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Conducting This Training… 

This training was funded by cooperative agreement number 12CS12GKM3and revised by number 

17C4001 from the National Institute of Corrections, U.S. Department of Justice. Points of view or opinions 

stated in this training are those of the authors and do not necessarily represent the official position or 

policies of the U.S. Department of Justice. 

Using the Materials 
This curriculum is provided for the use of instructors to train new probation and parole executives. The 

materials give background information and resources and additional information for both the 

instructor and the participants.  Instructors are encouraged to carefully review the materials.  If you 

have additional information (e.g., videos, handouts, etc.) that you would like to add and use during a 

section you are designated to facilitate, please provide a copy of that information to the NIC 

Correctional Program Specialist coordinating the training. 

Interactive Materials and Adult Learning  
Adult learners tend to be goal-oriented and want information relevant to their needs.  They want to 

know how the training they are participating in will help them in their job.  Therefore, a description of 

the goal and objectives of the course, with an emphasis on how they will be able to apply information, 

is important to establish at the beginning of a course.   

In addition, adults learn by doing and discussing.  Lecturing by an instructor without sufficient time for 

discussion and interaction among the participants will only create boredom and barriers to learning.  

Certainly there are times when it is necessary to provide background information on a topic, but adults 

do not learn much when someone stands in front of a classroom and just lectures.  Rather, more time 

should be allocated to facilitating active and experiential learning approaches, such as class discussion, 

games, reactions to videos, small group discussion and activity, think-pair-share activities, role plays, 

etc. These types of approaches provide a way to enhance participants’ knowledge of the course 

material, as well as give them a chance to practice applying information in order to learn new or hone 

existing skills. 

This curriculum is highly interactive, and is intended to create a large degree of verbal discussion 

around all the topics discussed.  The dialogue with each other and the instructors around each topic 

within this training is the KEY for participants to gain a deeper understanding of the material, and the 

impact of these issues on their careers, their lives, and their daily activity.   

Facilitators are strongly advised to use all of the interactive exercises included in the curriculum.  

However, facilitators are encouraged to use other interactive class exercises with which they have 

success and experience, and tailor them to this particular program.  However, it is NOT advised to 

reduce the amount of class interaction.   
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Not the ONLY way 
While this training curriculum has been developed to be consistent with current evidence-based 

practice, it is certainly not intended to answer all questions, solve all problems, or dictate the only way 

for an agency and its employees to do business.   

Blended Training Approach 
This curriculum has been designed using a blended training approach.  Blended-learning refers to 

training approaches that combine instructor-led face-to-face classes with online opportunities.  Blended 

training programs provide a way to offer the more cognitive or knowledge-based content via an online 

format (as a pre- or post-session event) in order to allow for more time to focus on active learning 

techniques during face-to-face classes.  This improves participants’ retention of information and the 

ability to apply what they learn when the training is over.   

Training Overview 
This blended training program consists of 3 phases: 

1. Phase 1: Assignments completed online prior to attending the classroom-based session. Phase 

1 should begin 3 weeks prior to the classroom-based session.   

2. Phase 2: Classroom-based session. Phase 2 is designed to be 3¼ days onsite.  The session 

begins for approximately 3 hours on the evening before the first full day, and then runs for 3 

more 8-hour consecutive days. 

3. Phase 3: Ongoing networking, information sharing, and peer-to-peer problem-solving online 

with facilitators and participants of the training.  Phase 3 should run for approximately 3 

months after the classroom-based training. 

More about each of these phases is described below. 

Phase 1 
Phase 1 of the Orientation session consists of nine (9) assignments that can be completed on the 

participants’ own time and at their own pace.  The phase 1 assignments are located online at 

http://nic.learn.com.  It is estimated that it will take participants between 7-9 hours to complete the 

phase 1 assignments, depending on their pace. 

At least 3 weeks prior to the classroom-based training session, the training organizer should send an 

email to the participants informing them of the Phase 1 assignments and providing information on how 

participants can access the assignments.  Facilitators for the training should also get access to and 

review the Phase 1 assignments to be better able to refer to the assignments during the onsite training. 

The Phase 1 assignments are designed to introduce knowledge-based material for certain modules that 

will free up more time in class to do application and skill practice exercises.  They are also designed to 

have participants work independently on some activities that will be debriefed during the onsite session.  
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The following chart provides a summary of the Phase 1 assignments participants are asked to complete 

and how they relate to the classroom-based portion of the training seminar: 

 

 

Phase 1 Assignment Rationale/How Used to Support Classroom-
Based Portion of Training 

Complete a course (Course and Program 
Overview) of Evidence-Based Practices in a 
Correctional Setting (located on the NIC 
Learning site). 

All executives of probation and parole agencies 
should be familiar with research on evidence-
based practice in community corrections.  
There is a wealth of material, including online 
training programs that executives can access to 
educate themselves and keep current on EBP.  
The EBP in a Correctional Setting online course, 
developed by NIC, offers a good primer on the 
various principles of EBP for those practitioners 
who are not well-versed in EBP.  There is not 
adequate time to address the basics of EBP in 
the onsite portion of this training program. 
However, principles of EBP are interwoven into 
various aspects of the classroom-based training 
and we have decided to make an assumption 
that executives at this level should be familiar 
with or take responsibility for becoming familiar 
with EBP on their own. 

Complete a scavenger hunt activity related to 
marketing strategies in community corrections. 

The scavenger hunt activity is part of Module 4: 
Managing the Message.  It is designed to help 
participants become familiar with resources 
that the American Probation and Parole 
Association has available to assist them in 
promoting community corrections (and their 
respective agencies) and in communicating 
more effectively with the media.  
 
There is a section built into the classroom based 
lesson plan for Managing the Message to give 
them an opportunity to briefly discuss what 
they found on the site and how it can help 
them in their work.   
 
*Participants are asked to bring a copy of their 
completed activity sheet for the scavenger hunt 
to the onsite training.  

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

iv Facilitator Guide 

Read the book summary for The Leadership 
Challenge, Fourth Edition, produced by Audio-
Tech Business Book Summaries and answer 
questions. 

This lesson is in preparation for the Module 3: 
Leadership and Leaders’ Role in Creating 
Change module.  Advisory group members for 
this curriculum indicated that Kouzes’ and 
Posner’s work around leadership are important 
to cover.  To limit the amount of time needed 
to provide knowledge-based content overview 
of their work in this area, participants are 
instructed to review the book summary that 
provides an overview of the five practices.  
Participants are then asked to complete an 
activity sheet based on what they learned by 
reading the book summary.  
 
At the onsite training, there is a section built 
into the leadership module to debrief the work 
that participants did on Phase 1 related to this 
topic.   
 
* Participants are asked to bring a copy of their 
completed activity sheet for the Five Practices 
of Exemplary Leadership to the onsite training. 

Review 3 videos explaining the various 
leadership styles (i.e., situational, transactional, 
and transformational) and answering a series of 
questions about the styles. 

In Module 1: Leadership and Leaders’ Role in 
Creating Change, participants will be asked to 
discuss the answers to the questions that were 
posed in this assignment in pairs to reinforce 
what they learned about the 3 main leadership 
styles.   
 
They will also apply what they learned in this 
phase 1 assignment to a dyad activity (e.g., in 
pairs) in which they are asked to review four 
scenarios and identify which style of leadership 
they feel would be beneficial and how the 
administrator could/should handle the situation 
based on that leadership style. 
 
* Participants are asked to bring a copy of their 
completed activity sheet for the Leadership 
Styles to the onsite training. 

Read Our Iceberg is Melting by Kotter and 
Rathgeber 

In Module 1: Leadership and Leaders’ Role in 
Creating Change, participants will be asked to 
discuss the eight stages of creating change 
presented in the story. They will also consider 
the different personality styles represented by 
the characters from the story. 
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Complete a brief survey to assess your team's 
effectiveness.  

In Module 6: Leading Teams and Collaborative 
Efforts, participants will learn about different 
types of teams, when to use a team approach, 
stages of team development, 5 dysfunctions of 
a team and techniques for overcoming team 
building strategies.   
 
The brief survey they are asked to complete 
during phase 1 provides them an opportunity to 
begin thinking about the types of teams they 
have in the workplace or are involved in.  It also 
gives them a chance to take a closer look at one 
of those teams to assess how it is functioning.  
At the end of the survey, they are given tips and 
information on resources they might find 
helpful in improving their team functioning.  
They are asked to debrief this activity onsite.  
Having assessed one of their teams in advance 
may offer them some context when working 
through other aspects of team building in the 
classroom-based portion of the training. 
 
