
Training for Supervisors



Let’s start with introductions! 

• Department

• Experience with ENGAGE (as a supervisor or just as a team 
member?)

• How long you have been a supervisor



Why is the ENGAGE important?

• ENGAGE is a state-wide initiative that brings 
supervisors and team members together to have 
meaningful professional development conversations 
on a monthly basis. These conversations provide an 
opportunity to help team members improve in their 
current role and position themselves for future 
success.  

• ENGAGE includes:
• Monthly conversations
• Evaluations
• Upward Feedback



ENGAGE Conversations

ENGAGE conversations should occur every month.  March and 
September conversations are not expected as they are 
Evaluation/Upward Feedback Month. 



ENGAGE Conversations cont.

Supervisor view

Team member view



ENGAGE Conversations cont.

Enter a conversation date 
Check the Reflect box if this is a 
reflect conversation!  

Run reports (when needed)
Pending reflect meetings
Reflect meetings
Supervisor activity 

Reflect conversations occur on the team member’s anniversary 
date. Additional conversation resources are listed later in the 
slides as Growth Model 

https://engage2.mo.gov/reflect/
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Helpful tips for having meaningful ENGAGE conversations

1. Care personally for your team members
• Helps build trust needed to have difficult conversations

2. Let your team members take ownership of the meeting
• The focus should be on team member’s personal development!

3. Tell your team members that you want and value their upward feedback
• Try saying: “One of the areas of upward feedback from the team was…. 

I’m actively working on that and would love your (continued) feedback 
on how I can improve. Is there anything right now that I can do to 
support you?”

• Try saying: “I’m always trying to improve as a supervisor. Is there 
anything I could be doing better or differently?”

4. Don’t limit feedback to ENGAGE conversations -- Tie feedback to specific 
examples! 
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Additional ENGAGE 2.0 resources including growth model job aids are 
available at engage.mo.gov
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The Growth Model Placemat for Supervisors can help you 
prepare for your next ENGAGE conversation



Job Aid: Coaching Strategies for Development
Before you ENGAGE, consider this…

Strategy 1: You-Me-Agree
When your team members come up with their own development ideas, they 
are more likely to take ownership of them.  You can make this happen by 
using a simple tool called You-Me-Agree. It helps you shape their thinking, 
but puts them in the driver’s seat for evaluating their development needs 
and committing to change.

When holding an ENGAGE conversation, set the stage by explaining the 
purpose is to discuss their development.  From there, follow this simple 
process:

YOU

ME

AGREE

At your next ENGAGE conversation, work through You-Me-Agree again to 
follow up on agreed action steps.

Strategy 2: Draw on Your Story
Story-telling makes the Growth Model come to life.  You can help your team 
members craft their story in a way that helps them overcome obstacles and 
make a bigger contribution.  One way to do this is to share your own story 
of overcoming obstacles in your own career.  If you follow these 
guidelines, your team members could benefit from hearing your 
story.

 Make sure ENGAGE conversations are about their development 
story first, not yours. So be aware of timing when telling your story. 

 Use your story to help them gain broad perspective, but not to give 
them the idea that because something worked for you, “this is how it’s 
done.”

 When you and your team member have something in common, use your 
story as an example of how someone like them can succeed. 

You can also draw on the stories of other people around you:

 Where possible, use the stories of people who have walked the same 
path as your team members.  These people can serve as role 
models.

 Identify examples that will help them with problem-solving.  Talk about 
the approaches you’ve seen other people use to solve the same 
problems they face. 

First, ask what they would like to talk about.  
“What do you want to focus on in your development?”  
Use follow-ups like “tell me more about that” to really 
get them thinking.  This should be 70% of the 
conversation.

Next, reflect back what you hear and add your 
own ideas.  “You mentioned you could do more XYZ.  
I had that same thought.  There are one or two other 
ideas I have.”  When offering your own ideas don’t be 
afraid if they disagree.  Just explore the issue with 
open-ended questions.  This should be 30% of the 
conversation.

Finally, come to an agreement about something 
they can try going forward.  It’s okay if it’s their 
idea in their language and not yours.  The point is to 
get them moving in the right direction.  Make sure to 
agree on something specific you can follow up 
on.

The Growth Model Job Aids on the engage.mo.gov website offer 
coaching strategies that supervisors can use to talk with team 
members about their development (1/2)



Job Aid: Coaching Strategies for Development
Before you ENGAGE, consider this…

Strategy 3: Rolling with Resistance
This is another strategy for coaching team members whose motivation goes 
up and down.  Sometimes our first reaction is to tell people to “work 
harder” and keep going.  This works with highly motivated people, but 
with team members who are less motivated, this can backfire.  Instead, 
many seasoned coaches use an approach called “rolling with resistance.”  To 
get a sense of this idea, think of difficult conversations as more of a Jiu Jitsu 
match than a boxing match.  Boxing is all about punching your opponent 
directly.  Jiu Jitsu players literally roll with the momentum of their 
opponent in order to turn it in their favor.

