USAF Supervisor’s Course

Day 1 – Module 1

INTRODUCTON
Preparing to Teach This Course

Read and follow these steps for a successful teaching experience:

Step 1
Read the table of contents carefully.

Step 2
Use a blank sheet of paper (or computer document) for each day or topic in the table of contents. Make note of all your ideas for giving a seminar on the listed topics. Brainstorm your experiences, readings, possible activities, personal theories, past training, personal interests, and so forth.

Step 3
Now that you’ve read the table of contents and brainstormed a comprehensive list of your thoughts on the topics, you are ready to expand your list. Take a blank copy of the participants’ workbook and work through it page by page without referencing the leader’s guide. As you look through the book, add to your list of ideas and thoughts on the seminar. Continue the process of brainstorming things you might say and do in your presentation.

Step 4
By now you should have a substantial list of original thoughts and ideas for training new supervisors. You are now ready to work through the rest of the leader’s guide, using your copy to make extensive notes.  Step 5, After you have worked through the leader’s guide, you are ready to begin step 5. Look for ways to validate your ideas and identify methods that you think worked well and those that did not. Look for ideas that can be adapted for your presentation. Bear in mind that you must first be comfortable and believe in the material in order for it to be credible with participants.

Step 6
NOW . . . you are ready to get on with it! After spending some additional time researching, thinking, interviewing, and practicing, you will be well prepared to teach this course.


*Some additional thoughts:


It is a good idea to annotate your copy of the leader’s guide and the participants’ workbook.

· Cut out and paste quotes and other short parts of this leader’s guide that you deem helpful into your own working copy of the participants’ workbook.

· Throughout your leader’s guide (preferably page by page), write a comment targeting the various participants:

· New or beginning supervisors;

· Intermediate (partially experienced) supervisors; and

· Experienced supervisors.

These comments will help participants perceive that the training is appropriate for them regardless of their situation.

· Another motivational idea is to collect quotes in a word processor and print them in 16-point font on bright paper. Then cut these out individually and place them on tables near seating.

· Mark your pages according to the time that you expect to spend on each. This allows you to make minor adjustments to speed up if necessary before the end of the day. At a minimum, mark your pages for the day in quarters. For example, mark the pages for each day, indicating the point you expect to be at the one-quarter, one-half, and three-quarter points so you can end on time. 

Seven Habits of Ensuring Participant Satisfaction

1. Fulfill expectations with curriculum and credibility: Talk to, listen, and answer participants to solve their needs and satisfy objectives for attending the training. Tap your expertise, experience, creativity, and comprehensive research for content to satisfy their needs.

2. Never underestimate the power of asking participants what they want and then repeatedly telling them when they are getting it. Help them know that they got what they wanted. In addition, try to “repackage” information that you think participants may have heard before (i.e., instead of using “to-do list,” use “daily action plan” or “today’s priority plan.”)

3. After you’ve completed significant original work in preparing for this seminar, you may contact the course director, Mr. Eddy Boss, to refine your approach and to gain further understanding. Call (334) 953-3446 or DSN 493-3446, or send E-mail to eddy.boss@Maxwell.af.mil.
4. Participants will want new cutting-edge, creative information. There’s no replacement for comprehensive research. Though we’ve offered many suggestions in these materials, we recommend you supplement them with your own research on the Internet, in libraries, and in bookstores.

5. Build your material around highly relevant business and USAF examples. The two key words here are “relevant” and “USAF.” Make sure you catalog and document examples that you gain from other USAF presenters and the ones that you hear about in your classes. The more specific you can be (without sharing unauthorized information), the more credible, believable, and relevant your teaching becomes. Also, keep a list of contact information for all presenters of these materials so you may share ideas and gain answers to questions.

6. Spoon-feed the application and practicality of your information and teaching. You’ll normally teach at your best when you assume that participants don’t get the concepts and need to be spoon-fed the relevance and application. Page by page, attempt to incorporate one-minute exercises and language that sound like, “Now imagine that you’re back at your desk tomorrow. What will you do when . . .?”