* Participants are asked to bring a copy of their 
completed activity sheet for the Assessing Your 
Team’s Effectiveness to the onsite training. 
  

Complete an activity sheet on officer safety and 
critical incident issues. 

The phase 1 assignment on officer safety and 
critical incidents is designed to give participants 
a chance to assess the current state of their 
department or agency in terms of officer safety 
and critical incident response.  Through this 
activity, they will identify gaps in their current 
policies, procedures, and practices.  They can 
bring this information to the training to discuss 
with their peers and facilitators and use as a 
frame of reference as the Officer Safety module 
is conducted. 
 
*Participants are asked to bring a copy of their 
partially completed activity sheet for the Officer 
Safety and Critical Response to the onsite 
training.  They will complete the 3rd column on 
the activity sheet at the end of the session that 
helps them plan next steps for improving 
policies, procedures, and practices. 
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Find and bring a photocopied version (or 
electronic version on a flash drive, laptop or 
tablet) of various policies, protocols, etc. from 
your department/agency. These will be used 
during the onsite training to address specific 
topics.   

 

 Copy of your turnover rates, hiring 
interview questions and recruitment 
materials to Phase 2 

 Copy of your department/agency’s job 
description for a probation and parole 
officer (someone who will be managing a 
caseload of probationers/parolees) 

 Copy of your department/agency’s critical 
incident policy and/or protocol 

 Copy of your department/agency’s 
performance appraisal form and/or 
procedure for conducting evaluations of 
probation/parole officers. 

 Copy of your department/agency’s strategic 
plan (if one exists) 

 

Participants are asked to bring copies of the 
following from their department/agency listed 
to the left.  

Having them use material from their own 
agencies helps make the activity more relevant 
to them because they can apply what they are 
learning to something in their actual workplace. 

 

 

 

Phase 2 

Phase 2 of the Orientation session is the classroom-based (onsite) portion of the training program.  

Phase 2 will begin the evening before the first full day of training.  There are six (6) different modules 

that are covered during onsite portion of the training, as well as three guided discussions: 

 Opening : Criminal Justice in the 21st Century 

 Module 1: Leadership and Leaders’ Role in Creating Change 

 Module 2: Employing the “Right” People in the Workplace 

 Module 3: Protecting the Safety and Security of Personnel and Agencies 

 Module 4: Managing the Message 

 Module 5: Leading Teams and Collaborative Efforts 

 Module 6: Strategic Planning 

Facilitator Guide 

The Facilitator Guide for Phase 2 provides information on how to prepare and set up for each module, 

lesson objectives for each module, thumbnails for the PPT slides used in the training, and talking points 

to help facilitators successfully deliver the material.   
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Most of the modules are designed so that they could be used independently of each other, in the 

event that facilitators wish to break up the training times, or only cover certain aspects. However, it is 

strongly recommended that all facilitators be completely familiar with ALL of the material in ALL 

modules.  Facilitators are most effective when they have a complete and full understanding of all 

materials and nuances of the curriculum as a whole.  

Considerable resource material, articles, and a bibliography are provided in the Supplemental 

Resource Section at the end of each module.  Facilitators are strongly advised to familiarize themselves 

with the resources – not just the list of available resources, but also knowledge of the content.  Nearly 

all resources are available online and links have been provided where possible. 

Participant Manual 

A Participant Manual for Phase 2 is provided and should be distributed to each participant for use 

during the training.  The curriculum is designed to follow this particular order in the Manual, and the 

Manual is intended to be used by participants for note-taking. The Participant Manual also contains 

activity sheets and handouts used in each module.   

Facilitators need to be very familiar with the content in the Participant Manual for the sections they 

are facilitating.  To prevent the Facilitator Guide from getting too large, copies of activity sheets only 

appear in the Participant Manual.  Therefore, as facilitators prepare for the training, they should 

review the lesson plans in the Facilitator Guide for their assigned modules, alongside the sections for 

their assigned modules in the Participant Manual to be sure they understand the material and are 

better prepared to explain things to participants. 

Facilitators should remind participants to bring their Participant Manual to class every day and explain 

how the Participant Manual will be used during the training. 

 

Phase 3 

Phase 3 of the Orientation session is designed to promote additional peer to peer information sharing 

to encourage people to use what they learned during Phase 1 and 2. Phase 3 activities are geared to 

encourage participants to share information about what their action plans are after attending the 

training, discuss common planned initiatives among participants, share resources with one another, 

and engage in peer to peer problem solving. As a faculty member, you will be expected to participate 

in the Phase 3 on-line session and moderate discussion to encourage dialogue around peer to peer 

problem solving. 

As a faculty member, you also will be given access to the online community and will be encouraged to 

“follow” the community and respond to posts and provide additional information, as appropriate.  You 

may even be asked by NIC to moderate one or more of the forums to help encourage and keep 

dialogue flowing.   

At the conclusion of each of the Orientation sessions, participants will receive a brief demonstration 

and overview of the private community.  They will receive an email inviting them to the community on 

the last day of the Orientation session.   
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Features of the online community include: 

 Discussions:   
Within each new community established for NIC P/P Executive Orientation participants, a 
discussion thread (i.e., Action Plans) will be established for participants to indicate what they 
will be addressing in their action plan as a result of attending the training.  Participants should 
be instructed to post their final action plans to the private community within 7 days of the end 
of the onsite portion of the training.  Encourage participants to review each other’s action plans 
to identify classmates who may be planning to engage in similar activities.  Encourage them to 
use the online community to keep each other updated on their progress, ask each other 
questions, share information and documents, etc. related to their progress on implementing 
their action plan items. 
 
Anyone who is a member of the community can start a discussion forum on a topic; therefore, 
participants should feel free to initiate new discussions on topics of interest and relevance to 
them. Encourage participants to limit new discussion threads to entirely new topic areas.  They 
should look to see what discussions are currently happening and if they have comparable 
information to share or a question to ask related to that topic, place their comments in the 
already established forum.   
 

 

 Documents:  

In the documents section, facilitators and participants can upload supplemental resources and 

other files they think members of the community will find helpful.  Examples of the types of files 

that might be uploaded include action plans, sample performance appraisal forms, job 

descriptions, safety plans, etc.  If a faculty member or a participant has a resource to share, this 

is where it should be uploaded (rather than being sent out via email) so that it can be easily 

shared with everyone.  Therefore, during Phase 2 of the training, if participants identify 

resources they would like to have access to that others have or can provide, facilitators should 

take note of these resources and post a copy of the requested documents during the onsite 

training in the document gallery of the online community following the training.   

 People:  
On the last day of the Orientation session, the administrator of the online community will send 
an invitation to all participants of the Orientation session.  Once a person accepts the invitation 
and joins the group, their profile will appear in the People section of the group.  This is how 
participants can get in touch with each other once the training session ends.   

 
As a facilitator, you will receive an invitation to join the online community prior to Phase 2 of the 
course so you can begin familiarizing yourself with the community and be prepared to address 
questions and refer to it as an ongoing resource during Phase 2. As such, you will be required to 
watch a brief online tutorial for the site that will give you a quick overview of how it is set up and 
works.  More specific questions about the online community should be directed to the administrator 
of the community. 
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Preparations in the days BEFORE the Phase 2 training 
There is perhaps nothing more important and critical for facilitators than to spend time in preparation.  

Great facilitator skills are important, but only as effective as preparation.  Carefully review the 

following list of steps to help with preparing for the training.   

1. Do your own research on the topic: not only by familiarizing yourself with the resources 

provided, but also by doing a little online research for fresh information about real events and 

new materials. Also, be familiar with the participants that will be attending the training (e.g., 

how long they have been in their positions, what type of leadership or other training they’ve 

had related to being an executive in a probation or parole agency, what type of jurisdiction 

they are from— e.g. rural, urban, suburban).   

2. Review the curriculum and PowerPoint slides (as many times as necessary to be familiar 

enough with the materials to be flexible and not lose your place).  Revise it as necessary to 

match your instructional style. 

3. Strategize with your co-facilitators about management of the training program and group 

activities. 

4. Review all Phase 1 requirements online (you will be provided a link, username and password 

to use to access the material). 