Here are three tactical ways to put this into practice:

1) Talk about pros and cons on an on-going basis.  On a bad day, “it 
looks like the cons outweigh the pros today.  But I notice that’s different 
from 4 weeks ago. If we give it time, could it shift again?  Why don’t we 
give it a chance?”  This highlights setbacks are not permanent, and 
things will more than likely look up again.

2) Reframe things in terms of their values. “It sounds like some of this 
is more trouble than it’s worth. What would your values tell you to do?”
With the right tact, this helps people shift gears and tackle some short-
term pain for long-term gain.

3) Strengthen positive change talk.  When Team Members discuss pros 
and cons, ask questions to bring out the pros.  “I hadn’t thought of that 
benefit.  Tell me more about that.”  When they mention things that have 
gone well, ask more about how they were able to do that.  “How did you 
get that done so much more quickly than last time?”

Strategy 4: Useful Coaching One-Liners
There will be times when ENGAGE conversations hit a roadblock.  The “one-
liners” below can help steer the conversation back on track, or spark new 
thinking.

NOTE: Use “HALT” as a rule of thumb before coaching at any time. If you 
are Hungry, Angry, Lonely, or Tired, it’s probably not the right time to coach 
or use one liners.  They may not come across as intended.  Instead, wait for 
a moment when you and your team member are in a good mental place.  
Then, use these to challenge them with skill:

 “It sounds like this isn’t your top priority right now, and I get that.  Tell 
me how I would know it’s the right time to bring this up again.”

 “I think you’re right.  This is tough/disappointing/disheartening.  Let’s 
put this effort on hold for the moment, but at some point, I’m going to 
come back and challenge you on this again because that’s my job.”

 “I absolutely understand the desire to stop working on this. But 
let’s frame it this way. How do you think that will that feel 5 days 
from now, versus 5 months from now, versus 5 years from now?”
(Highlight that short-term comfort might result in long-term pain.)

 “Let’s imagine it’s 5 years from now and you just had the best 
day/week/month of your career. You’re talking to a 
friend/spouse/partner (use their name) about what you just got 
done.” Use that to understand what they really want.  Then work 
backward to come up with ideas about how to get there.

The Growth Model Job Aids on the engage.mo.gov website offer 
coaching strategies that supervisors can use to talk with team 
members about their development (2/2)
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Two simple ways to structure feedback conversations

Start by talking about the team member’s
strengths and development areas:
1. Great – Share clear examples of areas 

where they excel.
2. Good – Talk about the strengths that 

they could take to the next level with 
a little bit more effort. 

3. Could improve – What are the skills 
or areas that they could improve 
upon?

Next, use the same topic areas to talk 
about the supervisor’s strengths and 
development areas.

Ask your team member the following 
questions:
1. Where do you find joy? In the last month, 

where have you been most engaged and 
energized in your work?

2. Where have you found yourself feeling 
unproductive or de-energized?

3. Tell me how I am doing? How can I best 
support you? 

i. Don’t ask this question unless you 
are willing to act on the feedback!

Listen to the team member. At the end of the 
conversation, share how their answers relate 
to the strength and development areas where 
you’d like them to focus.

Use clear and recent examples throughout the conversation. Talk about next steps. Share 
examples of actions you can take to improve on your current performance.

NOTE:

EXAMPLE 1: EXAMPLE 2:



Evaluations
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Evaluation review
ENGAGE 2.0

In March and September, you 
will get an invite to complete 
evaluations for your team. 

There are qualitative 
components and quantitative. 

Neutral is not a bad evaluation!  
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Evaluation review
ENGAGE 2.0

This person IS At Risk

This person is NOT At Risk

Give specific examples on 
strengths.  Highlight key 
examples of accomplishments.

Provide actionable development 
areas.  
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Evaluation review
ENGAGE 2.0
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Evaluation review
ENGAGE 2.0
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Evaluation review
ENGAGE 2.0
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Supervisors also have access to an evaluation dashboard of the feedback 
they completed on their teams

ENGAGE 2.0

Reminder of rating scale 
used for evaluation

Resource links to walk user through 
the dashboard
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The “Supervisor View” shows evaluation results for a supervisor’s team 
members

Numeric 
scores across 
the team

Listing of strengths and 
development areas

Filter the results to 
view evaluation data 
from another quarter
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The “Supervisor View” shows evaluation results for a supervisor’s team 
members

Summary 
data table

Evaluator rating 
trends 
compared to 
average for the 
Division or 
Department 



22

The “Bubble chart” allows you to compare the relationship between two survey 
questions and to see the spread of ratings across all team member in a 
department/division

• @ Rebecca and Casey: 
• How do we see the bubble chart being used by the average supervisor? 
• Do we think they will inform the ENGAGE conversations?
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Filters are the main navigation tool to refine search and display data across 
all dashboards 

