.
Scenario 9 – High Functioning Team
Your squad consistently performs well and requires minimal supervision.
Your approach is to:
A. Provide support, remove obstacles, and encourage continued growth.
B. Maintain current oversight practices.
C. Reduce involvement significantly.
D. Focus attention on other priorities.
Scenario 10 – Team Change
Several experienced members leave and are replaced by new personnel.
You are most likely to:
A. Recognize that team development must begin again and adjust leadership accordingly.
B. Continue leading the team as before.
C. Focus on maintaining productivity.
D. Assume the team will quickly adjust without intervention.
Reflection Question
Think about a team you have seen evolve over time.
What leadership actions helped that team become more effective?



DIMENSION 3: CONFLICT MANAGEMENT
Definition
Conflict Management is a supervisor's ability to recognize, address, and resolve disagreements and interpersonal issues in a manner that supports professionalism and team effectiveness.
Scenario 11 – Early Signs
You notice increasing tension between two officers.
Your response is to:
A. Address the issue early and explore concerns.
B. Monitor the situation closely.
C. Wait until a problem is reported.
D. Assume the issue will resolve itself.
Scenario 12 – Employee Disagreement
Two employees strongly disagree regarding how a task should be completed.
You are most likely to:
A. Facilitate discussion and help identify a solution.
B. Listen to both sides before deciding.
C. Direct employees to follow your preferred approach.
D. End the discussion and move forward.
Scenario 13 – Personal Conflict
A personal disagreement begins affecting performance.
Your response is to:
A. Address the issue directly and establish expectations.
B. Meet with employees individually.
C. Focus on performance rather than the relationship.
D. Wait to see if performance improves.
Scenario 14 – Emotional Conflict
An employee becomes visibly emotional during a discussion.
You are most likely to:
A. Remain calm, acknowledge emotions, and guide the discussion.
B. Pause the discussion temporarily.
C. Redirect the conversation to facts.
D. End the discussion.
Scenario 15 – Healthy Conflict
You believe productive conflict:
A. Can improve communication and team effectiveness.
B. Should be minimized whenever possible.
C. Usually creates more problems than benefits.
D. Indicates leadership failure.
Reflection Question
Think about a conflict that was handled effectively.
What leadership behaviors contributed most to a positive outcome?



DIMENSION 4: TEAM PERFORMANCE
Definition
Team Performance is a supervisor's ability to establish expectations, improve results, remove obstacles, reinforce accountability, and help teams achieve organizational objectives.
Scenario 16 – Missed Expectations
Your squad falls short in several important performance areas.
Your first response is to:
A. Identify causes and engage the team in solutions.
B. Increase monitoring and oversight.
C. Focus on lower-performing employees.
D. Accept current performance levels.
Scenario 17 – Performance Obstacles
Employees identify barriers limiting performance.
You are most likely to:
A. Work to remove obstacles whenever possible.
B. Communicate concerns through the chain of command.
C. Encourage adaptation to existing conditions.
D. Focus only on factors employees control.
Scenario 18 – Accountability and Results
Team performance begins to decline.
You are most likely to:
A. Reinforce expectations, support improvement, and increase accountability.
B. Meet with employees individually.
C. Increase monitoring and documentation.
D. Wait to see if performance improves.
Scenario 19 – Measuring Success
You believe team performance should be measured by:
A. Results, professionalism, teamwork, and improvement.
B. Achievement of organizational goals.
C. Compliance with policies.
D. Productivity alone.
Scenario 20 – Sustained Excellence
A team has achieved strong performance for an extended period.
Your approach is to:
A. Continue challenging the team to improve.
B. Maintain existing practices.
C. Reduce oversight.
D. Shift attention elsewhere.
Reflection Question
Think about the highest-performing team you have worked with.
What leadership behaviors contributed most to that team's success?



DIMENSION 5: HIGH-PERFORMANCE TEAMS
Definition
High-Performance Teams are characterized by trust, accountability, ownership, adaptability, professional competence, and continuous improvement.
Scenario 21 – Taking Ownership
A problem develops within the team.
Your ideal team would:
A. Identify the issue and actively participate in solving it.
B. Report the issue promptly.
C. Wait for supervisory direction.
D. Focus only on assigned responsibilities.
Scenario 22 – Adaptability
An unexpected operational change affects the team.
You are most likely to:
A. Help the team adapt and maintain focus.
B. Communicate expectations and monitor progress.
C. Increase oversight.
D. Focus primarily on compliance.
Scenario 23 – Professional Competence
The strongest teams are those in which employees:
A. Continuously improve knowledge, skill, judgment, and values.
B. Consistently meet expectations.
C. Follow policies effectively.
D. Avoid major mistakes.
Scenario 24 – Team Excellence
When a team performs at a high level, your role is to:
A. Reinforce success and encourage continued growth.
B. Maintain current expectations.
C. Reduce involvement.
D. Focus elsewhere.
Scenario 25 – Defining Success
A high-performance team is best described as:
A. A team that achieves results through professionalism, trust, accountability, and continuous improvement.
B. A team that consistently meets goals.
C. A team that follows policies.
D. A team that avoids major problems.
Reflection Question
Think about the most effective team you have ever observed.
What leadership behaviors and team characteristics contributed most to its success?


CLI TEAM LEADERSHIP PROFILE™
Coates Leadership Institute



CLI TEAM LEADERSHIP PROFILE™
SCORING SHEET, INTERPRETATION GUIDE, AND LEADERSHIP DEVELOPMENT PLAN
Team Climate • Team Development • Conflict Management • Team Performance • High-Performance Teams

SCORING INSTRUCTIONS
For each scenario, record the point value associated with your response.
A = 4 Points
B = 3 Points
C = 2 Points
D = 1 Point
After recording your points for each scenario, total the scores for each dimension.

DIMENSION SCORING SHEET
DIMENSION 1: TEAM CLIMATE
Question 1 _____
Question 2 _____
Question 3 _____
Question 4 _____
Question 5 _____
Dimension Total _____ / 20

DIMENSION 2: TEAM DEVELOPMENT
Question 6 _____
Question 7 _____
Question 8 _____
Question 9 _____
Question 10 _____
Dimension Total _____ / 20

DIMENSION 3: CONFLICT MANAGEMENT
Question 11 _____
Question 12 _____
Question 13 _____
Question 14 _____
Question 15 _____
Dimension Total _____ / 20

DIMENSION 4: TEAM PERFORMANCE
Question 16 _____
Question 17 _____
Question 18 _____
Question 19 _____
Question 20 _____
Dimension Total _____ / 20

DIMENSION 5: HIGH-PERFORMANCE TEAMS
Question 21 _____
Question 22 _____
Question 23 _____
Question 24 _____
Question 25 _____
Dimension Total _____ / 20

TOTAL PROFILE SCORE
Team Climate __________
Team Development __________
Conflict Management __________
Team Performance __________
High-Performance Teams __________
TOTAL SCORE __________ / 100

PROFILE INTERPRETATION
16-20
Exceptional Strength
You consistently demonstrate team leadership behaviors associated with highly effective and high-performing teams.
11-15
Established Strength
This area generally contributes positively to your ability to build and lead effective teams.
6-10
Development Opportunity
This area may occasionally limit your effectiveness as a team leader.
1-5
Priority Development Area
This area requires focused improvement. Weaknesses may negatively affect morale, teamwork, communication, and performance.

DIMENSION INTERPRETATION
TEAM CLIMATE
Measures:
• Trust
• Respect
• Inclusion
• Communication
• Team Cohesion
Exceptional Strength
You create a positive environment where employees feel respected, valued, and connected.
Development Opportunity
You may underestimate the impact climate has on morale and team effectiveness.
Priority Development Area
Improving team climate can strengthen trust, engagement, and performance.

TEAM DEVELOPMENT
Measures:
• Team Growth
• Leadership Adaptability
• Team Maturity
• Norm Development
• Team Progression
Exceptional Strength
You understand how teams develop and adjust your leadership accordingly.
Development Opportunity
You may occasionally apply the same leadership approach regardless of team maturity.
Priority Development Area
Improving team development skills can accelerate team effectiveness and performance.

CONFLICT MANAGEMENT
Measures:
• Conflict Awareness
• Communication
• Resolution Skills
• Professionalism
• Emotional Intelligence
Exceptional Strength
You address conflict early, professionally, and constructively.
Development Opportunity
You may occasionally avoid conflict or delay intervention.
Priority Development Area
Improving conflict management skills can strengthen trust and team effectiveness.

TEAM PERFORMANCE
Measures:
• Expectations
• Accountability
• Results
• Problem Solving
• Continuous Improvement
Exceptional Strength
You consistently help teams achieve results while maintaining professionalism and accountability.
Development Opportunity
You may focus on performance problems without addressing underlying causes.
Priority Development Area
Improving performance leadership can increase productivity, quality, and effectiveness.

HIGH-PERFORMANCE TEAMS
Measures:
• Ownership
• Initiative
• Adaptability
• Professional Competence
• Sustained Excellence
Exceptional Strength
You actively build teams characterized by trust, ownership, accountability, and continuous improvement.
Development Opportunity
You may occasionally focus on short-term performance rather than long-term excellence.
Priority Development Area
Improving this area can help create teams that consistently perform at exceptional levels.

CLI TEAM LEADERSHIP PROFILE SUMMARY
My Highest Dimension

My Lowest Dimension

The Result That Surprised Me Most


The Team Leadership Skill I Most Need To Improve



FOUR DOMAINS REFLECTION
KNOWLEDGE
What did this assessment teach you about leading teams?



SKILL
Which team leadership behaviors do you currently demonstrate most effectively?



JUDGMENT
How do your leadership decisions affect team effectiveness and performance?



VALUES
What leadership principles influence the way you lead teams?




PERSONAL LEADERSHIP DEVELOPMENT PLAN
My Primary Development Area

Why This Area Is Important



One Team Leadership Behavior I Will Improve

Action Step #1

Action Step #2

Action Step #3

Target Completion Date

How I Will Measure Success




CLI TEAM LEADERSHIP FRAMEWORK™ CONNECTION
Team Climate
How do I create trust, respect, and inclusion?

Team Development
How do I help teams mature and improve?

Conflict Management
How do I address disagreements and tension?

Team Performance
How do I improve results while maintaining professionalism?

High-Performance Teams
How do I build and sustain excellence?


Strong teams are not created by chance.
They are built through trust, leadership, accountability, communication, professional competence, and continuous improvement.
CLI TEAM LEADERSHIP PROFILE™
Coates Leadership Institute










The CLI Learning Cycle™
First Line Supervision: Self-Assessments

THINK ABOUT IT
Self-Awareness Begins with You
Before completing the assessments, take a few moments to think about yourself as a supervisor.
• What leadership strengths are you most proud of?
• What supervisory situations consistently challenge you?
• How would the employees you supervise honestly describe your leadership style?
• What leadership habit would you most like to improve?
Remember, self-assessment is valuable only when it is approached with honesty and humility.

LEADERSHIP CONVERSATION
Why Do Good Supervisors Stop Growing?
Ask participants to discuss the following questions in groups of three or four.
· Why do some supervisors continue growing throughout their careers while others seem to stop developing after promotion? 
· Can technical competence compensate for poor self-awareness? 
· Why is honest self-assessment often difficult for experienced supervisors? 
· How does a supervisor's lack of self-awareness affect an entire team? 
After approximately ten minutes, facilitate a class discussion by asking each group to share one important insight.

LEADERSHIP IN ACTION
Scenario
The Sergeant Who Never Asked
Sergeant Adams has been a supervisor for six years.
He consistently completes reports on time.
His team meets productivity expectations.
He believes he is an effective supervisor.
Recently, however, several officers requested transfers from his squad.
Exit interviews reveal similar comments.
· "He doesn't listen." 
· "He already has his mind made up." 
· "He never asks for feedback." 
· "Everything feels like criticism." 
When confronted with this information, Sergeant Adams responds,
"I'm here to supervise—not to win a popularity contest."
Discussion Questions
1. What leadership blind spots might Sergeant Adams have? 
2. Which of the CLI assessments would provide the most useful feedback? 
3. How might increased self-awareness improve his supervisory effectiveness? 
4. What coaching recommendations would you provide? 
SUPERVISOR PERFORMANCE TOOL™
Personal Leadership Growth Snapshot
Have participants identify:
One Leadership Strength

One Leadership Blind Spot

One Behavior They Will Begin Doing

One Behavior They Will Stop Doing

One Leadership Goal for the Next 30 Days

Encourage participants to keep this worksheet as the first entry in their Personal Leadership Development Plan.

CLI PRINCIPLE
CLI Principle
Professional competence begins with self-awareness. Supervisors who understand themselves are better prepared to understand, develop, and lead others.
Instructor Emphasis
Remind participants that every assessment in this module is intended to increase awareness—not assign labels. The objective is continuous professional growth, not personal criticism.
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The CLI Learning Cycle™
Leadership: Leading Through Influence
Section A
Think About It
Think about the best supervisor you have ever worked for.
What made that person a leader rather than simply a supervisor?