5. Review the tutorial on the online community that will be used during Phase 3 (you will be sent 

an invitation to join this community).  

Audiovisual Equipment and Know-How 
A LCD projector is needed for the PowerPoint slides.  If you have not worked with computer-generated 

software such as Corel Presentation or PowerPoint and a LCD projector, it is recommended that you 

familiarize yourself with these resources prior to your first training program.  Be prepared for the 

event that you have NO equipment!  Technology problems can happen when you least expect it.  It will 

be scary, but be prepared for it.  It is advisable to have a back-up plan (maybe even two back-up 

plans!), in the event that equipment fails, or for some reason is not available as planned.   

Preparing for an Interactive Session 
This Orientation session is designed to be interactive.  Although there are detailed talking points 

provided in the facilitator guide, please review these talking points in advance and make note of how 

follow up questions are incorporated into the guide to bring out more detail or explore the concepts 

being discussed more fully. Look for the ? in the facilitator guide.  That symbol denotes questions you 

should use to spark discussion to bring out more information about points being discussed.   

You should avoid lecturing. There is a lot of experience among the participants in the room given the 

level of positions these individuals assume in their agencies. The talking points are meant to provide 

brief context for what is being discussed or quick explanation of an issue.  In most places within the 

curriculum, if you are aware of the follow up questions or upcoming activities’ objectives, you should be 

able to avoid providing too much detail about the issue and lecturing for more than five minutes before 
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a question is asked, activity is introduced, etc.  If you find yourself lecturing without seeking information 

from participants, you should reflect back on that in the session debrief and determine how you can 

adjust your presentation of the information the next time so that it is more interactive. 

Conducting the Class Exercises and Activities 
Directions for conducting the class exercises and activities are included in this Facilitator Guide.   

Class activities and interaction is essential to this training. Throughout the program, there are a variety 

of interactive exercises outlined.  The use of other interactive techniques and exercises is encouraged.  

Before the activity begins, inform the class as follows: 

 Clearly explain the activity, what participants are expected to do, etc.; 

 Explain what participants are expected to provide at the end of the group work – e.g. oral 

report, chart paper, etc.; 

 Identify who is assigned to each group; 

 Establish the time limitations; 

 Allow sufficient time to prepare, report out, and process; 

 Have facilitators available to answer questions as the groups begin work; 

 Have facilitators listen-in from time to time to be sure all groups are on track;  

 Provide the supplies needed – markers, paper, etc.; and 

 Use time keeping techniques, if necessary, during the report-back and discussion, so that each 

group has equal time. 

 

Dividing the class into groups: 
For many of the interactive exercises, the participants will be divided into groups.  There are a number 

of different ways to do this.  For this particular training program, it is highly recommended that the 

composition of the groups be changed for each group exercise if possible.   

Here are some suggestions for breaking the class into groups: 

1. Simply divide the groups by ‘counting off’.  If you are going to have five groups, go around 

the room and have participants count off by numbers one through five .  All of the ‘ones’ 

form a group, all of the ‘twos’ form a group, and so on.  If you are changing the group 

composition for other exercises, however, this method will only work once.   

2. If the participants are from a number of different jurisdictions, it is recommended that 

there be a mix of participants from each jurisdiction in each group, if possible.    

3. Divide the groups by having participants count off by numbers one through five.  The first 

set of one through five is one group, the next set of one through five is another, etc.   

4. Make it creative, by using five  different colors of 3 x 5 cards, or five  different colors of M 

& M candies, or five  different types of individually wrapped hard candies, etc.   Have the 

participants draw from a box or other container.   All of one color is one group; another 

color is another group, etc.   
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5. At the end of each day, move participants name tags to different tables (or have 

participants move to different tables) so that the next day they will be interacting with a 

new set of participants. 

 

Always be aware of the group composition no matter which method you use.  Make sure that the 

groups are balanced by gender, ethnicity, agency, or other factor.  In other words, it is recommended 

that if the groups are unbalanced (all males in one group, all females in another, etc.) after using one 

of the methods above, you may have to make some adjustments.   

Be sure that all members of the group are participating. Change group membership for different 

activities. 

After each group finishes their report-back, allow the rest of the class to make constructive comments 

or suggestions, and to ask questions.  When the class completes their feedback (and only then – don’t 

keep interrupting if it is not necessary), facilitators should add their final comments to conclude the 

wrap-up.    

Recommended reading: 
It is strongly recommended that facilitators for this training program read the resources outlined in the 

supplemental resources section of their assigned module(s) BEFORE conducting the training. 

Optimal Number of Training Participants 
The optimal number of participants for this program is around 25 people. Groups that are larger than 

30 people present a challenge to the facilitators and can inhibit participation from the group and make 

it difficult to complete the curriculum in the time allotted. 

Optimal Number of Instructors 
It is recommended that this program be team taught, with at least 3-4 qualified and knowledgeable 

trainers.   

ON THE DAY OF TRAINING... 

 Arrive at LEAST one-hour before the program is to begin to set-up and arrange the furniture, 

and assure that the equipment is working and ready.  If it is possible, prepare the training site 

the day before. This will also provide sufficient time to address any problems in time. 

 Double-check the participant manuals, name tents, chart paper and easels, etc. Be sure that 

each participant has an unobstructed view of the front of the room, the instructors, easels and 

pads, audio-visual screen, and other training aids. 

 Locate the rest rooms, break rooms, coffee locations, water stations, and learn about 

arrangement for smokers.   
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 Check the ventilation. Know how to adjust the heating or cooling. 

 Learn to adjust the lighting in the room. 

 Be sure all participants can hear you.  Listen for outside noise disruptions and make 

arrangements to try to overcome them. 

 Test any videos being used to make sure they are set up properly and will play.  Also check to 

make sure the speakers are working and that the sound can be heard in all parts of the room. 

 If used, test the Internet connection. 

Equipment Needed 
 LCD projector and screen. 

 Laptop computer. 

 Chart paper and easels (at least four). 

 Microphone (if needed due to room size or if you do not have speakers for your computer). 

 A flash drive with a backup file of all your PPT slides, video files, and other training materials. 

Supplies 
For this training, you will need the following supplies: 

 Markers (at least five sets). 

 Masking or painter’s tape for posting papers on the walls (at least six rolls). 

 3 x 5 cards – about two packs of 100. 

 Some wrapped candy or mints to keep on the tables (optional, but a nice touch). 

 A supply of pencils and pens for participants who request them. 

Starting the Program/Introductions 
Instructors should use their experience and discretion when introducing the program, themselves, and 

having the participants introduce one another.  Instructors should be prepared to use an ‘ice-breaker’, 

some method to have everyone briefly introduce themselves to the group.  Be creative about this – set 

the tone of openness and acceptance, and get the class to be comfortable.    

Here are some steps to get started: 

 Be sure the class is familiar with logistics – where the bathrooms are located, any parking 

concerns, how to get coffee or water, etc. 

 Be sure participants have signed-in. 

 Delineate the training objectives, and talk briefly about how long the training will last. 

 Let the class know that there will be frequent breaks and plenty of interaction.  Make sure 

they know that they can ask questions at any time. 

 Let the class know that they will be given sufficient time for a lunch break, if the training is the 

full 8-hour program.  Instructors should set the lunch break time based on the proximity of 

lunch spots. 

 Inform participants that they should be on-time for each session. 
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 Advise the class that they will be asked to evaluate the program at the conclusion.  However, it 

is advised that instructor’s pass out 3 x 5 cards to all participants in the event that they have a 

question or comment DURING the training that they prefer not to make known to the class.   

Ask then to note their questions or comments on the cards, and pass them to you at any time.      

“Parking Lot” Issues 
You may wish to create a chart page labeled “parking lot” for use during the training.  Use this to list 

participants’ concerns that arise during training, but that cannot be immediately addressed.  Be sure to 

address these by the end of the training.   

Training Evaluation  
NIC will send a training evaluation link to participants within two weeks at the conclusion of the 

Orientation session.   

Overcoming Challenging Participants and Situations 

Often a participant will ask if there is a policy or procedure already existing that they can use as a 

model.  While you are encouraged to share materials, participants need to be reminded that policy 

development must be agency-specific, recognizing agency culture and special issues. You should 

reinforce that there are many effective ways to solve issues. 