7. Experience indicates that seminar participants want highly specific advice. They want to know exactly what they can do when they return to work. To enhance the learning process, use concrete examples where possible. Phrases like, “Here’s how you . . . ,” “One specific success I’ve seen in applying this principle is . . . ,” “I’m often asked how this applies—well, here are the steps that I would take in the workplace to apply this information . . . ” can be quite helpful.

Understanding Participants’ Needs

One of the primary objectives in this session is to allow participants to acquaint themselves with the content and benefits of the course; with you, their instructor; and with their classmates. It is equally essential that participants sense the value of this training week and the extent to which it will contribute to their effectiveness, both personal and professional.

Keep your classroom atmosphere as relaxed and tension-free as possible. Help everyone feel comfortable. This will stimulate a more resolute approach to the training by participants and help eliminate any lingering concerns about how or whether the course is related to their specific needs. 

Help participants appreciate the importance of setting focused, realistic, supervisory-related goals. Emphasize the relationship of what occurs in each day to improve their personal and occupational effectiveness as supervisors.

Participants’ needs are often divided by personality, style, experience, and culture. 

New supervisors with past management experience will still have a need for basic supervisory skills. New supervisors with no past management experience will be looking for tips, techniques, and strategies that they can immediately put to use when they return to their workplace.  

Below is a list of leadership behaviors pilot-class participants indicated that they hoped to gain more effectiveness in, or leadership skills/tools they wish to obtain from the course:

· To develop and grow leadership skills and provide feedback

· To positively motivate people to get results

· To develop/improve self-esteem as leaders

· To obtain tools to assist in delegating workload

· To communicate effectively

· To lead by example (walk the talk, not just talk the talk)

· To improve areas of weakness

· To build character 

· To develop communication with upper management and ensure it’s communicated to subordinates

· To develop employee relations skills

· To manage conflict resolution

· To deal with employees and supervisors more effectively

· To learn how to resolve conflicts

· To develop better supervision skills

· To communicate to the group

· Refresher in supervision

· To improve as a supervisors

· To gain skills to get results from employees

· To prepare for first-level supervisory responsibilities

· To develop diagnostic ability and situational leadership

· To learn to set goals, prioritize, and communicate change

· To learn behaviors, commitment, and buy-in

· To learn to identify body language and communication tactics

· To learn how to communicate with employees

· To gain knowledge/skills that deter micromanagement of employees when supervisors are micromanaged

· To learn additional performance-management techniques

· To develop better time-management skills

· To learn how to handle disciplinary problems/issues

· To learn methods of rewarding employee efforts

General Ideas

If possible, E-mail participants to introduce yourself and the class and to outline your qualifications.  Keep this brief, positive, and focused on the benefits that participants will receive. Invite them to respond/converse with you before the class.

Spend some time before class practicing “meet and greet.” Shake hands with participants; ask questions about the challenges that they face; find out if they are managing former peers; inquire about communication culture in their area; ask how many people are on their team; find out what management classes they have previously attended, and ask whether their manager supports their being in this class; ask about their strengths/challenges, and so forth.

As a general rule, be careful in using visual aids. Notice that they are aids—not replacements—for the presenter. Therefore, consider the value of all aids you choose to use. We recommend that you collect information discussed in class on flip charts so that participants may see the progress being made and points covered. 

For PowerPoint use, remember that the presenter’s rule is 6X6. This means no more than six words across and six points deep. We recommend you consider 4X4 as a more appropriate guideline. When you have in-depth information to share, use “keywords” on your slides and let the remainder of the information flow from you, the presenter. It is rare that we don’t meet someone who has been bored, or “talked to death,” by a presenter that read detailed slides to the audience. We have three words for that: Don’t do it!