Now think about a supervisor who possessed authority but very little influence.
What behaviors limited that person's effectiveness?



What lessons from those experiences can you apply to your own leadership?




CLI Performance Model; TEAM
LEAD™
The Daily Leadership Model
· L – Listen Before You Lead 
· E – Encourage Through Coaching 
· A – Act with Integrity 
· D – Develop Your People
Key Takeaway
Position gives you authority.
Leadership gives you influence.
The most effective first-line supervisors learn to use both wisely.

Section B
Think About It
Think about a supervisor you have worked for who excelled at managing the work but struggled to lead people.
How did that affect the work environment?



Now think about a supervisor who inspired employees but struggled with organization or accountability.
What challenges did that create?



Why is it important for first-line supervisors to develop all three competencies?




Leadership Conversation
Discuss the following questions with your small group.
· Can someone be an effective manager without being an effective leader? Why or why not?
· Can someone be a respected leader without being an effective supervisor?
· Which of the three responsibilities—leadership, supervision, or management—do first-line supervisors spend the most time performing?
· Which responsibility is the most difficult to master? Explain your answer.
Be prepared to share one key insight with the class.

Key Takeaway
Management organizes the work.
Supervision directs the work.
Leadership inspires people to accomplish the work.
Outstanding first-line supervisors learn to balance all three.

Section C
Think About It
Think about someone who has had a positive influence on your professional career.
What specific behaviors caused that person to influence you?



Have you ever worked for someone who possessed authority but very little influence?
What behaviors limited that person's effectiveness?



What behaviors can you intentionally demonstrate that will increase your influence with your employees?




Leadership Simulation
Sergeant Alex Martinez
Sergeant Martinez has been supervising the midnight shift for approximately three weeks.
Although he has authority to direct the activities of his officers, he notices that some employees enthusiastically support his decisions while others appear to comply only because they must.
One veteran officer follows instructions but rarely offers suggestions.
A younger officer frequently seeks Martinez's guidance and actively looks for opportunities to improve.
Another officer openly questions decisions during briefing.
Martinez begins wondering whether he is leading the shift—or simply supervising it.
Discussion Questions
1. What behaviors could Sergeant Martinez demonstrate to increase his influence with each employee?
2. What actions might unintentionally weaken his influence?
3. How does consistency affect a supervisor's credibility?
4. What role does trust play in developing influence?
5. Think about your own agency. Which leadership behaviors consistently strengthen influence?

Cli Performance Model: TRUST
Building Influence
· T – Tell the Truth 
· R – Respect Everyone 
· U – Understand Before Judging 
· S – Stay Consistent 
· T – Take Responsibility

Key Takeaway
Authority may require compliance.
Influence inspires commitment.
Outstanding first-line supervisors understand that long-term success depends upon earning influence rather than relying solely upon authority.

Section D.
Think About It
Of the eight leadership characteristics discussed above, which three do you believe are most important for first-line supervisors?
Why?



Which characteristic do you believe represents one of your personal strengths?


Which characteristic would you most like to strengthen during the next year?



Leadership Simulation
Sergeant Alex Martinez
During the past month, Sergeant Martinez has earned a reputation for being knowledgeable and dependable.
However, several officers have privately commented that he avoids difficult conversations and sometimes hesitates to address poor performance.
As a result, high-performing employees have begun expressing frustration that expectations are not being applied consistently.
Discussion Questions
1. Which leadership characteristics are being demonstrated effectively?
2. Which characteristics need further development?
3. How might Martinez's reluctance to address performance problems affect his credibility?
4. What actions should he take to strengthen employee confidence?
5. Which of the eight characteristics would have the greatest impact in this situation?

Key Takeaway
Leadership is not measured by isolated acts of excellence.
It is measured by the consistent demonstration of professional character, competence, and commitment over time.

Section E
Think About It
Think about a supervisor who helped you become a better officer.
What did that person do that contributed to your professional growth?



Now consider someone you supervised—or someone you could potentially supervise.
What specific actions could you take to help that person become more successful?



What opportunities exist within your current assignment to intentionally develop employees rather than simply direct their work?




Leadership in Action
Sergeant Alex Martinez
Sergeant Martinez notices that Officer Jordan, a capable but relatively inexperienced officer, struggles with preparing thorough investigative reports.
Each time Jordan submits a report, Martinez finds himself rewriting significant portions to meet departmental standards.
Martinez knows he can rewrite the reports more quickly than coaching Jordan through the necessary improvements.
However, he also realizes that continuing to rewrite the reports will not help Jordan become a better investigator.
Discussion Questions
1. What are the advantages and disadvantages of simply rewriting the reports? 
2. How could Martinez use this situation as a coaching opportunity? 
3. What long-term benefits might result from investing additional time in Jordan's development? 
4. How might this approach influence Jordan's confidence and future performance? 
5. How would this decision affect the overall effectiveness of the shift six months from now? 

Leadership Conversation
Discuss the following questions with your group.
· Why do many supervisors struggle to delegate responsibility? 
· What is the difference between solving an employee's problem and helping an employee solve the problem? 
· Think about someone who invested in your professional development. What made that experience meaningful? 
· How can supervisors balance mission accomplishment with employee development? 
· What obstacles prevent supervisors from intentionally developing employees? 
Be prepared to share one practical strategy that supervisors can use to develop employees during routine daily operations.

ClI Performance Model: GROW
Developing Employees
· G – Guide 
· R – Reinforce 
· O – Observe 
· W – Win Together

Supervisor's Toolbox
Five Ways to Develop Employees Every Shift
1. Coach instead of rescue. 
2. Ask questions before giving answers. 
3. Delegate meaningful responsibilities. 
4. Recognize improvement as well as achievement. 
5. Create learning opportunities from everyday experiences. 
Remember:
Every interaction is either a teaching opportunity or a missed opportunity.

Leadership Principle
The true measure of leadership is not what you accomplish yourself.
It is what the people you lead accomplish because of your influence.

Instructor Transition
"If developing people is one of a supervisor's greatest responsibilities, the next question becomes obvious:
How do supervisors develop different employees who possess different experience levels, personalities, motivations, and abilities?
The answer lies in adapting your leadership to the needs of the individual employee."

Section F
Think About It
Think about three employees you currently supervise—or have supervised.
Which leadership approach would be most appropriate for each?
Why?
Employee One

Leadership Approach

Employee Two

Leadership Approach

Employee Three

Leadership Approach


Leadership in Action
Sergeant Alex Martinez
Sergeant Martinez supervises four very different officers.
Officer Davis is a recent academy graduate who frequently asks questions and lacks confidence.
Officer Brooks has five years of experience and consistently performs well but occasionally hesitates when making difficult decisions.
Officer Carter has twenty years of experience and is highly respected by the entire agency.
Officer Lewis is technically competent but has recently demonstrated declining motivation following several difficult months at work.
Discussion Questions
Which leadership approach would you use with each officer?
Why?
Would every officer benefit from identical supervision?
Why or why not?
How could using the wrong leadership approach negatively affect employee performance?

Leadership Conversation
Discuss the following questions.
· Why do supervisors sometimes over-supervise experienced employees?
· Why do supervisors sometimes fail to provide enough guidance to inexperienced employees?
· How can supervisors remain fair while adapting their leadership?
· Which leadership approach do you personally find most difficult to use?
Share one practical strategy for adapting leadership without lowering standards.

Supervisor's Toolbox
Four Questions Before Leading
Before responding to any employee, ask yourself:
1. What does this employee already know?
2. What does this employee need from me right now?
3. What approach will best help this employee succeed?
4. How can I develop greater independence rather than greater dependence?
Those four questions encourage supervisors to lead intentionally rather than automatically.

Leadership Principle
Fairness means applying consistent standards.
Leadership means adapting your approach to help each employee succeed.

Instructor Transition
"As supervisors learn to adapt their leadership to individual employees, another important question naturally follows.
What encourages employees to consistently give their very best effort?
Understanding that question requires us to examine one of leadership's most important responsibilities—motivating people."

Section G
Think About It
Think about a supervisor who motivated you to perform at your very best.
What did that supervisor do that increased your motivation?



Have you ever worked in an environment where motivation steadily declined?
What supervisory behaviors contributed to that environment?



What can you do as a supervisor to increase motivation on your own team?




Leadership in Action
Sergeant Alex Martinez
During the past several months, Officer Lewis has become noticeably less enthusiastic.
His reports remain accurate.
His attendance is good.
However, he rarely volunteers for assignments, avoids proactive policing, and appears disengaged during briefing.
Martinez learns that Lewis recently experienced several personal challenges outside of work but has never discussed them with anyone at the agency.
Discussion Questions
· How should Martinez approach this situation? 
· What assumptions should he avoid making? 
· How can he demonstrate concern while maintaining accountability? 
· What actions might increase Lewis's engagement? 
· How can Martinez support Lewis without lowering professional expectations? 

Leadership Conversation
Discuss the following questions.
· What truly motivates law enforcement professionals? 
· Can supervisors motivate employees, or can they only create a motivating environment? 
· What role does recognition play in motivation? 
· How should supervisors respond when a previously motivated employee begins to disengage? 
· What motivational practices have you experienced that actually worked? 
Be prepared to share one practical motivational strategy with the class.

Supervisor's Toolbox
Five Daily Motivators
Every shift, intentionally:
1. Recognize good performance. 
2. Explain the purpose behind assignments. 
3. Provide meaningful responsibility. 
4. Encourage employee growth. 
5. Reinforce accountability with fairness and consistency. 
Small actions, repeated consistently, create highly motivated teams.

Leadership Principle
People are most motivated when they know their work matters, their efforts are appreciated, and their supervisor is invested in their success.

Instructor Transition
"Leadership is not demonstrated only through individual relationships. Every supervisor also influences something much larger—the environment in which employees work every day. That environment becomes the team's climate, and over time, it contributes to the organization's culture. Let's examine how supervisors shape the culture of their teams."

Section H
Think About It
Think about the best team you have ever been part of.
What made that team successful?



Now think about a team that struggled.
What leadership behaviors contributed to those challenges?



If you became the supervisor of your current shift tomorrow, what is one thing you would intentionally do to improve the team's climate?




Leadership in Action
Sergeant Alex Martinez
Three months after assuming command of the midnight shift, Sergeant Martinez notices several positive changes.
Communication has improved.
New officers are asking more questions.
Experienced officers are sharing knowledge more freely.
Employees have begun recognizing one another's accomplishments during briefing.
However, Martinez also notices that one officer continues making sarcastic comments that undermine teamwork and occasionally discourages younger employees from volunteering ideas.
Discussion Questions
1. How should Martinez address this behavior? 
2. Why is it important to intervene before the behavior spreads? 
3. What message does inaction send to the rest of the team? 
4. What leadership behaviors have contributed to the positive changes already taking place? 
5. What additional actions could strengthen the team's climate? 

Leadership Conversation
Discuss the following questions.
· What characteristics define a high-performing law enforcement team? 
· What is the difference between team climate and organizational culture? 
· How much influence does a first-line supervisor really have over the team's climate? 
· How should supervisors address behaviors that undermine teamwork? 
· What traditions or practices have you experienced that strengthened team unity? 
Be prepared to share one practical idea your group believes would improve the climate of any patrol shift.

CLI Performance Model: TEAM
Building Team Climate
· T – Trust 
· E – Engage 
· A – Accountability 
· M – Mission

Supervisor's Toolbox
Building High-Performing Teams
Every shift, intentionally:
· Set clear expectations. 
· Model the behavior you expect. 
· Recognize teamwork. 
· Address problems early. 
· Encourage communication. 
· Celebrate improvement. 
· Develop trust. 
· Reinforce accountability. 
Remember:
The climate you consistently reinforce eventually becomes the climate your team accepts.

Leadership Principle
Supervisors may not immediately change an organization's culture.
They shape the climate their employees experience every day.

Instructor Transition
"Throughout today's lesson, we have explored what leadership is, how influence is earned, how supervisors develop people, how leadership must be adapted to individual employees, how motivation is strengthened, and how high-performing teams are created.
The final question is a personal one.
What kind of leader do you intend to become?"
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CLI Learning Cycle™
Professional Supervision
Section A.
Think About It
When you hear the word supervision, what responsibilities immediately come to mind?



Now think about the best supervisor you have ever worked for.
What did that supervisor do that helped you improve as an employee?



How has your understanding of supervision changed since your promotion?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
Sergeant Reynolds has been supervising her patrol shift for approximately one month.
During briefing, she notices that Officer Brooks continues making the same report-writing errors discussed during previous shifts.
Rather than immediately correcting the report herself, Reynolds pauses and considers her options.
Discussion Questions
1. What is Reynolds' responsibility as a supervisor in this situation?
2. Would simply correcting the report improve future performance?
3. What opportunity does this situation create for employee development?
4. How can Reynolds balance mission accomplishment with employee development?
5. What long-term impact might result from investing additional time in coaching rather than simply fixing the problem?