Be mindful of chain-of-command and how this will impact participation and interaction. Create a safe 

environment with “amnesty” to assure the comments and points of view of those with different ranks 

to have the same value. 

Some refresher tips to help insure effective training: 
 Don’t let one or two people dominate. It is important that different viewpoints are expressed.  

Possible responses to difficult, controlling or domineering people include the following, which can 

give control back to the instructor: 

o “May we put that on the back burner for the moment and return to it later?" 

o "If it is all right, I would like to ask if we can discuss that on the break.  There's another 

important point we still need to discuss and we are running a little short of time." 

o "That's a good point, let's hear from some of the others,” or redirect the conversation.   

o "We have had several comments in support of this idea, are there different viewpoints in the 

room?"  

 Understand the question before jumping to the answer. A good technique is to rephrase the 

question back to the participant before answering.  

 After you answer a question from a participant, ask them, "Does that answer your question?" "Do 

you agree?" or "Has that been your experience as well?" 

 Keep everyone engaged in training. Look around the room. Ask people if they agree or don’t agree 

with you.  Wait for a response.  If you don’t have the attention of a participant, or group of 

participants, work to get it.  Is it time for a break?  Is it too hot or too cold? Are they bored? Do you 
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need to move to a group activity?     

 Questions from participants are a good indication of the level of their engagement.  Questions 

have value in helping you to clarify, modify or fortify points or to test an idea for its potential.  Ask 

questions of participants if you need to get them engaged. 

 If a participant is belligerent or rude, walk closer to the person, even stand next to them. 

 If a discussion escalates, divert the conversation away from those particular participants.  "Well, I 

guess we know how Sue and John feel about this!  How does everyone else feel?" or validate their 

feelings or emotional reactions by saying something such as, "clearly this is a very emotional and 

difficult issue with differing viewpoints." Intense emotions can also be a good indicator of major 

issues in the agency. You may want to give extra time for discussion to achieve some clarity or 

understanding of a particular topic. 

 If you need to manage the person who "knows it all" acknowledge the person's contribution and 

then ask others in the group for their opinions.  

 Most people will tend to sit at the same table with the same participants throughout the training 

as they did the first morning when they arrived.  At the end of each day, after participants leave, 

take the name tents and move them to different places in the room.  The next morning, as 

participants walk into the room, let them know their name tag has been moved to a different 

location.  If participants leave material in the room the night before, move their material to their 

new spot.  If unsure whose material it is, leave that person in their same spot. 

 Keep the group focused.  When a discussion gets off track, say: "Your point is an interesting one, 

but it is a little different from the main issues here, perhaps we can address your issues during the 

break or after the session,” or, "We will be talking about that later in Module X. Your points are 

very interesting; could you hold those thoughts until we get to that module?"  Use the “parking lot” 

for these issues. 

 Be respectful and listen.  Be open yet firm and manage the discussion keeping in mind what is best 

for the whole group. 

 Be mindful of your language.  Use gender-neutral language. Avoid comments such as “you guys” or 

other such phrases. Be aware of the diversity of training participants, including disabilities and 

sexual orientation. Avoid profanity. 

 Don’t give legal advice.   

 If you don’t know the answer to a question, just say so.  Tell the participant that you will make a 

note and let them know how best to get an answer 

 Avoid one-on-one conversations and arguments with a participant.  

 

Concluding The Training… 

 Be sure to review the “parking lot” issues.  If you have been unable to get answers, direct the 

participants to the appropriate source to get the answer. 

 If you volunteer to provide participants with copies of materials or additional information, KEEP 

YOUR PROMISE.  Be sure to get their contact information so you can follow-up.   

 Participants may feel overwhelmed by all of the new information and discussion.  Be sure to end 

on a positive note.  Acknowledge that there has been a lot covered during the training, and 
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encourage them to sit down with their participant guide soon after the training to review what 

they learned.  One effective way to assure that participants go away with a sense that they have 

learned something, and that this will have a positive impact on their day-to-day responsibility, is to 

go around the room and ask each participant to voice one ‘thing’ that they will do or change when 

they go back to work.    

 
Some Final Do’s And Don’ts For 
Instructors 

 DON’T read directly from your PowerPoints or guidebook.  Boring! 

 DON’T lecture for more than 5-10 minutes before interjecting a question or activity to encourage 

interaction. 

 DO maintain eye contact with participants.  Look around the room.  Don’t focus your gaze on one 

participant for too long unless you are speaking directly to them.  If a participant asks a question, 

look at that person at the beginning of your answer, and then look around the room so that 

participants feel as if you are giving information to all of them. 

 DON’T make things up.  If you do not know something, don’t ‘wing it’.  Be sure that the 

information you give to the participants is correct, true, and valid.   

 DO vary your voice in tone.  Monotonous voices are the first thing that will put a class to sleep.  Be 

sure you are talking loudly enough to be heard by all participants.  If you need a microphone, get 

one!  

 DO use all of your space.  Move around the room, and avoid standing in one place for any length 

of time.  Vary your movements.   But DON’T move around like you are pacing the floor.  Remote 

controls for power-point presentations make it easy for you to be at any point in the room and still 

change slides.  USE ONE. 

 DON’T get into arguments with participants.  Use the tips given in this guide to help you manage 

problem persons in the class.   

 DO be observant.  Are participants nodding off?  Take a break.  Get them moving by doing a class 

activity.  Ask questions and work to get responses.   If you are discussing a sensitive topic, be 

observant if someone seems to have a problem – take a break and quietly and privately talk to the 

person to see if there is something you can do to help. 

 DO keep your promises.  If you promise to send someone something after the class, DON’T forget.   
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Phase 2 Begins…  

Welcome and Introductions 

During the Welcome and Introductions, NIC will welcome everyone and provide an overview of the 

training program.   

 Phase 1:  Assignments they completed prior to coming to the session.  (Note: Explain the 

purpose of the phase 1 assignments and remind them to bring their completed assignment 

worksheets tomorrow for use during the session).  

 Phase 2: Onsite portion of the training.  (Note: Provide a very brief overview of the agenda for 

the onsite training program.   

 Phase 3: Participation in the private online community for the group.  Introduce the final 

outcome of the training program—the action plan that each participant will complete.  Let them 

know that each module they go through during the onsite training the information and activities 

they participate in will help them begin identifying what they want to change or implement 

when they return to their offices. 

After the overview of the training, have participants and facilitators briefly introduce themselves (e.g., 

name, title, agency, city/state, why they came to the training).   
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Agenda 

PHASE 2 

Day 1  Facilitator 

8:15 – 8:45 Welcome, Introductions and Training Overview   

8:45 – 10:45 Discussion: Criminal Justice in the 21st Century  

10:45 – 11:00 Break  

11:00 – 12:00 Module 1: Leadership and Leaders’ Role in Creating Change  

12:00 – 1:00 Lunch  

1:05 – 2:00 Tour of NIC Resource Center  

2:00 – 3:00 Module 1: continued   

3:00 – 3:15 Break  

3:15 – 4:15 Module 1: continued  

4:15 – 4:30 Day 1 Wrap Up  

4:30 Adjourn  

Day 2   

   

8:15 – 9:45 Module 2: Employing the Right People  

9:45 – 10:00 Break  

10:00 – 11:15 Module 2: continued  

11:15 – 12:15 Discussion: Generations   

11:15 – 12:15 Discussion: Resource Management  

12:15 – 1:15 Lunch  

1:15 – 2:45 Module 3: Protecting the Safety and Security of Personnel and 
Agencies 

 

2:45 – 3:00 Break  

3:00 – 4:30 Module 3: continued  

4:15 – 4:30 Day 2 Wrap Up  

4:30 Adjourn  

Day 3   

   

8:15 – 9:45 Module 4: Managing the Message  

9:45 – 10:00 Break  

10:00 – 12:15 Module 5: Leading Teams and Collaborative Efforts  

12:15 – 1:30 
  12:15 – 12:45 
  12:45 – 1:30 

Working Lunch 
NIC Staff and Initiatives 
Faculty Panel 

 

1:30 – 2:30 Module 6: Strategic Planning  

2:30 – 2:45 Break  

2:45 – 3:30 Module 6: continued  

3:30 – 4:00 Day 3 and Orientation Session Wrap Up  

4:00 Adjourn  

 

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

18 Facilitator Guide 

Discussion: Criminal Justice in the 21st 

Century  
 

Time Allotted: 2 hours 

Prior to coming to the training: 

 Create an account to gain access to the Community Corrections and Academia Micro Site 

https://info.nicic.gov/ccar/ 

 Be familiar with identified topics and resources 

Onsite: 

 

Facilitate discussion looking at issues participants identified that they are dealing with in the criminal 

justice field.  