Consider a “what’s-in-the-bag” game as part of day 1 learning. This is a gift bag containing an important theme or thought. The person who guesses what is in the bag gets a prize (audiotape, book, or something else related to supervising).

You might have a “magic sentence” in the bag. Give hints and throughout the day add words on a flip chart toward building the sentence.  Try this one: “If – everything – is – a – priority, - then – nothing – is!” You could list the first letter of every word with an underline for the missing letters and help them finish it by the end of the day.

Class Introduction

Suggest you request the commander or designated official to make an appearance on the first day of the course and discuss his/her views on leadership and supervising others.  This would also be the ideal person to discuss the role supervisors play in ultimately supporting the Air Force Mission (Reference PowerPoint slide #4).  If an official is not available to open, than you as the instructor should have strong remarks to encourage participants’ active involvement in class to enhance the learning process.   Your reference to their role and relationship to the content of PowerPoint slide #4 should be centerpoint of your comments.  Their attendance in the class is to provide them additional skills and information to enable to more effective support.   When you begin:

Good morning, my name is ___________ and I’ll be your instructor for the next five days. Last night I was thinking about us being together and I wondered . . . how many of you have any supervisory/management experience? (Raise your hand in expectation of them doing the same). Who has had someone question your authority? Have any of you had to counsel one of your employees? Ever fallen behind on a task or assignment? Have you found yourself surprised at the response you received from someone on your team? Since the beginning of time, there has been hierarchy. There is order in the universe even though it often appears to be in chaos. As supervisors, we, too, want order but it won’t always look or feel like paradise! In addition, successfully supervising others requires risk.. In fact you’re taking a risk that you’ll waste your time here, that you might be held accountable for what we discuss, that you’ll actually try some of what I suggest only to find that it doesn’t work for you . . . and the Air Force/your organization is taking a risk in betting that our time together will earn a return that’s measurable in terms of reduced job stress, increased productivity, and better use of resources . . . and I have taken a risk that what I share will be valuable and useful to you. . . . So, since I know that you are risk-takers, I’m looking for that one person here who is willing to risk one dollar. I know that you’re here; it’s just a matter of raising your hand (raise your hand while you say this). Who will risk one dollar? Tell the volunteer, “Please bring your dollar to the front.” Ask the rest, “I said I wanted a person willing to take a - - -? Risk. That’s right, a risk.” Ask the volunteer for one dollar and show him or her yours (two dollars, three dollars, or five dollars). Ask, “If you could get this for your one, would it be worth the risk to stand here with me?” Then you could say “if you could get this kind of return on all your dollars, you’d probably quit working, wouldn’t you? Well, it’s not that easy.” Crumple the volunteer’s dollar in one hand and your money in the other (behind your back). Then say, “I might switch the bills or leave the same, but you will at least get your original dollar back.” Take your hands from behind your back and hold them in front of the volunteer without revealing the bills. Ask him or her to choose one. After he or she chooses, put the other hand in your pocket and then ask while holding up the hand that was chosen, “What’s the worst that can happen for you? (Often hear: get money back, or break even). Then say, “Isn’t that just like us? We come, invest our time, walk out, change nothing, and end up getting the same results we’ve always had. So, what’s the best that can happen? That’s right—you double or triple or quintuple your money because you were willing to take a risk. And if we’re going to get more out of this day than we came in with, we’ll probably have to take a risk. Get involved, answer some questions, and offer input. This will set you up for the success that can be yours through managing your daily activities.            

Transition

Let me discuss the materials that you have in front of you. We have a total of 23 modules that we will cover in five days. Our plan is to work  _____ to _____ Monday through Friday.  We have objectives at the beginning of each module and will end each day with a commitment for improvement.

Let’s get started by putting our names on our workbooks. 

Table of Contents–1

Objectives

· Overview the flow of materials for the week 

· Focus on the five modules that are to be covered on the first day of class.  