Leadership Conversation
Discuss the following questions with your group.
· How would you define effective supervision?
· What responsibilities distinguish supervision from simply managing work?
· Why do many newly promoted supervisors struggle with the transition from performer to developer?
· How can supervisors improve performance without creating dependence?
· What supervisory behaviors have had the greatest positive impact on your career?
Be prepared to share one insight with the class.

Supervisor's Toolbox
The Five Responsibilities of Every First-Line Supervisor
Effective supervisors intentionally:
1. Establish clear expectations.
2. Observe employee performance.
3. Develop employees through coaching and feedback.
4. Hold employees accountable fairly and consistently.
5. Continuously improve team performance.
These five responsibilities form the foundation of effective supervision.

Supervisor's Rule
The purpose of supervision is not simply to oversee work.
The purpose of supervision is to improve performance.

Instructor Transition
"If supervision is about improving performance, the next question becomes obvious.
How do employees know what successful performance actually looks like?
The answer begins with one of the supervisor's most important responsibilities—establishing clear expectations."

Section B.
Think About It
Think about a time when you were expected to complete an assignment but received very little direction.
What challenges did you experience?



Now think about a supervisor who consistently communicated expectations clearly.
How did that affect your confidence and performance?



As a supervisor, what expectations should every employee clearly understand before beginning each shift?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
At the beginning of briefing, Sergeant Reynolds assigns Officer Hernandez to investigate a series of vehicle break-ins that have occurred during the past week.
She simply says,
"Work the break-in cases today."
Late that afternoon Hernandez returns with only one report completed.
Reynolds becomes frustrated because she expected Hernandez to contact neighboring agencies, review surveillance footage, conduct neighborhood canvasses, and develop suspect information.
Hernandez explains,
"I thought you just wanted me to handle the report."
Discussion Questions
1. Where did communication break down?
2. Were Reynolds' expectations clearly communicated?
3. What additional guidance should have been provided?
4. How could Reynolds verify Hernandez understood the assignment before leaving briefing?
5. How can supervisors prevent similar misunderstandings?

Leadership Conversation
Discuss the following questions.
· Why do supervisors sometimes assume employees know what is expected?
· What happens when expectations are inconsistent?
· How can supervisors communicate expectations without micromanaging employees?
· What role does follow-up play after expectations have been established?
· What techniques have you found effective for ensuring employee understanding?
Be prepared to share one practical strategy that supervisors can immediately implement during shift briefing.

Supervisor's Toolbox
The CLEAR Expectations Model
Before assigning work, ask yourself whether the employee understands:
C – Clear Objective
What exactly needs to be accomplished?
L – Limits and Authority
What authority does the employee have? What policies or constraints apply?
E – Expected Standard
What does successful performance look like?
A – Available Resources
What information, equipment, or assistance is available?
R – Review and Follow-Up
When and how will progress or completion be reviewed?
Using the CLEAR Model helps supervisors reduce confusion, improve accountability, and increase the likelihood of successful performance.

Supervisor's Rule
Employees should never have to guess what successful performance looks like.

Instructor Transition
"Once expectations have been clearly established, another important responsibility remains.
How do supervisors know whether employees are actually meeting those expectations?
The answer begins with purposeful observation, engagement, and performance monitoring."

Section C.
Think About It
Think about a supervisor who regularly observed your work.
How did those observations improve your performance?



Have you ever worked for a supervisor who seemed unaware of what was happening on the shift?
How did that affect accountability, morale, or performance?



How can you become more intentional about observing employee performance during a typical shift?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
Sergeant Reynolds spends most of her shift completing administrative tasks.
During the past month, she has rarely accompanied officers on calls for service or reviewed field activity beyond completed reports.
One afternoon she receives a citizen complaint involving Officer Lewis.
Several officers quietly admit they have observed similar behavior but assumed Reynolds was already aware of the issue.
Discussion Questions
1. What opportunities for observation were missed?
2. How might more purposeful observation have prevented this situation?
3. What impact can a supervisor's absence from field operations have on employee performance?
4. How can supervisors balance administrative responsibilities with field observation?
5. What should Reynolds do moving forward?

Leadership Conversation
Discuss the following questions.
· Why is observation one of a supervisor's most valuable responsibilities?
· What barriers prevent supervisors from spending more time observing employees?
· How can supervisors avoid becoming "desk supervisors"?
· Why is firsthand observation more valuable than relying on secondhand information?
· How can observation improve coaching, recognition, and accountability?
Be prepared to identify one strategy you will use to increase purposeful observation on your next shift.

Supervisor's Performance Tool™
WATCH™
Purpose
The WATCH™ Model helps supervisors observe performance intentionally, provide meaningful feedback, and improve employee performance through continuous engagement.
W — Watch
Observe employees performing their actual duties.
Be present where the work is being done.
A — Assess
Compare observed performance to established expectations, policies, and professional standards.
T — Talk
Have timely conversations with employees.
Ask questions.
Listen.
Clarify understanding.
C — Coach (or Commend)
Provide immediate coaching when improvement is needed.
Recognize outstanding performance when expectations are exceeded.
H — Help
Identify resources, training, mentoring, or additional support that will help the employee continue improving.

Remember
Observation is valuable only when it leads to employee development.

Supervisor's Rule
Never evaluate performance you have not intentionally observed.

Instructor Transition
"Observation tells supervisors what is happening.
The next responsibility is deciding what to do with that information.
Sometimes employees deserve recognition.
Sometimes they need guidance.
Sometimes they require correction.
Effective supervisors understand that coaching is one of the most powerful tools for improving performance.
Let's examine how professional coaching transforms observation into employee development."

Section D.
Think About It
Think about the most helpful performance feedback you have ever received.
What made it effective?



Have you ever received feedback that was unclear or unhelpful?
What could have been done differently?



As a supervisor, how can you ensure that your feedback encourages improvement rather than defensiveness?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
While reviewing body-worn camera footage, Sergeant Reynolds observes Officer Brooks handling a domestic disturbance professionally.
Brooks remains calm, de-escalates the conflict, and resolves the situation without making an arrest.
Later that evening, Reynolds notices Brooks' written report contains several documentation errors similar to those discussed previously.
Discussion Questions
1. How should Reynolds provide feedback about the officer's excellent performance during the call?
2. How should she address the recurring report-writing deficiencies?
3. Should these conversations occur together or separately?
4. How can Reynolds ensure Brooks leaves the conversation encouraged while also understanding the need for improvement?
5. What might happen if Reynolds only discusses the report errors and ignores the outstanding field performance?

Leadership Conversation
Discuss the following questions.
· Why do supervisors sometimes avoid giving performance feedback?
· Why is timely feedback generally more effective than delayed feedback?
· What characteristics make feedback constructive rather than critical?
· How can supervisors provide corrective feedback while maintaining employee dignity?
· What role does listening play during a feedback conversation?
Be prepared to share one strategy that improves the quality of supervisory feedback.

Supervisor Performance Tool™
FOCUS™
Purpose
The FOCUS™ Model helps supervisors conduct professional feedback conversations that improve performance, reinforce strengths, and build employee confidence.
F — Facts
Begin with objective observations.
Describe what actually occurred.
O — Observations
Discuss the specific behaviors you observed.
Avoid assumptions or conclusions.
C — Consequences
Explain how the behavior affected safety, service, teamwork, efficiency, public trust, or organizational performance.
U — Understand
Ask for the employee's perspective.
Listen carefully before offering solutions.
S — Solutions
Agree on specific actions that will maintain strengths or improve future performance.

Remember
Feedback should leave employees with greater clarity—not greater confusion.

Supervisor's Rule
Praise in general inspires. Specific feedback improves performance.

Instructor Transition
"Feedback helps employees understand their current performance.
Coaching goes one step further.
Coaching helps employees develop the knowledge, skills, confidence, and judgment necessary to perform at an even higher level.
Let's examine how effective supervisors use coaching to build professional competence and long-term success."

Section E.
Think About It
Think about someone who coached you during your law enforcement career.
What made that coaching experience valuable?



What behaviors distinguish coaching from criticism?



How can coaching strengthen trust between supervisors and employees?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
Officer Hernandez has been with the department for six months.
She consistently demonstrates professionalism, a positive attitude, and strong work ethic.
However, she often hesitates when making discretionary decisions and frequently seeks Sergeant Reynolds' approval before taking action.
Reynolds recognizes that continually providing answers may unintentionally increase Hernandez's dependence.
She wants to build Hernandez's confidence without placing her in situations beyond her abilities.
Discussion Questions
1. How should Reynolds approach this coaching opportunity?
2. What questions could she ask instead of immediately providing answers?
3. How can Reynolds encourage independent decision-making while maintaining appropriate supervision?
4. What risks exist if Reynolds continues solving every problem for Hernandez?
5. How will effective coaching influence Hernandez's long-term professional development?

Leadership Conversation
Discuss the following questions.
· What is the difference between coaching, counseling, and discipline?
· Why do some supervisors struggle to coach employees effectively?
· How can supervisors coach experienced employees without appearing critical?
· What role do questions play during coaching conversations?
· What coaching behaviors have had the greatest impact on your own development?
Be prepared to identify one coaching strategy you intend to use with an employee during your next shift.

Supervisor Performance Tool™
GUIDE™
Purpose
The GUIDE™ Model provides a structured approach for conducting coaching conversations that improve employee performance while building confidence, accountability, and professional growth.
G — Gather
Gather the facts.
Review observations, reports, and relevant information before beginning the conversation.
U — Understand
Seek to understand the employee's perspective.
Ask thoughtful questions.
Listen without interruption.
I — Identify
Identify the performance gap.
Clarify the difference between current performance and expected performance.
D — Develop
Develop an improvement plan together.
Identify specific actions, resources, training opportunities, and follow-up expectations.
E — Evaluate
Evaluate progress over time.
Follow up.
Recognize improvement.
Provide additional coaching as needed.

Remember
The purpose of coaching is not to solve every problem.
The purpose of coaching is to develop employees who can solve problems independently.

Supervisor's Rule
Coach to build independence—not dependence.

Instructor Transition
"Despite a supervisor's best coaching efforts, there are times when performance does not improve or employees choose not to meet established expectations.
At that point, supervisors have another important responsibility.
They must hold employees accountable in a manner that is fair, consistent, professional, and respectful.
Let's examine how accountability strengthens both employee performance and organizational trust."

Section F.
Think About It
Think about a supervisor who held employees accountable fairly and consistently.
What effect did that have on the team?



Have you ever observed a supervisor ignore performance problems?
What happened over time?



As a supervisor, what can you do to ensure accountability strengthens trust rather than damages it?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
Officer Lewis has arrived late for briefing four times during the past six weeks.
After the second occurrence, Sergeant Reynolds conducted an informal coaching conversation.
Following the third occurrence, Lewis assured Reynolds the problem had been corrected.
This morning Lewis arrives late again.
Several officers quietly observe the interaction, waiting to see how Reynolds responds.
Discussion Questions
1. What supervisory steps have already occurred?
2. Why is accountability appropriate at this point?
3. How should Reynolds conduct the conversation professionally?
4. What message would inaction send to the rest of the team?
5. How can Reynolds preserve Lewis's dignity while reinforcing organizational expectations?
6. What are the potential long-term consequences if Reynolds chooses to do nothing?

Leadership Conversation
Discuss the following questions.
· Why do some supervisors avoid accountability conversations?
· What is the difference between accountability and punishment?
· How does consistent accountability strengthen team trust?
· Why is fairness essential to supervisor credibility?
· How can supervisors address performance concerns without damaging professional relationships?
Be prepared to identify one strategy that encourages accountability while maintaining respect.

Supervisor Performance Tool™
FAIR™
Purpose
The FAIR™ Model provides supervisors with a structured approach for conducting accountability conversations that reinforce professional standards while preserving employee dignity and promoting future success.
F — Focus on the Facts
Describe objective observations.
Avoid assumptions, opinions, or emotional language.
A — Address the Behavior
Discuss the specific behavior requiring correction.
Separate the behavior from the individual.
I — Identify Expectations
Review the applicable policy, procedure, performance standard, or organizational expectation.
Clarify what successful performance looks like moving forward.
R — Reinforce Accountability
Agree upon corrective actions.
Establish follow-up expectations.
Document when appropriate.
Recognize future improvement when it occurs.

Remember
Employees deserve two things from every supervisor:
Support when they are trying to succeed.
Accountability when they choose not to.

Supervisor's Rule
What supervisors tolerate, they unintentionally reinforce.

Instructor Transition
"Professional supervisors understand that accountability is only one part of improving performance.
Employees also need to know when they are performing exceptionally well.
Recognition is not simply a reward—it is a powerful supervisory tool that reinforces professionalism, initiative, and excellence.
Let's examine how effective supervisors intentionally recognize outstanding performance."