Ask Participants: 

 What have you experienced in your agency and/or community?  

Create a list of topics identified by the participants  

 

 Potential Discussion Topics: 

 Evidence-Based Practices 

o Risk Assessments 

o Effective Communication Skills 

o RNR 

 Evidence Based Decision Making 

 Special populations 

o Identify populations 

o Challenges 

 Officer  caseloads 

o Specialty caseloads 

o Challenges 

 Professional boundaries 

o Staff fraternizing with clients/offenders 

o Sexual harassment and misconduct 

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e

https://info.nicic.gov/ccar/


 

NIC Probation and Parole Executive Orientation    
 

19 Facilitator Guide 

 Research-based interventions 

 Religious, ethnic, racial diversity 

o Clients and staff 

o Issues arising from 

 Gender-based Interventions 

 Incentives and Sanctions 

 Budget reductions 

 Staff recruitment/ retention 

 Management of security threats 

 Information technology Infrastructure and use of technology 

 Reduction in technical violators returning to prison 

 Post-release housing for difficult to place inmates  

 

Small Group Activity: Allow participants to discuss topics within other participants at their table, come 

up with identifying ideas/strategies to address issues. 

 

Activity Debrief: Ask Participants what ideas/ strategies did they come up with to address any of the 

issues. 
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Module 1: Leadership and Leaders’ Role 

in Creating Change 
Time allotted: 3 hours  

Prior to coming to the training: 

 Review and be familiar with the information and activity sheets for this module in the 

Participant Manual.   

 Read Our Iceberg is Melting by Kotter and Rathgeber.  

 Read Achieving Performance Excellence: The Influence of Leadership on Organizational 

Performance. “Chapter 4: Leadership that is Transforming” – the information on pages 47-

48 is especially pertinent. http://nicic.gov/library/025338  

 Review the list of supplemental resources to become familiar with resources used to create 

module and that provide additional information on the subject of leadership.  

 Review the video: “What is Change Management?” by Gavin Wedell (Link: 

http://www.youtube.com/watch?v=__IlYNMdV9E) 

 Review the Phase 1 assignments related to this module (see chart on page iii of the 

facilitator guide for an overview of all Phase 1 assignments).  You will have access to all 

Phase 1 assignments online. Use the link, username and password you are provided by NIC 

to access the assignments for review. 

 Create characteristics cards of admired leaders: Create a set of cards for each table. Each set 

should have one card (the size of an index card) with each of the following words: Honest, 

Forward-Looking, Inspiring, Competent, Intelligent, Fair-Minded, Straightforward, Broad-

Minded, Supportive, and Dependable (in random order). [Note: The NIC Correctional 

Program Specialist may have sets of prepared cards available for use during the training.  

Check with the NIC Correctional Program Specialist to determine if you will need to make 

these or if they will be provided onsite.] 

 Using the template provided by the Correctional Program Specialist, print and cut out 

enough sets of the 6 pie wedges so that each participant will have a set (i.e., If you 

anticipate having 20 participants, prepare 20 sets in advance). Place each set of pie wedges 

in a sandwich size ziplock bag.  You may want to make at least 2-3 extra sets of pie wedges 

in case you have more participants than expected.  [Note: The NIC Correctional Program 

Specialist may have sets of prepared pie wedges available for use during the training.  

Check with the NIC Correctional Program Specialist to determine if you will need to make 

these or if they will be provided onsite.] 

Onsite 

 Create 5 pieces of chart papers with are each labeled with one of the 5 practices of exemplary 

leadership. Have two rows on each sheet that lists the respective commitments for the practice.  
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Add two columns to the chart paper labeled “easiest” and “hardest”.  Post the pieces of chart 

paper on the wall to be used during the activity on exemplary leadership practices in this 

module (see example below).  

 

 Place one set of the index cards with the characteristics of admired leaders on each table. 

 Place a set of colored markers on each table. 

 Test any video clips you have chosen to use onsite to make sure they are working prior to 

beginning the session.   

 Place 3x5 cards and sharpie markers at each place; enough markers for each participant and 5-6 

cards per participant.  

 Have chart paper available for groups of 3-6 to record discussion question responses and for 

recap exercise.  Have chart paper markers available for each group of 3-6 participants. 

 Provide each participant with one Ziploc bag containing a set of six pie-shaped wedges with one 

word on each wedge: Loss, Doubt, Discomfort, Discovery, Understanding, and Integration.  
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Introduction (5 minutes) 

Note: Show title slide as participants are getting set for this module. 

 



Kissinger knew that it was no great feat to get others to do something they had done before. Real 

leadership skill is getting them to do something they haven’t ever done or aren’t even sure is possible.   

OPENING EXERCISE 

Note: copy of poem is below; allow 10 minutes for table discussion; ask groups to report out highlights 

of discussion. 

I would like you to read the poem entitled “Autobiography in Five Short Chapters” by Portia Nelson (on 

page 2 of the Participant Manual). Once you have read it, take a few minutes to think about how it 

applies to your experience with leadership and leading change efforts. At your tables, have a discussion 

about what this brought to mind. We will report out the discussion highlights. 

Autobiography in Five Short Chapters by Portia Nelson 
I. 

I walk down the street. 
There is a deep hole in the sidewalk. 

I fall in. 
I am lost . . . I am helpless. 

It is not my fault. 
It takes forever to find a way out. 

II. 
I walk down the same street. 

There is a deep hole in the sidewalk. 
I pretend I don’t see it. 

I fall in again. 
I can’t believe I am in the same place, 

But it is not my fault. 
It still takes a long time to get out. 

III. 
I walk down the same street. 

There is a deep hole in the sidewalk. 
I see it is there. 

I still fall in . . . it’s a habit. 
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My eyes are open. 
I know where I am. 

It is my fault. 
I get out immediately. 

IV. 
I walk down the same street. 

There is a deep hole in the sidewalk. 
I walk around it. 

V. 
I walk down another street. 

  
http://www.panhala.net/archive/autobiography.html  

accessed April 17, 2013 
  

Learning Objectives 

Show learning objectives slide 

 

In this module, we will explore leadership and the leader’s role in creating change in organizations in 

greater depth.  By the end of this module, you will be able to: 

 Discuss strategies for implementing the 5 practices of exemplary leadership in your 

department/agency. 

 Describe ways different leadership styles may or may not be applicable within your agency 

 Give examples of ways individuals respond to change. 

 Describe Kotter’s 8 stage process for creating major change 

Leadership Characteristics and Practices (30 minutes) 

Show slide with man and thinking bubbles  
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Characteristics of Admired Leaders 


Ask participants 

 Who do you admire as a leader?  

 Note: Chart responses on chart paper and post on the wall. As participants respond, ask them to explain 

what it is about that person that contributes to their admiration. 

Small Group Activity: Characteristics of Admired Leaders 

Show Small Group Activity slide 

 

Note: See preparation and setup section at the beginning of this module for instructions on how to create 

the characteristics cards for this activity.   

At your table, you will find a set of 10 cards with different characteristics often associated with leaders.  

As a group, use the cards to rank the characteristics of admired leaders in order.   

Your group will have 3 minutes to reach a consensus and rank the cards.   

Activity Debrief 

Note: When time is called, have each table tell you their top 4 characteristics.  Chart their responses on 

paper and post on the wall.   
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Ask participants: 

 Did you find the process of prioritizing characteristics easy or hard?  Why?  


Show slide of what the study found re: characteristics of leaders and summarize (after each group 

reports their top 4 admired characteristics).   

 

 

As you can see, these results show data from 2002-2010.  Kouzes and Posner cite additional research 

that identifies the characteristics an individual looks for in an admired leader. They further define 

admired leaders as individuals whom staff would be willing to follow. The qualitative exploratory 

research study identified 20 leadership characteristics. Respondents were asked to select 7 of 20 

characteristics they most admired in a leader. The study was repeated over the course of more than 20 

years in 6 continents.  


Ask participants: 

 Do you think the responses would be different if the assessment were done again this year? 

Why or why not? 