Page Introduction

As you turn to Introduction, page 1, you’ll see that part of our agenda for the week is gray. That’s the part that we’ll be covering today. Before we discuss, please notice that each day we’ll cover four to five modules, which should allow us time to answer your questions as we progress.  

Transition

Each of us has come with a different need, and we’ll cover lots of tips and tools. Accordingly, my goal today is to set the tone for the week to ensure you find the tip, tool, or technique that will help you

· interact with people;

· improve your communication;

· manage your time and meet deadlines; and

· transition into supervising.

Your challenge is to select the material that best satisfies your particular need, workspace, circumstances, and situations. The first step for doing so is on page 3 in your participants’ workbook.

Reference Page 3 of Participants’ Workbook

Objectives

· To help participants establish direction and evaluate their attitude

· To set the tone for what is expected from participants for the training

Thinking Behind the Page

Both new and experienced supervisors will attend this training with other issues and priorities on their mind. This is your opportunity to ease them into a supervisory focus and to begin thinking about what they need from the class. 

Teaching Tips

Highlight in your presentation the points that you most want participants to gain from the page. It is appropriate to highlight the next to last paragraph about an attitude that should not stay for the training. 

Activities

You could have participants turn to a partner and make a commitment such as:

“I promise to remain open-minded and to look for ways to apply the information gained from this course.” 

Examples/Quotes

· You should be able to gain ideas for examples and quotes from the E-mail that you sent to participants (in advance) or from the “meet and greet” that you conducted before your session began.

Overheads/PowerPoint

· Yes

Transition

How many of you have been to training sessions, heard a good idea, and, then, when you attempted to use it, it didn’t work? If you’re like me, you want to know how to find the person who provided the good idea . . . I’m going to give you that information for me. Please turn to page 4.

Reference Page 4 of Participants’ Workbook

Objective

· To ensure that participants know your name, how to reach you, and that they learn to use note-taking to remember main points or important information.  

Thinking Behind the Page

The commander or a designated official in the organization will most likely have made his or her introduction by now. So, we want to make sure that participants remember the information shared. How?—by taking notes on what is shared. As an instructor, you should listen for main points and be prepared to outline them for the participants, especially covering the commander’s or designated official’s comments, as participants may or may not have taken notes to this point.  This should also be your opportunity to highlight the importance of them taking notes throughout the course.  

Activities

This whole page is an activity. 

Overheads/PowerPoint

· Yes

Transition

In order to be successful in any endeavor with others, we need rules of order or interaction. Let’s do the same for our five days of training. Please turn to page 5. 

Reference Page 5 of Participants’ Workbook

Objectives

· To recognize that guidelines for the week are expected to be followed

· To allow participants an opportunity to add their own ground rules and, thus, take some responsibility for their learning and behavior

· To make the point that ground rules are a good idea for supervisors to apply in their team and project meetings 

Thinking Behind the Page

Best practice of meeting facilitators and project team leads is to set guidelines of acceptable behavior before there is disagreement. These guidelines could include how disputes will be resolved; how stalemated decisions will be moved forward; attendance; timeliness for meetings; responsibility; and authority.

Activities

Some of the ground rules for the pilot-class included:

· Please silence cell phones, beepers and watch alarms

· Please help us keep the room by picking up you area

· Be courteous

· Positive participation

· Share “air time”

· Be on time to start and from breaks

· There is academic freedom (what is said in the room “stays” in the room)

Use the flip chart and participant responses to create your own ground rules. Tape this flip chart to the wall for reference through day 5.

Transition

This list of ground rules helps us, as supervisors, get the most out of class. When you use this idea with your team, it helps you maintain control and focus when your team rules are adhered to. Would any of you like to further develop your trust and credibility as a leader? (You should raise your hand as you ask this question). Well, one quick start is to begin with People Power. Let’s go to module two (read quote at top of page 2–2, “There is no. . . . ”
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