Section G. 
Think About It
Think about a time when a supervisor recognized your work.
What made that recognition meaningful?



How did that recognition influence your future performance?



As a supervisor, what opportunities exist each week to intentionally recognize outstanding performance?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
Officer Mason has quietly become one of the most dependable members of the patrol shift.
He consistently volunteers to assist newer officers, produces thorough reports, maintains excellent relationships with the community, and rarely seeks recognition for his efforts.
Sergeant Reynolds realizes that while she frequently addresses problems requiring attention, she has never formally recognized Mason's consistent professionalism.
Discussion Questions
1. Why is recognition important in this situation?
2. What type of recognition would likely have the greatest impact?
3. Should the recognition occur privately, publicly, or both?
4. How might recognizing Mason influence the rest of the team?
5. What could happen if outstanding performance continues to go unnoticed?

Leadership Conversation
Discuss the following questions.
· Why do supervisors often overlook excellent performance?
· What makes recognition meaningful?
· How can supervisors recognize employees without creating perceptions of favoritism?
· What behaviors deserve recognition beyond arrests and productivity?
· How can recognition strengthen team culture?
Be prepared to share one recognition strategy you intend to implement with your employees.

Supervisor Performance Tool™
PRAISE™
Purpose
The PRAISE™ Model helps supervisors intentionally recognize outstanding performance in ways that reinforce professional behavior, encourage continued excellence, and strengthen employee motivation.
P — Promptly Recognize
Recognize outstanding performance as soon as practical.
Timely recognition has greater impact.
R — Reinforce the Behavior
Identify the specific behavior that deserves recognition.
Avoid vague praise.
A — Acknowledge the Impact
Explain how the employee's actions benefited the public, the team, the agency, or another employee.
I — Inspire Continued Excellence
Express confidence in the employee's continued growth and professional contribution.
S — Share Appropriately
Determine whether recognition should occur privately, publicly, or through formal organizational channels.
E — Encourage Future Performance
End the conversation by encouraging continued professionalism and development.

Remember
Recognition tells employees what behaviors are worth repeating.

Supervisor's Rule
What supervisors recognize, they intentionally reinforce.

Instructor Transition
"Supervisors establish expectations, observe performance, provide feedback, coach employees, hold them accountable, and recognize excellence.
Each of these responsibilities creates important information.
Professional supervisors understand that information should not remain in memory alone.
It should be documented accurately, objectively, and professionally.
Let's examine one of the supervisor's most important responsibilities—documentation."

Section H.
Think About It
Think about a time when accurate documentation helped resolve a workplace issue.
Why was the documentation valuable?



Have you ever encountered documentation that was vague, incomplete, or based on opinion rather than fact?
What problems did that create?



As a supervisor, how can consistent documentation improve employee development and organizational accountability?




Supervisor Decision Lab
Sergeant Jennifer Reynolds
During the past four months, Sergeant Reynolds has coached Officer Brooks several times regarding report-writing deficiencies.
Although Brooks has shown gradual improvement, Reynolds has documented only one of the coaching conversations.
Several months later, the same performance issue resurfaces.
When Reynolds discusses the matter with her lieutenant, she realizes she has very little documentation describing the employee's progress, the coaching previously provided, or the expectations that had been communicated.
Discussion Questions
1. How could consistent documentation have strengthened Reynolds' position?
2. Why is documentation important even when employee performance is improving?
3. What information should have been documented after each coaching session?
4. How does documentation support fairness to the employee?
5. What future supervisory decisions could be affected by incomplete documentation?

Leadership Conversation
Discuss the following questions.
· Why do supervisors sometimes avoid documentation?
· How can supervisors ensure documentation remains objective?
· Why should recognition be documented as well as performance concerns?
· What risks result from relying on memory rather than written documentation?
· How can documentation support employee development rather than simply discipline?
Be prepared to identify one documentation practice you intend to improve as a supervisor.

Supervisor Performance Tool™
FACT™
Purpose
The FACT™ Model helps supervisors prepare professional documentation that is objective, accurate, and useful for improving employee performance and supporting sound supervisory decisions.
F — Facts
Document what actually occurred.
Avoid opinions, assumptions, or emotional language.
A — Actions
Describe the employee's actions and the supervisor's response.
Include coaching, recognition, corrective action, or follow-up.
C — Conversations
Record significant discussions, employee responses, commitments, and agreed-upon action plans.
T — Time
Document dates, times, locations, and the sequence of important events.
Timeliness strengthens accuracy and credibility.

Remember
Write so that someone who was not present can clearly understand what occurred.

Supervisor's Rule
Document behaviors—not personalities. Facts—not conclusions.

Instructor Transition
"Throughout today's lesson we have examined how supervisors establish expectations, observe performance, provide feedback, coach employees, hold them accountable, recognize excellence, and document performance.
The final step is bringing these responsibilities together into a practical supervisory philosophy that participants can apply immediately upon returning to their agencies.
Let's conclude today's lesson by developing your personal Supervisory Commitment."


[image: ]


CLI Learning Cycle™
Professional Communications
Section A.
Think About It
Think about the best communicator you have ever worked for.
What communication behaviors made that person effective?



Now think about a supervisor whose communication created confusion or frustration.
What specifically contributed to those communication problems?



How do your daily conversations influence the trust employees place in you as a supervisor?




Communication Lab
Sergeant Jennifer Reynolds
At the beginning of shift briefing, Sergeant Reynolds quickly announces several operational changes.
She assumes everyone understands because no one asks questions.
Later that afternoon she discovers that officers interpreted her instructions differently, resulting in inconsistent enforcement, confusion among the shift, and frustration between officers.
Discussion Questions
1. Where did communication break down?
2. Did Reynolds successfully communicate—or simply transmit information?
3. What assumptions contributed to the misunderstanding?
4. What could Reynolds have done to confirm understanding before officers left briefing?
5. What effect might this situation have on employee confidence and trust?
6. How could this communication have been handled differently?

Leadership Conversation
Discuss the following questions.
· Why do communication failures occur even when supervisors believe they have communicated clearly?
· Why is communication more than simply talking?
· How does communication influence trust?
· What communication habits strengthen supervisor credibility?
· Why should supervisors verify understanding instead of assuming understanding?
Be prepared to share one communication habit you intend to improve immediately.

Supervisor Performance Tool™
COMMUNICATE WITH PURPOSE™
Before every important supervisory conversation, ask yourself five questions:
Purpose
Why am I having this conversation?
Outcome
What result am I trying to achieve?
Understanding
What does the employee need to understand?
Relationship
How can I strengthen trust while addressing the issue?
Evaluation
How will I know the conversation was successful?

Remember
Communication is successful only when understanding has been achieved.

Supervisor's Rule
Every supervisory conversation leaves something behind.
It either builds trust, weakens trust, improves performance, or diminishes it.

Instructor Transition
"If communication is the supervisor's primary leadership tool, then one communication skill stands above all others.
Before supervisors can effectively influence employees, they must first understand them.
That begins with listening.
Let's examine one of the most underdeveloped—and most valuable—skills in professional supervision: active listening."

Section B.
Think About It
Think about someone who consistently listened to you during your career.
How did that influence your willingness to communicate openly?



Have you ever experienced a conversation where you felt the other person was waiting to talk rather than truly listening?
How did that affect the conversation?



As a supervisor, what listening habits could you improve?




Communication Lab
Sergeant Jennifer Reynolds
Officer Hernandez asks Sergeant Reynolds if they can speak privately after briefing.
During the conversation, Hernandez begins explaining concerns about an increasingly difficult relationship with another officer on the shift.
After only a few moments, Reynolds interrupts several times with advice and possible solutions.
When the conversation ends, Hernandez politely thanks Reynolds but leaves appearing disappointed and discouraged.
Later that evening Reynolds realizes she spent far more time talking than listening.
Discussion Questions
1. What communication mistakes occurred during this conversation?
2. Why might Hernandez have left feeling unheard?
3. What additional information may have been missed?
4. How could Reynolds have demonstrated active listening before offering advice?
5. How might better listening have strengthened trust between the supervisor and employee?
6. What practical listening behaviors should Reynolds demonstrate during future conversations?

Leadership Conversation
Discuss the following questions.
· Why do supervisors often interrupt employees?
· Why is listening essential before solving problems?
· What behaviors communicate genuine listening?
· How can supervisors listen effectively while still maintaining authority?
· Why does listening strengthen trust?
Be prepared to identify one listening behavior you intend to practice during your next supervisory conversation.

Supervisor Performance Tool™
LISTEN™
Purpose
The LISTEN™ Model helps supervisors fully understand employees before responding, creating stronger relationships, better decisions, and more effective communication.
L — Look
Maintain appropriate eye contact.
Observe body language, tone of voice, and emotional cues.
I — Invite
Encourage employees to fully explain their thoughts without interruption.
Use open-ended questions.
S — Summarize
Briefly restate what you heard.
Confirm your understanding before responding.
T — Test Understanding
Ask clarifying questions.
Avoid assumptions.
Verify important details.
E — Empathize
Acknowledge the employee's perspective and emotions without necessarily agreeing.
Demonstrate respect.
N — Next Steps
Work together to identify appropriate actions, follow-up, or additional conversations.

Remember
People are more willing to hear your perspective after they believe you have heard theirs.

Supervisor's Rule
Listen to understand before you speak to influence.

Instructor Transition
"Listening provides supervisors with valuable information.
The next question is equally important.
Once supervisors understand the situation, how do they ask questions that encourage employees to think, reflect, and solve problems rather than simply waiting for answers?
Let's examine the power of purposeful questioning."


Section C. 
Think About It
Think about a supervisor who asked questions that challenged you to think rather than immediately providing answers.
How did those conversations influence your professional development?



Do you tend to answer questions quickly or ask questions first?
Why?



What open-ended questions could you begin using more frequently with your employees?




Communication Lab
Sergeant Jennifer Reynolds
Officer Hernandez approaches Sergeant Reynolds after handling a difficult disturbance call.
"I don't know if I made the right decision," Hernandez says.
Reynolds immediately knows what she would have done.
Instead of providing the answer, she decides to use the conversation as a coaching opportunity.
Discussion Questions
1. What questions could Reynolds ask before offering advice?
2. How would those questions help Hernandez evaluate her own decision-making?
3. At what point should Reynolds provide guidance if Hernandez is struggling?
4. How do thoughtful questions build confidence?
5. What could happen if Reynolds always provides immediate answers?
6. How does questioning support long-term employee development?

Leadership Conversation
Discuss the following questions.
· Why do supervisors often answer questions too quickly?
· What is the difference between solving an employee's problem and helping the employee solve it?
· Why are open-ended questions generally more effective than closed questions?
· How can supervisors use questions without sounding confrontational?
· What questions have helped you grow professionally?
Be prepared to share three open-ended questions that every supervisor should regularly use.

Supervisor Performance Tool™
ASK™
Purpose
The ASK™ Model helps supervisors use purposeful questions to improve understanding, encourage critical thinking, and develop independent employees.
A — Ask Open-Ended Questions
Encourage discussion rather than simple yes-or-no answers.
S — Seek Understanding
Explore facts, perspectives, concerns, and reasoning before offering solutions.
K — Keep the Employee Thinking
Resist the temptation to immediately provide answers.
Guide employees toward discovering appropriate solutions through thoughtful dialogue.

Remember
The best supervisors don't always provide the right answers.
They ask the right questions.

Supervisor's Rule
Every question is an opportunity to develop professional judgment.

Instructor Transition
"Listening helps supervisors understand.
Questions help employees think.
The next responsibility is ensuring employees clearly understand what is expected of them.
Let's examine how supervisors communicate expectations with clarity, confidence, and consistency."

Section D.
Think About It
Think about a time when unclear instructions created unnecessary problems.
What could have been communicated differently?



What communication habits help employees clearly understand expectations?



How can supervisors verify understanding without making employees feel uncomfortable?




Communication Lab
Sergeant Jennifer Reynolds
A large community festival is scheduled for the weekend.
Sergeant Reynolds conducts the operational briefing, assigns personnel, and explains the deployment plan.
Before dismissing the officers, she pauses and asks each zone officer to summarize their assignment, identify their primary responsibility, and explain how they will communicate significant incidents during the event.
During the operation, the deployment proceeds smoothly with very few questions or misunderstandings.
Discussion Questions
1. What communication techniques contributed to the success of the briefing?
2. Why was asking officers to summarize their assignments more effective than asking, "Any questions?"
3. How did Reynolds reduce the likelihood of misunderstandings?
4. What additional information might supervisors confirm before ending an operational briefing?
5. How does communication before an assignment influence accountability afterward?