 

Individual Activity: What are Your Characteristics as a Leader? 

Show individual exercise slide 
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Turn to page 4 of your participant manual. As you look over the following list of characteristics 

individuals often look for in admired leaders, make note in the appropriate columns which of the 

characteristics that you feel your staff would say that you embody already or that you need to work on.  

This is private and individual activity. You will not be asked to share your responses with anyone. This 

is an exercise purely for your own benefit.   

You will have 3 minutes to work on this activity. 

Note: After time is called, tell participants that you hope they will reflect more on that when they return 

home and consider ways they can begin to enhance those characteristics that they may feel are not up to 

the level that they should be.   

Five Practices of Exemplary Leadership (15 minutes) 

Large Group Activity: Phase 1 Assignment Debrief 

Show five exemplary leadership practices slide. 

 

As one of your pre-assignments, you took an online self-paced course that introduced you to 5 

exemplary leadership practices identified by Kouzes and Posner: 1. Model the Way; 2. Inspire a Shared 

Vision; 3. Challenge the Process; 4. Enable Others to Act; and 5. Encourage the Heart. 

You also were instructed to read a book summary on The Leadership Challenge to learn about these 

principles, as well as about the 10 commitments of leadership that can help you put the practices into 

action. 
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Your final activity in that pre-assignment lesson was to complete an activity sheet where you were asked 

to identify which of the 10 commitments that you learned about that you felt are the easiest and 

hardest for you to implement in practice. You also were asked, where possible and where you felt 

comfortable, to provide some examples from your experiences to clarify your response. 

You were asked to bring a copy of that completed activity sheet to the onsite course. Take a moment to 

find and pull out that activity sheet now (sample blank activity sheet on page 6-7 of their participant 

manual). 

Show slide with example of chart paper for Model the Way 

 

You will notice that we have placed 5 pieces of chart paper on the walls around the room. Each piece of 

chart paper has one of the 5 practices on it and lists the two practices corresponding with that 

commitment. There are also two columns on each piece of chart paper—one that says easiest and one 

that says hardest. 

Look at your activity sheet from your Phase 1 assignment. In the reflection questions, you were asked to 

identify one commitment/practice that you found the easiest and one commitment/practice that you 

found the hardest to implement in the workplace. On the chart papers on the wall, write your name in 

the appropriate column and on the chart paper that lists the practice and commitment that you 

identified as hardest and easiest.    

Note: Refer to the example on the slide… 

For example, if you thought it was easy for you to clarify values under the Model the Way practice, then 

you should write your name where you see we have Kris Kringle written on the example.   

Ask participants if they have any questions. If so, provide clarification on the instructions. If not, instruct 

participants to complete the activity.   

Give participants 3 minutes to write their name in the appropriate spots on the chart paper. 

Activity Debrief 

Note: Be prepared to comment on the results of the activity. Look to see if there is a lot of consistency 

among what participants think may be easier or harder to do or if there is a good balance between the 
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two. Draw your own conclusions about what you see charted and state your observations about what is 

represented on the chart paper.  

Then facilitate a large group discussion to identify strategies for how leaders can make it easier to 

implement the practice/commitments that participants said were “harder” for them.  If you have 

participants who found those practices easy, ask them to talk about what they do. If you have 

practice/commitments that everyone finds “harder” and no one identified as “easier,” engage in a large 

group discussion to see if they can identify some ways to make it easier to implement that 

practice/commitment.   

Limit this facilitated discussion to no more than 10 minutes.  Keep chart paper on the wall and encourage 

participants to revisit/discuss during breaks. 

Leadership Styles (35 minutes) 

Show leadership styles slide. 

 

 Transformational Leadership in a Chain of Command Organization 

Note: Feel free to use this or your own words for this part of the module. 

James Gray, COL (Ret), writes, In Chapter 4 of Achieving Performance Excellence: The Influence of 

Leadership on Organizational Performance (http://nicic.gov/library/025338), pages 47 – 48, about how 

transformational leadership in a corrections environment parallels its use by military leadership.  

Within the military and correctional organizations there is a clearly defined chain of command with 

ranks and roles.  

 “Many who have not served in the military may see the armed forces’ brand of leadership as a blunt 

instrument, requiring only a transactional approach due to its hierarchal organization in which people 

are clearly separated by ranks and roles. However, the transformational leadership traits that serve 

civilian or business organizations are just as crucial to organizational success within the Army, Navy, 

Marines, Air Force, and by extension, to corrections organizations. “  

The Army’s Field Manual states that leaders’ roles are to “motivate, inspire, and influence” their 

followers. Using influence to encourage, and even compel, them to achieve results beyond individual 
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interest and work towards the good of the whole unit and organization. In the military, transactional 

leadership works well in dealing with routine tasks and processes. However, during times of hardship 

and challenges, leaders are expected to lead by example. Modeling desired attitudes and behaviors 

reinforces any verbal guidance given to followers. 

 

Dyad Activity: Phase 1 Assignment Debrief on Leadership Styles 

Note: If you are running behind schedule in the module, you can augment this activity to be a large group 

discussion rather than a dyad (i.e., in pairs) activity proceeded by a large group discussion. 

 

There are a variety of leadership theories and models.  As you learned while going through your 

assignments in Phase 1 of the course, three key leadership styles have emerged from the various 

theories discussed in the literature:        

1. Situational leadership 

2. Transactional leadership 

3. Transformational leadership 

As a review, you will find some definitions of these leadership styles on page 8 of your participant 

manual. 

During Phase 1 of the course, you were instructed to watch 3 video clips that provided an overview of 

these 3 types of leadership styles and to answer some questions about your thoughts and practices 

related to these styles.  You were asked to bring your completed assignment to the onsite class.  Please 

take out your completed activity sheets and find a partner.  

Discuss your answers to the questions you were posed in your Phase 1 assignment with your partner. 

You will have 7 minutes to discuss your answers with your partner. 

Note: If there is an odd number of participants, 1 group can complete the exercise in a group of 3 instead 

of in pairs.  

Activity Debrief: 

During the debrief, read each of the questions that were discussed in the dyad activity.  As you do, ask 

for at least one person (preferably different people each time) to share their thoughts related to each 

question with the large group.   

Limit the debrief to no more than 10 minutes. 
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 Dyad Activity: Leadership Styles 

Show Dyad Activity slide 

 

On page 11 of your participant manual, there are four scenarios. You will complete this activity in pairs. 

With your partner, read and discuss each scenario and identify what style of leadership you feel would 

be beneficial and how the administrator could/should handle the situation based on that style. Write 

your ideas in the space provided. Be prepared to report your ideas to the larger group during the activity 

debrief. 

Note: Give 5 minutes for participants to discuss in their dyads; allow 10 minutes to debrief. 

Scenarios: 

Mark is a supervisor in your agency and works in a satellite office. It was brought to your attention that 

Mark has been showing up late for work at least 3 days a week for the past month. 

Your agency is moving toward implementing evidence-based practice around how probationers are 

supervised to promote behavior change. 

Janice was hired as a probation officer 18 months ago. You notice she is struggling with using 

motivational interviewing techniques when meeting with an individual on her caseload. 

You are having a meeting with your managerial team to discuss the need to reduce the agency budget by 

10%. 

Activity Debrief 

Note: During the activity debrief, ask 1-2 individuals to identify what leadership style they selected for 

the various scenarios. Ask them to explain why and indicate how they thought the administrator 

could/should handle the situation. You should check for understanding and clarify any comments off-

target. The ultimate outcome should be to know which leadership style may be most appropriately used 

for specific situations. 
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Leading Change Efforts (70 minutes) 

 

Perceptions about Change (10 minutes) 

Show Leading Change Efforts slide 

 

We’ve talked about characteristics of good leaders, exemplary leadership practices, and major 

leadership styles.  Now, let’s talk about leadership as it relates to the change process.   

As a leader in an agency or department, you have a variety of responsibilities.  Often, a portion of your 

responsibilities involves leading some type of change process, whether the change needed is small or 

large in scope. 


Ask participants: 

 What do you think of when you hear the word “change”? Is it embraced or resisted within your 

department or agency? 

 How do you think your staff view “change”? 

Note: Reactions can be very similar and often very dependent on the type of change required, as well as 

the organizational culture. 


Ask participants: 

 What are some of the situations in which you have been placed in a leadership role to oversee 

or create some sort of change process?   