• Keep in mind that filters carry over across views To remove filters select “Reset to 
Default

Export options
are available 
throughout the 
dashboards

Use “at risk” filter to easily 
identify team members at 
risk of not meeting the 
expectations of their role
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The “Conversation View” allows supervisors to easily prepare for ENGAGE 
conversations with individual team members

Filter to narrow data for 
one team member 

Hover over bar for team member 
name and average rating



Upward Feedback
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Upward Feedback
Team members can provide 
helpful feedback to supervisors

The screenshot to the left shows 
what a team member see when 
they’re invited to complete the 
Upward Feedback survey

Anonymity waiver statement
Small teams need to understand 
the constraints for anonymity



Upward Feedback cont.

Quantitative
Scale of never to always 

Qualitative 
We ask team members to be 
mindful of their feedback and 
thoughtful in their approach.
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Supervisors can access the dashboard to view the Upward Feedback provided 
to them from their team members

ENGAGE 2.0

Reminder of rating scale 
used for feedback

Resource links to walk user through 
the dashboard

MO Learning course suggestions for giving and receiving feedback
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The dashboard provides a summary of quantitative feedback offered to the 
supervisor by their team in response to six questions about their leadership

ENGAGE 2.0

Reminder that only the supervisor reviewing the results can see these responses

Reference the legend 
or hover over a color 
to be reminded of 
response options
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The dashboard also provides verbatim qualitative feedback offered to the 
supervisor by their team about strengths and areas of development

ENGAGE 2.0

Reminder! Only the supervisor reviewing the results can see these responses

Throughout the dashboards, clicking on “i” information 
icons will reveal additional explanations or tips for use
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Key resources for having great ENGAGE conversations
MO Learning Courses: (https://molearning.mo.gov/)
• ENGAGE Coaching Training. This learning path on MO Learning provides supplemental content to this 

virtual training, as well as important knowledge on coaching skills. 
• Being an Effective Team Member. This course highlights the key characteristics of exemplary team 

members. As she dives into each trait, Daisy shares how—by making subtle changes—you can adopt 
these behaviors to become a more valuable collaborator.

• Leading Yourself. In this course, learn how to manage your mindset, behaviors, and workplace 
relationships to help you stand out in your organization and in your industry as a leader.

• Leading without Formal Authority. Demonstrating leadership is important for employees at every level 
of an organization. There are opportunities to lead every day, whether you hold a formal leadership 
position or not.

ENGAGE 2.0 Resources: (engage2.mo.gov/)
• Growth Model Placemat for Supervisors
• Job Aid: Coaching Strategies

Books, Podcasts, and more!
• Radical Candor, by Kim Scott
• Start with Why, by Simon Sinek
• Dare to Lead, by Brene Brown 
• Humble, Hungry and Smart, by Patrick Lencioni

Reach out to the Change Champion in your Department. For questions, email engage@oa.mo.gov 
or call the Talent Management Help Desk 573-526-4500.

Need help?

https://www.linkedin.com/learning-login/share?account=35674036&forceAccount=true&redirect=https%3A%2F%2Fwww%2Elinkedin%2Ecom%2Flearning%2Fpaths%2Fmo-learning-at-the-state-of-missouri-engage-coaching-training%3FshareId=a1f08b3a-cbcf-488c-9b61-c9ae8bdc176a
https://www.linkedin.com/learning/being-an-effective-team-member?u=35674036
https://www.linkedin.com/learning/leading-yourself?u=35674036
https://www.linkedin.com/learning/leading-without-formal-authority?u=35674036
https://engage2.mo.gov/wp-content/uploads/2020/03/gm-manager-03252020_8x11.pdf
https://engage2.mo.gov/wp-content/uploads/2020/04/ENGAGE-2.0-Growth-Model-Job-Aid-Coaching-Strategies-11-11-19-FINAL-DELIVERABLE-4142020.pptx
https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=&cad=rja&uact=8&ved=2ahUKEwiI3Lz-s97qAhWaZ80KHa7qAZ8QFjACegQICxAB&url=https%3A%2F%2Fwww.amazon.com%2FRadical-Candor-Kim-Scott%2Fdp%2FB01KTIEFEE&usg=AOvVaw0xgaqcyeHF7QOp3muZFOas
https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=&cad=rja&uact=8&ved=2ahUKEwiVx7Lgs97qAhWXKM0KHRtpCH4QwqsBMAF6BAgaEAQ&url=https%3A%2F%2Fwww.youtube.com%2Fwatch%3Fv%3Du4ZoJKF_VuA&usg=AOvVaw2yOZF5VL74l_YmcXMyw7at
https://daretolead.brenebrown.com/
https://medium.com/@iamsridhar/humble-hungry-and-smart-822cd5e161bf
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