Leadership Conversation
Discuss the following questions.
· Why do supervisors often assume employees understand instructions?
· How can supervisors communicate expectations without micromanaging?
· What role does confirmation play in effective communication?
· Why is explaining "why" often as important as explaining "what"?
· What communication practices make shift briefings more effective?
Be prepared to identify one strategy you will use to improve communication during your next briefing.

Supervisor Performance Tool™
SHARE™
Purpose
The SHARE™ Model helps supervisors communicate expectations with clarity, consistency, and confidence while reducing misunderstandings and improving performance.
S — State the Expectation
Clearly explain the assignment or objective.
H — Help Employees Understand the Purpose
Explain why the assignment matters.
Connect it to safety, service, professionalism, or organizational goals.
A — Ask for Confirmation
Have employees explain the assignment in their own words.
Clarify misunderstandings immediately.
R — Reinforce Key Priorities
Emphasize the most important expectations before the assignment begins.
E — Evaluate Understanding
Follow up during and after the assignment to ensure continued understanding and successful performance.

Remember
Clarity today prevents accountability tomorrow.

Supervisor's Rule
Employees cannot consistently meet expectations they do not clearly understand.

Instructor Transition
"Most supervisory conversations are straightforward.
Occasionally, however, supervisors must communicate during emotionally charged, uncomfortable, or highly sensitive situations.
Those conversations often determine the level of trust employees place in their supervisor.
Let's examine how effective supervisors conduct difficult conversations with professionalism, confidence, and respect."

Section E.
Think About It
Think about the most difficult supervisory conversation you have ever experienced.
What made it difficult?



How did the supervisor's communication influence the outcome?



What could you do to prepare more effectively for your next difficult conversation?




Communication Lab
Sergeant Jennifer Reynolds
Officer Lewis has become increasingly argumentative during shift briefing.
Several officers have privately expressed concern that Lewis's attitude is beginning to affect team morale.
Sergeant Reynolds has delayed addressing the issue, hoping it would improve naturally.
Instead, the behavior has continued.
Reynolds now realizes that avoiding the conversation has made it more difficult.
She schedules a private meeting with Lewis before the next shift.
Discussion Questions
1. Why should Reynolds have addressed the issue sooner?
2. How should she prepare for the conversation?
3. What communication behaviors will help maintain professionalism?
4. How can Reynolds separate the employee from the behavior?
5. What questions should she ask before offering conclusions?
6. How should the conversation conclude?

Leadership Conversation
Discuss the following questions.
· Why do supervisors avoid difficult conversations?
· What happens when supervisors delay addressing performance concerns?
· How can supervisors remain calm when emotions increase?
· Why is employee dignity important during accountability conversations?
· What communication behaviors strengthen trust during difficult discussions?
Be prepared to identify one strategy you will use during your next difficult conversation.

Supervisor Performance Tool™
CONNECT™
Purpose
The CONNECT™ Model provides supervisors with a practical framework for conducting difficult conversations professionally, respectfully, and effectively.
C — Clarify Your Purpose
Why is this conversation necessary?
What outcome are you seeking?
O — Open Professionally
Begin respectfully.
Set a calm, professional tone.
Explain the reason for the conversation.
N — Notice and Listen
Invite the employee to share their perspective.
Listen without interruption.
Seek understanding before responding.
N — Navigate the Discussion
Address the facts.
Maintain focus.
Avoid personal attacks or emotional reactions.
Keep the discussion centered on professional expectations.
E — Explore Solutions
Identify actions that will improve future performance.
Discuss available support and resources.
C — Confirm Understanding
Ask the employee to summarize expectations and agreed-upon next steps.
Clarify misunderstandings immediately.
T — Take Action
Document the conversation when appropriate.
Follow up.
Recognize improvement.
Continue supporting the employee's success.

Remember
Difficult conversations avoided today often become disciplinary conversations tomorrow.

Supervisor's Rule
Professional courage means having the conversation others hope will simply go away.

Instructor Transition
"Individual conversations are only one part of a supervisor's communication responsibilities.
Every shift begins with another important communication opportunity—the shift briefing.
Let's examine how effective supervisors use briefings to communicate priorities, build teamwork, and prepare employees for success."


Section F.
Think About It
Think about the best shift briefing you have ever attended.
What made it effective?



What communication behaviors reduce the effectiveness of briefings?



If your employees described your shift briefings, what words would they use?




Communication Lab
Sergeant Jennifer Reynolds
A severe thunderstorm is expected later in the evening.
Several major community events are scheduled throughout the city.
Crime analysts have identified an increase in vehicle break-ins during the previous week.
Rather than simply reading announcements, Sergeant Reynolds organizes her briefing around officer safety, operational priorities, anticipated challenges, available resources, and employee questions.
Officers leave the briefing with a clear understanding of their responsibilities and confidence in the operational plan.
Discussion Questions
1. Why was Reynolds' briefing more effective than simply reading announcements?
2. What information should always be communicated during shift briefing?
3. How can supervisors encourage greater employee participation?
4. What messages are communicated by the supervisor's preparation and professionalism?
5. How does an effective briefing influence employee confidence and team performance?

Leadership Conversation
Discuss the following questions.
· Why are shift briefings often underutilized?
· What distinguishes an effective briefing from an information dump?
· How can supervisors improve employee engagement during briefing?
· What role does briefing play in organizational culture?
· How can supervisors use briefing to reinforce professionalism and teamwork?
Be prepared to identify one improvement you will make during your next shift briefing.

Supervisor Performance Tool™
BRIEF™
Purpose
The BRIEF™ Model helps supervisors conduct organized, purposeful, and engaging shift briefings that prepare employees for success.
B — Begin with Purpose
Explain the operational priorities for the shift.
R — Review Critical Information
Communicate officer safety concerns, crime trends, assignments, alerts, and operational updates.
I — Involve the Team
Encourage questions, observations, and information sharing.
E — Emphasize Expectations
Reinforce professional standards, priorities, and organizational values.
F — Finish with Confidence
Ensure employees understand their assignments and leave motivated, informed, and prepared.

Remember
Employees rarely rise above the expectations established at the beginning of the shift.

Supervisor's Rule
Every briefing sets the tone for everything that follows.

Instructor Transition
"Throughout today's lesson we have examined how supervisors communicate through listening, questioning, clarifying expectations, conducting difficult conversations, and leading effective briefings.
The final step is bringing these communication principles together into a personal commitment that participants can immediately apply in every supervisory conversation."




Section G.
Personal Reflection
Take a few moments to reflect upon today's lesson.
What communication strength will help you most as a supervisor?



What communication habit most needs improvement?



Which Supervisor Performance Tool™ do you believe will have the greatest impact on your daily supervision?




My Communication Action Plan
Within the next seven days I will intentionally improve my communication by:



Within the next thirty days I will focus on:



I will measure my progress by:




Back on Shift
When you return to your agency, commit to practicing the following:
✓ Listen before responding.
✓ Ask questions that encourage employees to think.
✓ Clearly communicate expectations.
✓ Address difficult conversations professionally and promptly.
✓ Conduct purposeful shift briefings.
✓ Build trust through every interaction.
Remember that improvement does not occur through occasional great conversations.
It occurs through consistent professional communication every day.

Closing Statement
Communication is one of the few supervisory responsibilities that touches every aspect of leadership.
Every expectation.
Every assignment.
Every coaching conversation.
Every accountability discussion.
Every briefing.
Every relationship.
Communication is the thread that connects them all.
The most successful supervisors are not necessarily the most experienced.
They are not always the most knowledgeable.
They are often the supervisors who communicate with the greatest clarity, professionalism, consistency, and respect.
As you continue developing as a supervisor, remember that your words influence far more than daily operations.
They influence confidence.
Professional growth.
Organizational culture.
Public trust.
And ultimately, the future success of the people you lead.
Never underestimate the power of one well-conducted conversation.
For many employees, that conversation may become the moment they remember for the rest of their careers.

Module Guiding Principle
Every conversation is an opportunity to build trust, develop people, and improve performance.
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CLI Learning Cycle™
Managing Conflict Professionally

Section A.
Think About It
Think about a workplace disagreement that ultimately produced a positive outcome.
What made that conflict productive rather than destructive?



Have you ever observed a conflict that became worse simply because no one addressed it?
What happened?



How can supervisors encourage healthy disagreement while preventing destructive conflict?




Conflict Resolution Lab
Sergeant Jennifer Reynolds
Two experienced patrol officers have developed increasing tension over how calls for service should be handled.
Although neither officer has violated policy, both have become increasingly critical of one another during briefing and informal conversations.
Other officers have begun taking sides.
Communication between the two officers has become noticeably strained.
Their work performance remains acceptable, but teamwork is beginning to suffer.
Sergeant Reynolds recognizes that while no formal complaint has been filed, the conflict is beginning to affect the entire shift.
She must decide whether to intervene now or wait to see if the situation resolves itself.
Discussion Questions
1. What early warning signs indicate this conflict may continue to grow?
2. Why is it important to address conflict before it becomes personal?
3. What risks exist if Sergeant Reynolds delays taking action?
4. How could early intervention strengthen the team rather than create additional tension?
5. What information should Reynolds gather before meeting with either employee?
6. How might this conflict affect the remainder of the shift if left unmanaged?

Leadership Conversation
Discuss the following questions.
• Why is conflict often viewed negatively within organizations?
• Can disagreement actually improve organizational performance? Why or why not?
• Why do some supervisors hesitate to address conflict early?
• What distinguishes healthy disagreement from destructive conflict?
• How can supervisors encourage respectful disagreement while maintaining professional standards?
Be prepared to identify one conflict you handled effectively and one you would manage differently today.

Supervisor Performance Tool™
SPOT™
Purpose
The SPOT™ Model helps supervisors recognize emerging conflict before it begins affecting employee performance, teamwork, and organizational culture.
S — See Behavioral Changes
Notice changes in communication, attitude, cooperation, morale, and professional relationships.
P — Pay Attention to Patterns
Look for repeated behaviors rather than isolated incidents.
Identify trends that suggest conflict may be developing.
O — Observe Objectively
Gather information without making assumptions.
Seek facts before reaching conclusions.
T — Take Timely Action
Address concerns while they remain manageable and before relationships become significantly damaged.

Remember
The earlier supervisors recognize conflict, the more options they have for resolving it professionally.

Supervisor's Rule
Outstanding supervisors recognize conflict while it is still a conversation—not after it becomes a crisis.

Instructor Transition
"Recognizing conflict is only the first responsibility.
The next challenge is recognizing when emotions begin influencing behavior.
Conflict rarely escalates because people disagree.
It escalates because emotions replace professionalism.
Let's examine how supervisors manage emotions while preserving respect, professionalism, and productive communication."


Section B.
Think About It
Think about a conflict where emotions became more significant than the actual issue.
What happened?



How does a supervisor's emotional response influence everyone else involved in the conflict?



What strategies help you remain calm during emotionally charged conversations?




Conflict Resolution Lab
Sergeant Jennifer Reynolds
Officer Lewis enters Sergeant Reynolds' office visibly upset after learning that a requested vacation day has been denied because of staffing shortages.
Lewis immediately begins speaking loudly and expresses frustration with what he believes is unfair treatment.
Reynolds knows the decision was based upon established scheduling procedures, but she also recognizes that responding emotionally will likely increase the tension.
She must decide how to guide the conversation while maintaining professionalism and respect.
Discussion Questions
1. What emotions are influencing Officer Lewis?
2. Why is it important for Sergeant Reynolds to remain calm?
3. What communication techniques could help de-escalate the conversation?
4. How can Reynolds acknowledge Lewis's frustration without agreeing that the decision was unfair?
5. At what point should the conversation shift from emotions to problem-solving?
6. How does emotional self-control strengthen supervisory credibility?

Leadership Conversation
Discuss the following questions.
• Why do emotions often intensify workplace conflict?
• Why is emotional self-control one of a supervisor's greatest leadership responsibilities?
• How can supervisors acknowledge emotions without allowing emotions to control the discussion?
• What behaviors communicate calm professionalism during conflict?
• How does emotional consistency strengthen trust within a team?
Be prepared to identify one strategy you will use to remain composed during your next difficult supervisory conversation.

Supervisor Performance Tool™
CALM™
Purpose
The CALM™ Model helps supervisors maintain professionalism, reduce emotional escalation, and guide conflict discussions toward productive solutions.
C — Control Yourself First
Manage your own emotions before attempting to manage anyone else's.
Remain professional regardless of the employee's behavior.
A — Acknowledge Emotions
Recognize that emotions are real.
Allow employees to express concerns respectfully without immediately becoming defensive.
L — Listen for the Real Issue
Look beyond emotional reactions to identify the concerns driving the conflict.
Seek understanding before attempting to solve the problem.
M — Move Toward Solutions
Once emotions have stabilized, guide the conversation toward facts, options, expectations, and constructive next steps.

Remember
Calm supervisors often create calm conversations.

Supervisor's Rule
The emotional tone of a conflict is often established by the supervisor.