Note: Chart responses on chart paper as the class responds. Ask them to elaborate on what they identify, 

if necessary. Post their responses on the wall to refer to as needed.   
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Ask participants: 

 How has culture of and attitudes within the organizations had an impact on, positively and 

negatively, your ability to implement change within your agency/department? 

 

Individual Activity: Self Reflection (2 minutes) 

Show self-reflection slide 

 

On page 12 of your participant manual, you will see four questions: 

 Who is likely to support change in your organization?  What characteristics do they have? 

 Who is most likely to need encouragement to be supportive?  What characteristics do they 

have? 

Take one minute to think about your current staff and answer those two questions in your participant 

manual.  Think about and jot down the characteristics that these individuals have or lack that you feel 

may be related to their willingness to change or to be resistant to change.  You will not share 

information during the debrief about specific people you identified. This is for your informational 

purposes only.  During the debrief, we will discuss characteristics that you identified that people have 

who support or resist change in your agency.   

Note: After one minute, ask participants to reveal the characteristics they identified people who support 

and resist change have.  This debrief will be quick and will help you draw parallels to the characteristics 

that participants identified earlier in the module for effective leaders.  After 2-3 minutes, move to the 

next section in the module. 

Creating Change (2 minutes) 

Show William Bridges slide “Much as we wish to make a new beginning, some part of us resists doing so 

as though we were making the first step toward disaster.” Ple
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Ask participants: 

 What do you think about this quote from William Bridges?  Do you think this is true? 

Change is hard!  But we need to move past our fear of what will happen and make the effort or we will 

never get anywhere.  As a leader, you have to make that first step. 

Your role as a leader in your department or agency is to oversee and guide the change process.  By 

nature, most employees (and, thus organizations) resist change.  Change creates stress, uncertainty, and 

alarm for many people.  How people react (as we briefly discussed earlier in this module) will vary. 

Stages of Reaction to Change (15 minutes) 

Show exercise: stages of changes slide 

 

Remember, people react to change in all types of ways. Some resist, others embrace it.  Some act as 

bystanders in the process and avoid getting caught up in it, while other will want to be active 

participants and navigate through the change process.  Still others will act as victims of the change being 

implemented, or worse still act as an overt or subversive critic for whatever the proposed change is.   

Does this mean if someone is a critic of the change being implemented that it is impossible to get them 

to change their perspective? Of course not. Much like the stages of change that many of you are familiar 

with in regards to moving individuals on supervision through a behavioral change process, there is also a 

change process related to organizational change and the phases that employees often go through.   

Individual Exercise 

In your participant manual on page 13, you will find a diagram with 6 sections. You also have 6 words in 

a ziplock bag that you will place on the diagram to reflect the stages of response to change, starting at 

the top of the diagram and working around the circle from stage 1 to stage 6.  Your task is to put the 

words in the order that they may occur, reflective of a typical response to change. Don’t worry if the 
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pieces don’t fit exactly in the space provided on your page.  Just put them in the order that you feel is 

correct from stage 1-6. 

Note: Give participants about 2 minutes to complete their diagrams, walking through the room to 

observe as they do so.  

Exercise Debrief 

Show slide with stages filled in  

 

Note: Use the next slide to walk through the order for the Change Cycle as identified by Ann Salerno and 

Lillie Brock (2009), asking for feedback and comments as you go along. The PPT slide will build one 

response after another, starting with stage one.  Stages from 1 - 6: Loss, Doubt, Discomfort, Discovery, 

Understanding, Integration. Supply each participant with a copy of the handout on the stages of Initiate 

a conversation about the “Danger Zone” where a choice is made to accept the change, or fear can drive 

an individual back to stage 1. Tell participants that if they are experiencing difficulty moving through a 

particular stage, there are more resources available on the website.  

Understanding the emotional response individuals go through with major change, we can then move on 

to focus on the process for creating major change initiatives. 
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Creating and Managing Change (20 minutes) 

Successful leaders learn to adapt their leadership style to one that will work to move the change process 

forward within the existing organizational culture (Marsee, 2002).   

The video we are getting ready to watch identifies the inevitability, as well as some of the factors that 

have an impact on the successful management of the change process.   

Turn to page 14 in your participant manual.  As you watch the video, write down some of the 

suggestions it makes about how to manage the change process successfully.  After watching the video, 

we will discuss those suggestions as a group. 

Note: Since the video was produced in the UK, it uses British spelling, so the word “organizations” is 

spelled “organisations” and the word “minimize” is spelled “minimise.”   

 

Show video: “What is Change Management?” by Gavin Wedell. 

Note: video can launch from slide show, click inside the image and it will play, pause, etc. Click outside of 

the image and it will advance to the next slide.  

Link: http://www.youtube.com/watch?v=__IlYNMdV9E  

 

Video Debrief 


Ask participants 

 What are some of the suggestions made for how to successfully manage the change process? 

 

Note: The suggestions identified in the video were to: 

 Communicate the threat of not changing 

 Involve others in decision-making (where possible) 

 Minimize uncertainty 
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 Celebrate success 

 Keep explaining the reason for the change 

 Be transparent  
 

Try to elicit these responses from the group and write them on chart paper as they are identified.   


Then facilitate a discussion about each point asking: 

 Why is that suggestion important for leaders of change to do? 

 What are some ways that that suggestion can be put into practice? 

 

Show the 8 steps for creating change stages slide   

   

 

Our Iceberg is Melting – A Change Management Parable 

There are a variety of books and resources providing advice on creating and managing change as a 

leader.  Another well-known academic and author, John Kotter, describes an 8-stage process of creating 

major change. We are going to look at his change process through the parable told in Our Iceberg is 

melting.  

Parables provide a model for looking at an issue in a different way. Our Iceberg is Melting (Kotter & 

Rathgeber, 2005) is a parable you may already be familiar with. The personalities of the penguins in this 

story and the way they worked through change are much like any potential change effort. Here’s a quick 

review of the story: 

Set the Stage. Fred, a young penguin, has made a discovery that the iceberg is melting. He decides to 

share the news with Alice. She convinces council members to meet with Fred to hear what he was to 

say, after which Alice convinces most members to act immediately, although some think there is no real 

problem (like NoNo). The council shares the information with the entire colony, creating a sense of 

urgency. Louis, the head penguin, pulls together a five-member team to help guide the colony through 

the coming difficult days. 
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1. Create a Sense of Urgency. 

2. Pull together the Guiding Team. 

Decide What to Do. The penguins need to decide on a plan of action now that their iceberg is melting 

and thus their home is in jeopardy. Their change team consults with other penguin colonies for 

solutions, but finds they need to find a solution that has not been tried before. The team meets a 

nomadic seagull scouting for a new home, and are able to visualize moving around and not staying in 

the same place forever, taking the seagull’s idea and making it their own. 

3. Develop the Change Vision and Strategy. 

Make it Happen. The penguins share their vision of a nomadic life with the whole colony. Some are 

onboard right away, some are thinking about it, some are confused, some are skeptical and some are 

completely opposed to the idea. Communicating for understanding and buy-in helps persuade most (but 

not all the NoNo’s). Empowering those who are on board helps persuade others to accept the new 

concept. Sending out penguin scouts for reports helps produce a short term win, convincing those who 

were skeptical. 

4. Communicate for Understanding and Buy-In. 

5. Empower Others to Act. 

6. Produce Short-Term Wins. 

7. Don’t Let Up. 

Make It Stick. Change isn’t easy, and the move to a new location is not as difficult the second year as it 

was the first. In time the new way of living will become second nature and eventually the colony will not 

remember when they didn’t move, thus completing the creation of a new culture. 

8. Create a New Culture. 

Which Penguin Are You? 

Change doesn’t happen in a vacuum, and people (or penguins), the most important part of the change 

effort, all have different personalities and outlooks with respect to change. 

Turn to the Penguin cards document in your Participant Manual, page 16. The main 

personalities/outlooks of the penguins in Our Iceberg is Melting are listed on the document. Each person 

in the group should choose a character that they think represents their attitude in their most recent 

change effort. Then follow the debrief questions below. You will choose characters independently and 

work through debrief questions, on page 17 in your manual independently, and then share with your 

own group.  
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Show the Penguin slide   

 

 

Note: a copy of the penguin cards and debrief questions can be found below for your reference. 

Fred 

 Thinks outside the box, curious, creative, 

worried, yet willing to voice his opinion. 