Instructor Transition
"Recognizing conflict and managing emotions prepare supervisors for the next responsibility.
Eventually, every supervisor must help employees move beyond disagreement and toward resolution.
Let's examine a practical process for resolving conflict professionally while preserving accountability, trust, and working relationships."

Section C.
Think About It
Think about a conflict that was successfully resolved.
What actions contributed to that successful outcome?



Why is it important to focus on the problem rather than the personalities involved?



How can supervisors encourage employees to become part of the solution rather than simply defending their positions?




Conflict Resolution Lab
Sergeant Jennifer Reynolds
Following several individual conversations, Sergeant Reynolds schedules a meeting with Officers Carter and Diaz.
Both officers acknowledge that communication has deteriorated.
Each believes the other has become increasingly disrespectful.
Rather than deciding who is correct, Reynolds focuses the discussion on restoring professional communication, identifying common goals, and establishing expectations for future interactions.
By the end of the meeting, both officers have agreed upon specific actions to improve communication and teamwork.
Reynolds schedules a follow-up meeting two weeks later to evaluate progress.
Discussion Questions
1. Why did Reynolds focus on solving the problem rather than assigning blame?
2. How did identifying common goals improve the discussion?
3. Why should employees participate in developing solutions?
4. What expectations should Reynolds clarify before ending the meeting?
5. Why is follow-up essential after conflict resolution?
6. How will Reynolds know whether the conflict has truly been resolved?

Leadership Conversation
Discuss the following questions.
• Why do some conflict resolution efforts fail?
• How can supervisors separate personalities from professional issues?
• Why should employees participate in creating solutions?
• How does follow-up strengthen accountability?
• What behaviors demonstrate that a conflict has truly been resolved?
Be prepared to identify one conflict resolution strategy you intend to apply within your own organization.

Supervisor Performance Tool™
RESOLVE™
Purpose
The RESOLVE™ Model provides supervisors with a structured process for guiding employees through conflict while preserving professionalism, accountability, and working relationships.
R — Recognize the Issue
Clearly identify the problem requiring attention.
Focus on observable behaviors and facts.
E — Explore Perspectives
Allow each employee to explain the situation without interruption.
Seek understanding before reaching conclusions.
S — Separate People from the Problem
Keep the discussion focused on behaviors, expectations, and solutions rather than personalities.
O — Organize Solutions
Identify common goals.
Encourage employees to develop practical solutions together.
L — Lead Toward Agreement
Clarify expectations.
Gain commitment to specific actions moving forward.
V — Verify Understanding
Ensure each employee understands the agreed-upon expectations and responsibilities.
E — Evaluate Progress
Follow up.
Monitor behavior.
Recognize improvement.
Provide additional coaching if necessary.

Remember
Successful conflict resolution is measured by what happens after the meeting—not during it.

Supervisor's Rule
Resolve the problem without creating a new one.

Instructor Transition
"Many workplace conflicts involve only two employees.
As supervisors gain experience, however, they often find themselves serving as facilitators between employees who have reached an impasse.
The next section examines how supervisors effectively mediate conflict while maintaining neutrality, fairness, and organizational credibility."

Section D.
Think About It
Think about two employees who experienced conflict but later became an effective team.
What contributed to rebuilding their professional relationship?



Why is professional respect more important than personal friendship in the workplace?



What can supervisors do after conflict has been resolved to reinforce continued improvement?




Conflict Resolution Lab
Sergeant Jennifer Reynolds
Three weeks have passed since Sergeant Reynolds facilitated a conflict resolution meeting between Officers Carter and Diaz.
Communication has improved significantly.
Both officers are working together professionally.
During briefing, Reynolds notices them sharing information, assisting one another during calls, and communicating respectfully.
Rather than assuming the conflict has permanently disappeared, Reynolds schedules brief individual follow-up conversations to recognize their progress and reinforce the importance of maintaining professional communication.
Both officers express appreciation that the conflict was addressed early and professionally.
Discussion Questions
1. Why did Reynolds continue following up after the conflict appeared resolved?
2. How does recognizing improvement reinforce professional behavior?
3. Why is rebuilding trust often a gradual process?
4. What additional opportunities could Reynolds create to strengthen teamwork?
5. What warning signs might indicate the conflict is beginning to return?
6. How should supervisors respond if progress begins to decline?

Leadership Conversation
Discuss the following questions.
• Why is restoring professional relationships often more difficult than resolving the initial disagreement?
• Why should supervisors continue monitoring relationships after conflict resolution?
• How can supervisors reinforce positive communication without appearing intrusive?
• Why is professionalism a more realistic expectation than friendship?
• What role does recognition play in maintaining healthy working relationships?
Be prepared to identify one strategy you will use to strengthen relationships following your next conflict resolution effort.

Supervisor Performance Tool™
RESTORE™
Purpose
The RESTORE™ Model helps supervisors rebuild professional working relationships following conflict while reinforcing trust, accountability, teamwork, and organizational effectiveness.
R — Reinforce Professional Expectations
Continue emphasizing respectful communication and professional conduct.
E — Encourage Positive Interactions
Create opportunities for employees to experience success while working together.
S — Support Continued Growth
Provide coaching and encouragement as relationships improve.
T — Track Progress
Observe communication, cooperation, and teamwork over time.
O — Offer Recognition
Acknowledge genuine improvement and reinforce professional behaviors.
R — Respond to Setbacks Early
Address minor concerns before they develop into larger conflicts.
E — Evaluate Long-Term Success
Measure success by sustained professionalism, effective teamwork, and improved working relationships.

Remember
Resolving conflict ends the disagreement. Restoring relationships strengthens the future.

Supervisor's Rule
The goal is not simply to end conflict—it is to build a stronger professional team because of it.

Instructor Transition
"Throughout this lesson we have explored how supervisors recognize conflict, manage emotions, resolve disagreements, and restore professional working relationships.
The final step is developing a personal commitment to applying these conflict management principles consistently within your own organization."

Section E.
Personal Reflection
Take a few moments to reflect upon today's lesson.
What conflict management strength will serve you best as a supervisor?



What aspect of conflict management most needs improvement?



Which Supervisor Performance Tool™ do you believe will have the greatest impact on your ability to manage conflict professionally?




My Conflict Management Action Plan
Within the next seven days I will intentionally improve my conflict management by:



Within the next thirty days I will focus on:



I will measure my progress by:




Back on Shift
When you return to your agency, commit to practicing the following:
✓ Recognize conflict before it escalates.
✓ Manage your own emotions before attempting to manage the emotions of others.
✓ Focus on solving problems rather than assigning blame.
✓ Encourage respectful communication during every disagreement.
✓ Follow up after conflict has been resolved.
✓ Restore professional working relationships whenever possible.
Remember that successful supervisors are not measured by the absence of conflict.
They are measured by how professionally they manage it.
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CLI Learning Cycle™
Coaching Performance and Accountability
Section A. 
Think About It
Think about a supervisor who had a significant impact on your professional development.
What did that supervisor do that helped you grow?



How does developing employees differ from simply evaluating their performance?



What opportunities do supervisors have each day to help employees improve?




Performance Coaching Lab
Sergeant Jennifer Reynolds
Officer Martinez has been with the department for approximately eighteen months.
His technical skills continue improving, but Sergeant Reynolds notices that he often lacks confidence when making independent decisions.
Rather than criticizing Martinez for asking too many questions, Reynolds views the situation as a developmental opportunity.
She schedules regular coaching conversations, encourages Martinez to explain his reasoning before offering guidance, and gradually increases his decision-making responsibilities.
Over the following months, Martinez becomes noticeably more confident, demonstrates stronger judgment, and begins mentoring newly assigned officers.
Discussion Questions
1. Why did Sergeant Reynolds view Martinez's performance as a developmental opportunity rather than a performance problem?
2. What coaching strategies contributed to Martinez's growth?
3. Why is patience important when developing employees?
4. How can supervisors balance support with accountability?
5. What risks exist when supervisors simply provide answers rather than developing employee judgment?
6. How did Reynolds' investment benefit both Martinez and the organization?

Leadership Conversation
Discuss the following questions.
• What is the supervisor's responsibility in developing employees?
• Why do some supervisors spend more time evaluating than coaching?
• How can supervisors identify the difference between an employee who lacks ability and one who lacks confidence?
• Why should every performance conversation include a developmental component?
• How does developing employees strengthen the entire organization?
Be prepared to identify one employee you could intentionally develop over the next six months and describe how you will begin that process.

Supervisor Performance Tool™
DEVELOP™
Purpose
The DEVELOP™ Model helps supervisors intentionally guide employee growth through coaching, encouragement, accountability, and continuous professional development.
D — Discover Potential
Recognize each employee's strengths, abilities, and opportunities for growth.
E — Establish Expectations
Clearly communicate performance standards, responsibilities, and developmental goals.
V — Value Progress
Recognize improvement, encourage effort, and celebrate meaningful accomplishments.
E — Encourage Learning
Provide coaching, training, mentoring, and opportunities to build confidence and competence.
L — Lead Through Accountability
Maintain professional standards while supporting continued improvement.
O — Observe Growth
Monitor progress, provide feedback, and adjust coaching strategies as needed.
P — Prepare for Future Success
Develop employees not only for today's responsibilities but also for tomorrow's leadership opportunities.

Remember
Employees are not simply managed—they are developed.

Supervisor's Rule
Outstanding supervisors measure success not by how much work they accomplish, but by how much they help others accomplish.

Instructor Transition
"Developing employees begins with recognizing opportunities for growth.
The next challenge is identifying when performance begins to decline.
Outstanding supervisors understand that early recognition allows early intervention, making improvement far more likely.
Let's examine how supervisors recognize performance concerns before they become significant organizational problems."
Section B.
Think About It
Think about a performance problem that became more difficult because it was not addressed early.
What warning signs were present?



Why do supervisors sometimes delay addressing performance concerns?



How can early coaching improve both employee performance and supervisory relationships?




Performance Coaching Lab
Sergeant Jennifer Reynolds
Officer Brooks has consistently demonstrated strong performance for several years.
During the past month, however, Sergeant Reynolds notices several changes.
Reports have become less thorough.
Brooks has arrived late for briefing twice.
His participation during roll call has noticeably declined.
Coworkers have commented that he seems distracted.
Rather than immediately assuming Brooks has become unmotivated, Reynolds schedules a private conversation to better understand what may be affecting his performance.
During the discussion, Brooks explains that a serious family medical situation has created significant stress outside of work.
Together, they discuss strategies for maintaining performance while utilizing available organizational resources.
Discussion Questions
1. What early warning signs prompted Sergeant Reynolds to initiate a coaching conversation?
2. Why was it important not to assume Brooks had simply become unmotivated?
3. How did Reynolds balance accountability with empathy?
4. What might have happened had Reynolds ignored these warning signs?
5. What additional support or resources might be appropriate in this situation?
6. How does early intervention strengthen supervisory credibility?

Leadership Conversation
Discuss the following questions.
• Why is early intervention often easier than correcting long-term performance problems?
• How can supervisors distinguish between unwillingness and inability?
• Why should supervisors gather information before reaching conclusions?
• How does early coaching strengthen employee confidence?
• What barriers prevent supervisors from addressing performance concerns promptly?
Be prepared to identify three early warning signs you will intentionally monitor within your own work group.

Supervisor Performance Tool™
NOTICE™
Purpose
The NOTICE™ Model helps supervisors recognize performance concerns early, understand their underlying causes, and begin timely coaching before problems become more serious.
N — Notice Behavioral Changes
Pay attention to changes in performance, attitude, communication, attendance, productivity, and professionalism.
O — Observe Objectively
Document specific behaviors and patterns rather than assumptions or opinions.
T — Talk Early
Address concerns promptly through a private, professional coaching conversation.
I — Identify the Cause
Seek to understand why performance has changed before recommending solutions.
C — Coach for Improvement
Develop practical strategies that help employees regain confidence, competence, and performance.
E — Evaluate Progress
Follow up consistently, recognize improvement, and adjust coaching as necessary.

Remember
The earlier supervisors recognize performance concerns, the greater the opportunity for meaningful improvement.

Supervisor's Rule
Professional supervisors coach at the first signs of decline—not after performance has become a disciplinary problem.

Instructor Transition
"Recognizing performance concerns creates an opportunity for improvement.
The next responsibility is knowing how to conduct coaching conversations that encourage employees to accept feedback, strengthen performance, and become active participants in their own development.
Let's examine the supervisor's role as a professional performance coach."

Section C.
Think About It
Think about the most effective coaching conversation you have ever experienced.
What made that conversation productive?



How does coaching differ from discipline?



What behaviors help employees remain receptive to constructive feedback?




Performance Coaching Lab
Sergeant Jennifer Reynolds
Officer Brooks has improved since their initial coaching conversation, but report quality continues to vary.
Rather than waiting until the next formal evaluation, Sergeant Reynolds schedules another coaching session.
She begins by recognizing Brooks' recent improvements in attendance and communication before discussing specific examples of incomplete reports.
Together they identify additional report-writing resources, establish measurable goals, and schedule another follow-up meeting in thirty days.
Brooks leaves the conversation encouraged, accountable, and committed to continued improvement.
Discussion Questions
1. Why did Reynolds recognize Brooks' progress before discussing remaining concerns?
2. How did focusing on specific behaviors improve the conversation?
3. Why should employees participate in developing improvement strategies?
4. How did Reynolds balance encouragement with accountability?
5. Why is follow-up essential after coaching conversations?
6. How does coaching strengthen employee confidence while improving performance?

Leadership Conversation
Discuss the following questions.
• Why do employees often respond more positively to coaching than criticism?
• How can supervisors provide constructive feedback without discouraging employees?
• Why should coaching focus on future improvement rather than past mistakes?
• How does employee participation strengthen accountability?
• What behaviors distinguish an effective coach from an effective evaluator?
Be prepared to identify one employee you could intentionally coach during the next month and describe the conversation you plan to have.

Supervisor Performance Tool™
COACH™
Purpose
The COACH™ Model provides supervisors with a practical framework for conducting professional coaching conversations that improve performance while strengthening confidence, accountability, and employee commitment.
C — Clarify the Concern
Describe specific, observable behaviors that require discussion.
Focus on facts rather than opinions.
O — Obtain the Employee's Perspective
Ask thoughtful questions.
Listen carefully.
Seek understanding before recommending solutions.
A — Agree on Expectations
Review professional standards, desired performance, and realistic improvement goals.
Ensure mutual understanding.
C — Create an Improvement Plan
Develop practical action steps.
Identify available resources.
Establish measurable milestones and follow-up dates.
H — Hold Accountable While Helping Succeed
Monitor progress.
Recognize improvement.
Provide continued coaching.
Maintain accountability until performance expectations are consistently achieved.

Remember
The purpose of coaching is not to criticize employees. It is to help them succeed.

Supervisor's Rule
Every coaching conversation should leave employees understanding both what must improve and believing they are capable of improving it.

Instructor Transition
"Coaching conversations often produce significant improvement.
Occasionally, however, employees require a more structured approach.
The next section examines how supervisors develop effective Performance Improvement Plans that provide employees with a clear roadmap for achieving sustained success."

Section D.
Think About It
Think about a time when clear expectations helped improve your own performance.
What made those expectations effective?



Why should employees participate in developing improvement plans whenever practical?



How does consistent follow-up influence employee success?




Performance Coaching Lab
Sergeant Jennifer Reynolds
Despite several productive coaching conversations, Officer Brooks continues struggling with report quality and timely submission.
Rather than moving immediately toward formal discipline, Sergeant Reynolds develops a structured Performance Improvement Plan.
Together, they identify three measurable objectives:
• Submit all reports before the end of shift.
• Reduce documentation errors by reviewing reports prior to submission.
• Meet with Reynolds weekly to review progress and discuss questions.
The plan establishes a sixty-day improvement period with scheduled coaching sessions and documented follow-up.
By the conclusion of the improvement period, Brooks has consistently met each objective and regained confidence in his report-writing abilities.
Discussion Questions
1. Why did Reynolds choose a Performance Improvement Plan instead of immediate disciplinary action?
2. How did measurable objectives improve accountability?
3. Why is employee participation important during the planning process?
4. What role did follow-up play in Brooks' improvement?
5. How did documentation protect both Brooks and Reynolds?
6. What additional actions should Reynolds take after Brooks successfully completes the plan?

Leadership Conversation
Discuss the following questions.
• Why do Performance Improvement Plans often receive a negative reputation?
• How can supervisors present improvement plans as developmental rather than punitive?
• Why are measurable expectations essential?
• How does documentation strengthen fairness?
• What role does recognition play after improvement has occurred?
Be prepared to identify one performance issue within your organization that could benefit from a structured improvement plan rather than immediate discipline.

Supervisor Performance Tool™
IMPROVE™
Purpose
The IMPROVE™ Model helps supervisors develop structured Performance Improvement Plans that encourage employee success while reinforcing accountability and professional standards.
I — Identify the Performance Concern
Clearly define the behaviors requiring improvement using objective observations.
M — Measure Expectations
Establish specific, measurable performance standards that define success.
P — Plan for Success
Develop realistic goals, timelines, coaching strategies, and available resources.
R — Review Progress Regularly
Conduct scheduled follow-up meetings to discuss improvement and provide feedback.
O — Offer Continued Support
Provide coaching, encouragement, training, and additional guidance throughout the improvement period.
V — Verify Results
Evaluate whether performance expectations have been consistently achieved.
E — Evaluate Next Steps
Recognize success when improvement occurs.
If improvement does not occur despite reasonable coaching and support, determine appropriate accountability measures.

Remember
Performance Improvement Plans are roadmaps for success—not paperwork for failure.

Supervisor's Rule
Never confuse documentation with discipline. Documentation demonstrates fairness, consistency, and professional supervision.

Instructor Transition
"Most employees respond positively to coaching, support, and structured improvement plans.
Occasionally, however, supervisors encounter situations where performance does not improve despite every reasonable opportunity.
The next section examines one of the supervisor's most difficult responsibilities—balancing compassion, accountability, and the responsibility to protect the organization when employee behavior becomes organizationally destructive."

Section E.
Think About It
Think about a situation where one employee's behavior negatively affected an entire work group.
How did that behavior influence morale, teamwork, or organizational effectiveness?



Why is it important to describe behaviors rather than label employees?



When should supervisors transition from developmental coaching to progressive accountability?




Performance Coaching Lab
Sergeant Jennifer Reynolds
Officer Harris has received repeated coaching regarding professional conduct.
Over the past year, Reynolds has conducted numerous coaching conversations, implemented a Performance Improvement Plan, documented expectations, recognized periods of improvement, and provided additional mentoring.
Despite these efforts, Harris continues spreading rumors, openly criticizing coworkers during briefing, resisting supervisory direction, and encouraging negative attitudes among newer officers.
Several high-performing employees have privately expressed frustration with the work environment.
Reynolds now recognizes that the issue extends beyond Harris' individual performance.
The behavior is beginning to affect the professionalism of the entire shift.
She must determine the next appropriate supervisory action.
Discussion Questions
1. Why is Reynolds focusing on behaviors rather than labeling Harris?
2. What developmental opportunities has Harris already received?
3. How is Harris' behavior affecting the remainder of the team?
4. Why does protecting organizational culture become a supervisory responsibility?
5. What additional accountability measures should now be considered?
6. How can Reynolds remain fair to Harris while protecting the professionalism of the organization?

Leadership Conversation
Discuss the following questions.
• Why should supervisors avoid labels such as "toxic employee"?
• How do organizationally destructive behaviors differ from temporary performance problems?
• Why is protecting the team just as important as developing the individual?
• How can supervisors balance compassion with accountability?
• What leadership lessons have you learned from managing difficult employee situations?
Be prepared to identify one supervisory principle from today's discussion that you will apply throughout your career.

Supervisor Performance Tool™
PROTECT™
Purpose
The PROTECT™ Model helps supervisors address organizationally destructive behaviors while maintaining fairness, professionalism, accountability, and organizational integrity.
P — Pinpoint the Behavior
Describe specific, observable behaviors rather than assigning labels.
R — Reinforce Expectations
Clearly communicate professional standards and organizational expectations.
O — Offer Coaching
Provide meaningful opportunities, resources, mentoring, and support for improvement.
T — Track Progress
Document objectively.
Follow up consistently.
Evaluate behavioral change over time.
E — Escalate When Necessary
Apply progressive accountability fairly when coaching has not produced meaningful improvement.
C — Consider Organizational Impact
Evaluate how continued behaviors affect morale, trust, teamwork, safety, and organizational culture.
T — Take Appropriate Action
Protect the employee's rights, the supervisor's integrity, the organization, and the public through fair, consistent, professional decision-making.

Remember
Professional supervisors develop people whenever possible—and protect the organization whenever necessary.

Supervisor's Rule
Never label people. Address behaviors. Never avoid accountability. Protect professional standards.

Instructor Transition
"Developing employees requires patience, consistency, and professional judgment.
As today's lesson concludes, the final responsibility belongs to each supervisor.
How will you apply these coaching, accountability, and leadership principles within your own organization?
Let's conclude by developing your personal commitment to building people while protecting professional standards."

Section F.
Personal Reflection
Take a few moments to reflect upon today's lesson.
What coaching strength will have the greatest positive impact on the employees you supervise?



What aspect of employee development most needs improvement in your own supervisory approach?



Which Supervisor Performance Tool™ do you believe will have the greatest impact on your ability to develop employees while maintaining accountability?




My Employee Development Action Plan
Within the next seven days I will intentionally improve my coaching by:



Within the next thirty days I will focus on developing the following employee or performance area:



I will measure my progress by:




Back on Shift
When you return to your agency, commit to practicing the following:
✓ Recognize performance concerns early.
✓ Coach before problems become disciplinary issues.
✓ Focus on observable behaviors rather than personal labels.
✓ Develop realistic Performance Improvement Plans when appropriate.
✓ Document leadership, coaching, and progress professionally.
✓ Hold employees accountable fairly and consistently.
✓ Protect both the employee and the organization through professional supervision.
Remember that every employee deserves the opportunity to improve.
Every supervisor deserves the opportunity to lead.
Outstanding organizations are built when both occur together.

Closing Statement
One of the greatest legacies of a supervisor is not found in policies, reports, or evaluations.
It is found in people.
Years from now, employees may not remember every assignment you gave.
They may not remember every briefing you conducted.
They may not remember every performance evaluation you completed.
But they will remember how you invested in their success.
They will remember whether you believed in them.
Whether you challenged them.
Whether you coached them.
Whether you treated them fairly.
Whether you held them accountable with professionalism and respect.
Outstanding supervisors understand that developing employees is one of the highest forms of leadership.
It requires patience.
Consistency.
Courage.
Professional judgment.
And an unwavering commitment to helping others become more capable than they were yesterday.
As you continue your supervisory journey, remember that every employee represents potential.
Some will require encouragement.
Some will require additional coaching.
Some will require firm accountability.
All deserve professional supervision.
Your influence as a supervisor will be measured not only by the work your employees accomplish today, but by the professionals they become because you chose to lead them well.
Never underestimate the lasting impact of one supervisor who genuinely commits to developing people while protecting professional standards.
That supervisor changes careers.
Strengthens organizations.
And ultimately serves the public through the success of others.

Module Guiding Principle
Professional supervisors develop people whenever possible—and protect the organization whenever necessary.
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CLI Learning Cycle™
LEADING WITH PROFESSIONAL RESPONSIBILITY
Section A.
Think About It
Think about a supervisor who demonstrated genuine stewardship rather than simply managing daily operations.
What behaviors distinguished that supervisor?



How do today's supervisory decisions influence tomorrow's organizational culture?



What responsibilities do supervisors have beyond simply completing today's work?




Leadership Stewardship Lab
Sergeant Jennifer Reynolds
A new chief has introduced several organizational initiatives focused on strengthening community trust, employee development, and professional accountability.
Some experienced officers privately question the changes and express frustration during informal conversations.
Although Sergeant Reynolds personally has questions about certain aspects of the new initiatives, she recognizes her responsibility as a supervisor.
Rather than contributing to skepticism, she openly supports the department's mission, encourages constructive discussion, answers employee questions honestly, and models professionalism throughout the transition.
Over time, her shift adapts more successfully than many others because employees consistently observe leadership, professionalism, and optimism from their supervisor.
Discussion Questions
1. How did Sergeant Reynolds demonstrate organizational stewardship?
2. Why is it important for supervisors to separate personal opinions from professional responsibilities?
3. How can supervisors support organizational change while remaining honest with employees?
4. What influence does supervisory behavior have on organizational culture?
5. How do supervisors strengthen public trust through daily leadership?
6. What long-term benefits resulted from Reynolds' approach?

Leadership Conversation
Discuss the following questions.
• What does stewardship mean within a law enforcement organization?
• How does stewardship differ from simply managing people?
• Why should supervisors think beyond today's operational concerns?
• How do supervisors influence organizational culture every day?
• What legacy should every professional supervisor strive to leave?
Be prepared to identify one leadership behavior that demonstrates stewardship within your own organization.

Supervisor Performance Tool™
STEWARD™
Purpose
The STEWARD™ Model helps supervisors make decisions that strengthen people, protect organizational integrity, and leave a lasting positive influence on the profession.
S — Serve the Mission
Place organizational purpose and public service above personal interests.
T — Think Long-Term
Consider how today's decisions will influence tomorrow's organization.
E — Exercise Ethical Judgment
Make decisions consistent with integrity, fairness, and professional values.
W — Weigh Organizational Impact
Evaluate how decisions affect employees, organizational culture, public trust, and operational effectiveness.
A — Accept Responsibility
Own decisions, remain accountable, and model professional leadership.
R — Reinforce Professional Standards
Consistently communicate, model, and uphold organizational expectations.
D — Develop the Future
Invest in people, strengthen culture, and prepare future leaders to continue the organization's mission.

Remember
Leadership manages today. Stewardship strengthens tomorrow.

Supervisor's Rule
Every supervisory decision should leave the organization stronger than you found it.

Instructor Transition
"Stewardship provides supervisors with the perspective to think beyond immediate challenges.
The next responsibility is learning how ethical decision-making transforms stewardship into daily leadership.
Let's examine how professional supervisors make principled decisions when faced with difficult choices."

Section B.
Think About It
Think about a supervisor whose integrity earned the trust and respect of employees.
What specific behaviors demonstrated that supervisor's ethical leadership?



How do supervisors communicate ethics through their daily decisions rather than their words?



What ethical challenges are supervisors most likely to encounter within your organization?




Ethical Leadership Lab
Lieutenant Marcus Bennett
Lieutenant Bennett supervises a patrol shift with several experienced officers. One evening, he learns that a highly respected officer failed to document a minor use-of-force incident according to department policy. The officer explains that the omission was unintentional and asks Bennett to "let it go this one time" because correcting the mistake could negatively affect an upcoming promotion.
Bennett knows the officer is honest and has an excellent reputation. He also understands that failing to address the issue would create inconsistent accountability and weaken confidence in supervisory fairness.
Rather than ignoring the situation, Bennett privately meets with the officer, explains the importance of documentation and accountability, requires the report to be completed properly, documents the supervisory counseling, and reinforces that professional standards apply equally to everyone regardless of reputation or experience.
Although the conversation is uncomfortable, employees later recognize that Bennett consistently applies standards fairly and professionally.

Discussion Questions
1. What ethical principles guided Lieutenant Bennett's decision? 
2. What competing responsibilities existed in this situation? 
3. How did Bennett balance fairness with accountability? 
4. What message would have been communicated had the issue been ignored? 
5. How does consistent accountability strengthen organizational trust? 
6. How might Bennett's decision influence future supervisory credibility? 




Leadership Conversation
Discuss the following questions.
· Why is ethical leadership demonstrated through daily supervisory decisions rather than major incidents? 
· How does consistency influence employee trust? 
· Why is fairness essential to supervisory credibility? 
· How should supervisors balance compassion with accountability? 
· What ethical responsibilities do supervisors have when no one else is watching? 
Be prepared to identify one ethical leadership behavior that you will intentionally strengthen during the next 30 days.


Supervisor Performance Tool™
ETHICS™
Purpose
The ETHICS™ Model helps supervisors make principled decisions that strengthen trust, reinforce accountability, and uphold professional standards regardless of circumstances.
E — Examine the Situation
· Gather the facts before acting. 
T — Think About Organizational Values
· Consider agency mission, policies, and professional expectations. 
H — Honor Fairness
· Apply standards consistently regardless of personalities or rank. 
I — Integrity First
· Choose the ethical course even when it is difficult. 
C — Communicate Transparently
· Explain decisions honestly and respectfully when appropriate. 
S — Stand Accountable
· Accept responsibility for decisions and model ethical leadership. 

Remember
Employees watch what supervisors do far more closely than they listen to what supervisors say.
Ethical leadership is demonstrated one decision at a time.

Supervisor's Rule
Integrity is not measured by the easy decisions. It is revealed by the difficult ones.

Instructor Transition
"Ethical leadership requires more than knowing right from wrong. It requires the courage to consistently choose what is right—even when doing so is uncomfortable or unpopular. As supervisors strengthen ethical decision-making, they also strengthen the trust, credibility, and professionalism upon which every successful organization depends."

Section C.
Think About It
Think about a situation where a small problem became a major organizational issue because no one addressed it early.
What warning signs were overlooked?



Why is failure to act often more damaging than making an honest mistake?



How do coaching, documentation, communication, and accountability reduce organizational risk?




Leadership Stewardship Lab
Sergeant Jennifer Reynolds
During a routine review of body-worn camera footage, Sergeant Reynolds notices that Officer Daniels has begun taking shortcuts during vehicle searches.
The violations appear minor.
No citizen complaints have been filed.
No injuries have occurred.
No evidence has been compromised.
Several supervisors might simply remind Daniels to "be more careful."
Reynolds recognizes something more significant.
Today's shortcut could become tomorrow's lawsuit, disciplinary action, or loss of public confidence.
She immediately schedules a coaching session.
Together they review department policy, discuss the reasons behind proper search procedures, examine the potential consequences of continued shortcuts, and establish clear expectations for future performance.
The discussion is documented.
Follow-up observations confirm consistent improvement.
A potential organizational liability becomes an opportunity for professional development.
Discussion Questions
1. Why did Sergeant Reynolds intervene before a serious incident occurred?
2. How did early coaching reduce organizational risk?
3. What risks might have developed had Reynolds ignored the behavior?
4. Why is documentation an important component of professional supervision?
5. How does this situation illustrate the supervisor's duty to intervene?
6. How did Reynolds protect the employee, the organization, and the community simultaneously?

Leadership Conversation
Discuss the following questions.
• Why do supervisors sometimes delay addressing known problems?
• How does professional supervision reduce organizational liability?
• Why is documentation a leadership responsibility rather than merely an administrative task?
• How do the Four Domains influence organizational risk?
• Why should supervisors view intervention as an act of leadership rather than criticism?
Be prepared to identify one supervisory practice you can strengthen immediately to reduce organizational risk within your own work group.

Supervisor Performance Tool™
SHIELD™
Purpose
The SHIELD™ Model helps supervisors reduce organizational risk through proactive leadership, ethical decision-making, timely intervention, and professional accountability.
S — See the Risk
Recognize behaviors, conditions, or decisions that may increase organizational vulnerability.
H — Honor Policy
Apply organizational policies, legal standards, and professional expectations consistently.
I — Intervene Early
Address concerns before they become significant organizational problems.
E — Evaluate Consequences
Consider the potential impact of supervisory decisions on employees, the organization, and public trust.
L — Lead Responsibly
Model professionalism, integrity, accountability, and sound judgment in every supervisory action.
D — Document Professionally
Create accurate, objective records that demonstrate responsible leadership, coaching, accountability, and follow-up.

Remember
Professional supervision is the organization's first line of risk management.

Supervisor's Rule
The greatest organizational risks are often created not by what supervisors do—but by what supervisors choose not to do.

Instructor Transition
"Reducing organizational risk requires supervisors to recognize potential problems and intervene appropriately.
Many supervisory situations, however, require immediate decisions made under pressure, uncertainty, and limited information.
The next section examines how professional supervisors apply ethical judgment and sound decision-making when the stakes are high."

Section D.
Think About It
Think about one of the most difficult decisions you have made as a supervisor or employee.
What made the decision difficult?



Which of the Four Domains most influenced your decision?



How can supervisors improve their decision-making before difficult situations occur?




Leadership Stewardship Lab
Sergeant Jennifer Reynolds
During a high-profile incident, Officer Daniels pursues a fleeing suspect into a crowded residential neighborhood.
The suspect escapes.
A citizen later files a complaint alleging unnecessary force during the encounter.
Body-worn camera footage provides only part of the incident.
Several witnesses provide conflicting statements.
Media inquiries begin almost immediately.
Sergeant Reynolds must make several decisions within a short period of time.
She must ensure officer and public safety.
Protect the integrity of the investigation.
Support her employee while maintaining objectivity.
Document the incident thoroughly.
Notify command staff.
Maintain public confidence.
And avoid reaching conclusions before all facts have been gathered.
Although considerable pressure exists to provide immediate answers, Reynolds focuses on gathering facts, following policy, consulting department procedures, and making decisions guided by professional competence rather than public pressure.
Discussion Questions
1. Which of the Four Domains did Reynolds demonstrate throughout this situation?
2. Why is it dangerous to make supervisory decisions before sufficient information is available?
3. How did Reynolds balance support for the employee with accountability?
4. Why is maintaining public trust essential during high-profile incidents?
5. How can supervisors remain objective during emotionally charged situations?
6. What long-term organizational benefits result from disciplined decision-making?

Leadership Conversation
Discuss the following questions.
• Why are difficult supervisory decisions rarely simple?
• How do the Four Domains improve supervisory judgment?
• Why should supervisors avoid making decisions based solely upon emotion or public pressure?
• How can supervisors prepare themselves to make better decisions before crises occur?
• What role does humility play in professional leadership?
Be prepared to identify one decision-making habit you intend to strengthen throughout your supervisory career.

Supervisor Performance Tool™
DECIDE™
Purpose
The DECIDE™ Model provides supervisors with a disciplined process for making sound professional decisions during complex or high-pressure situations.
D — Define the Issue
Clearly identify the decision that must be made.
Separate facts from assumptions.
E — Examine the Facts
Gather available information.
Review policy, law, and organizational expectations.
Seek clarification when necessary.
C — Consider the Four Domains
Apply Knowledge.
Skill.
Judgment.
Values.
Ensure each domain informs the decision.
I — Identify the Best Course of Action
Evaluate alternatives.
Consider short-term and long-term consequences.
Select the action that best protects people, the organization, and public trust.
D — Decide and Act
Implement the decision professionally, confidently, and consistently.
Communicate expectations clearly.
E — Evaluate the Outcome
Review results.
Learn from the experience.
Strengthen future decision-making.

Remember
Professional competence is revealed most clearly when supervisors make difficult decisions under pressure.

Supervisor's Rule
The best supervisory decisions are guided by facts, informed by the Four Domains, and measured by their impact on people, the organization, and public trust.

Instructor Transition
"Every decision a supervisor makes contributes to something larger than the immediate outcome.
Over time, those decisions define reputation, influence organizational culture, develop future leaders, and shape the legacy a supervisor leaves behind.
The final instructional section explores how professional supervisors build a lasting legacy through everyday leadership."

Section E. 
Think About It
Think about a supervisor whose influence continues to shape the way you lead today.
What qualities made that supervisor unforgettable?



If someone described your supervisory legacy twenty years from now, what would you hope they would say?



What intentional actions can you begin taking today to build that legacy?




Leadership Stewardship Lab
Sergeant Jennifer Reynolds
After twenty-eight years of service, Sergeant Reynolds prepares for retirement.
As she cleans her office, she reflects on the awards she has received, the cases she has supervised, and the commendations she has earned.
Yet what brings her the greatest satisfaction is something entirely different.
Several former officers she coached now serve as respected supervisors and command staff members.
One young officer tells her,
"You taught me that supervision wasn't about being in charge. It was about helping people become better than they believed they could become."
Reynolds realizes that her greatest accomplishment was never the work she completed.
It was the people she developed.
Discussion Questions
1. Why did Reynolds consider developing people to be her greatest accomplishment?
2. How is leadership different from leaving a legacy?
3. What daily supervisory behaviors contribute most to a lasting professional legacy?
4. How does developing future leaders strengthen an organization?
5. Why is stewardship the highest expression of professional supervision?
6. What legacy do you hope to leave within your own organization?

Leadership Conversation
Discuss the following questions.
• What legacy does every supervisor leave?
• Why do employees often remember how supervisors treated them more than what supervisors accomplished?
• How does stewardship influence organizational culture?
• What responsibility do supervisors have for developing future leaders?
• How can supervisors intentionally build a legacy beginning today?
Be prepared to describe the professional legacy you hope to leave at the conclusion of your career.

Supervisor Performance Tool™
LEGACY™
Purpose
The LEGACY™ Model helps supervisors intentionally build a lasting professional influence by developing people, strengthening organizations, and protecting the integrity of the profession.
L — Lead by Example
Model the professionalism, integrity, and accountability you expect from others.
E — Encourage Growth
Invest intentionally in the development of every employee.
G — Guard Professional Standards
Protect organizational values, ethics, and public trust through consistent leadership.
A — Accept Stewardship
Recognize that supervision is a responsibility to serve something greater than yourself.
C — Create Future Leaders
Develop employees who will someday strengthen the profession beyond your own career.
Y — Yield a Lasting Influence
Leave the organization stronger because you chose to lead with purpose, courage, humility, and integrity.

Remember
Leadership is measured by today's accomplishments. Legacy is measured by tomorrow's leaders.

Supervisor's Rule
Your greatest accomplishment as a supervisor will never be what you achieve. It will be who you develop.

Instructor Transition
"As we conclude this academy, one final responsibility remains.
Every supervisor must decide what kind of leader they will become, what standards they will uphold, and what legacy they will leave for those who follow.
Let's conclude by making that commitment."
The Professional Supervisor's Commitment
"I will lead with integrity.
I will communicate with professionalism.
I will develop people with purpose.
I will hold others accountable fairly.
I will protect public trust.
I will strengthen my organization through every decision I make.
I accept the responsibility of stewardship.
I will leave the profession stronger than I found it."
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