  

Most likely to say: I’m worried, but I’m no one 

special. How can I make them understand and 

listen to me? 

 

Alice 

 Gets results, somewhat pushy but practical. 

Treats all equally, can’t be intimidated. 

  

Most likely to say: Yes, we have a problem. I’ll call 

a meeting so all can see how important this issue 

is. 

NoNo 

Uncomfortable with change, pessimistic, 

manipulative. 

  

Most likely to say: This is dangerous. They will get 

hurt. We don’t need to change. Let’s just keep 

everything the way is it. It’s too risky. 

Buddy 

Charismatic, well-liked, not ambitious, trusted. 

  

Most likely to say: I don’t understand what all the 

problems are, but I’m happy to help any way I 

can. 

Professor 

Logical, reads a lot, curious, likes to “teach” not 

the most social. 

  

Most likely to say: This is amazing. I could gather 

data and analyze it to show the best way to 

proceed. 

Louis 

 Wise, experienced, respected, keeps his cool. 

  

Most likely to say:  I’m proud of the team, the 

scouts, and the colony during this change effort 

Scout SallyAnn 
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Has endurance and ability. Enjoys the excitement 

and finding information. Needs support. 

  

Most likely to say: I can’t wait to discover what 

we need to get this change moving. This is 

exciting, but it’s also hard work. 

 Young, somewhat emotional, wants to help, 

encourages buy-in. 

  

Most likely to say: We should all help out. Even I 

can make a difference. 

 

Teacher 

 Fears her job will be lost, but gets behind the 

change effort when she realizes her job will be 

more important after the change. 

  

Most likely to say: Change is scary and difficult, 

but heroes of all ages will make it happen. 

 

 

Our Iceberg Is Melting Debrief Questions 

  

1. What thoughts do you have about this parable and how the penguins handled their change 

effort? What do you currently do in your agency to build efficiency? 

2. What did you find useful?  

3. How can this be applied to change in your agency?  

4. During past change efforts, who were you – Fred, Alice, NoNo?  

5. Think about the present time – what Icebergs is your agency dealing with?  

6. Who in your agency could be: 

a. Alice? 

b. Fred? 

c. NoNo? 

d. Louis? 

e. Buddy? 

f. Professor? 

g. Scouts? 

h. SallyAnn? 

7. Who would you like to be in your next change effort?  

  

Now let’s share your debrief sheets with others in your team. You have about 10 minutes.  

 

Note: Allow 10 minutes, then do a brief whole group report out. 
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Let’s see who is who in this group. By a show of hands, who changed from who they were in their last 

change effort, to who they want to be in their next change effort? 

  

Note: Pause for hands with each of these questions. 

Who is Alice in their next change effort? Fred? Louis? Buddy? Professor? Scouts? SallyAnn?  

How about NoNo?  

Is there a place for NoNo in a successful change effort? 

 


Ask participants: 

 How does Kotter’s list compare with some of the suggestions made by the video we just 

watched?  (Note: they are similar, however, Kotter breaks them down in more detail). 

 What are some of the additional recommendations that Kotter provides that you find 

particularly insightful or important when managing or creating change in your agency? 

 In your experience, what else can leaders do to help manage the change process? 

 

Phase 1 EBP Assignment Debrief   20 minutes 

Show the EBP slide   

                        

 

Let’s talk about the 8 Principles of EBP. Who can define EBP?   

Here is NIC’s definition: In corrections terms, EBP is the body of research that describes contemporary 

correctional assessment, programming, and supervision strategies that lead to improved correctional 

outcomes such as the rehabilitation of offenders and increased public safety. It is based on the notion 

that interventions are considered most effective when they are proven to reduce individual risk and 

subsequent recidivism and therefore make a long-term contribution to public safety. 
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Think about the EBP assignment in your Phase 1 on-line work.  

 What stood out for you in that assignment?  

 What do you feel your level of understanding of EBP is? 

 How would you describe the range implementation of EBP practices in community corrections? 

 How do you know where you are in that range? 

 

What are some types of EBP’s that you use in your agency or that you have heard of?  

 Risk/Need Assessments 

 Matching interventions to criminogenic needs  

 Cognitive behavioral strategies and treatment programs 

 Four to one ratio of positive reinforcements over negative 

 Motivational interviewing 

 Core Correctional Practices in Supervision 

 Etc.  

We know that agencies around the country are at varying levels of implementing and sustaining EBPs. It 

seems clear that this is the direction the field is going. Let’s talk about your experiences implementing 

EBP’s. As you share your experiences and hear others, think about how this is an example of leading and 

implementing change. Looking back at Kotter’s change management process: 

 What was the sense of urgency in your effort? 

 What short-term wins did you ‘celebrate’? 

 How did you embed the EBP in your organizational culture – and how do you know that it is 

embedded? 

Show the EBP slide  

 

 
Let’s look at this using the Real Colors framework. We know that all your staff have probably not taken 

this assessment. Use your best guess as we look at how each ‘color’ might react to the change efforts.  

 

 When you were communicating for understanding and buy-in, how did the message change 

when you were trying to engage: 

o A Gold? 

o A Blue? 
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o A Green? 

o An Orange? 

 

 How did staff react to the changes? And how could you make it easier for each to respond 

positively to the changes? 

o Gold 

o Blue 

o Green 

o Gold 

Conclusion (5 minutes) 

Show Individual Activity: Self-Reflection Slide 

 

In this module, you had a chance to identify and discuss strategies with your peers about how you can 

implement the 10 commitments to the 5 practices of exemplary leadership that Kouzes and Posner have 

identified. You also learned about three leadership styles: situational, transactional, and 

transformational and discussed when, or if, the various styles would be appropriate to use in your 

agency. You also read through scenarios in pairs and identified which type of leadership style might be 

appropriate and what the administrator should do in those situations. You also identified the stages of 

reaction to change that many people go through.  You watched a video and reviewed Kotter’s 8 stage 

process for creating major change to develop ideas for how you can be more successful in leading, 

creating, and managing change in your organization.   

Individual Activity: Self-Reflection 

Please turn to page 17 in your participant manual and complete the Self-Reflection Exercise. 

To improve my leadership capacity, I need to remember to: 

1. 

2. 

3. 
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To be more effective in creating and managing change in my organization, I need to: 

1. 

2. 

3. 

Give participants 2 minutes to complete the self-reflection exercise. 
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Phase 3  

 

Phase 3 of the Orientation session is designed to promote additional peer to peer information sharing to 

encourage people to use what they learned during Phase 1 and 2. Phase 3 activities are geared to 

encourage participants to share information about what their action plans are after attending the 

training, discuss common planned initiatives among participants, share resources with one another, and 

engage in peer to peer problem solving. As a faculty member, you will be expected to participate in the 

Phase 3 on-line session and moderate discussion to encourage dialogue around peer to peer problem 

solving. 

 

Show conclusions slide 

 

In closing, remember that as a leader… 

 The emphasis is on fixing the problem, not the blame 

 It is okay not to always have the answer. It is more important to be asking the right questions 

 People should collaborate instead of compete; teamwork is the norm 

 Collaboration with system stakeholders enhances internal and external buy-in as necessary 
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Supplemental Resources 
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Better Business Learning. (nd). What is CHANGE MANAGEMENT? (Training Video). Available at 

http://betterbusinesslearning.com/change-management-resources/ and on YouTube at 

http://www.youtube.com/watch?NR=1&v=__IlYNMdV9E&feature=endscreen  

BusinessBalls.com (nd). Change Management: Organizational and Personal Change Management, 

Process, Plans, Change Management and Business Development Tips. Available at 

http://www.businessballs.com/changemanagement.htm  

Businessballs.com (nd). The Monkey Story:  Company Policy, Organizational Development, Group 

Behaviour, Group Beliefs, Inertia and Assumptions. Available at 

http://www.businessballs.com/stories.htm#monkey  

Butterworth, B. (2006). Building Successful Teams. Colorado Springs, CO: Waterbrook Press. 

CCMC. (2009). The Change Cycle™ Model.  Available at: http://www.changecycle.com/changecycle.htm 

Cherry, K. (n.d.). What is Transactional Leadership? Retrieved from About.com: 

http://psychology.about.com/od/leadership/f/transactional-leadership.htm 

Cebula, N., E. Craig, J. Eggers. M.D. Fajardo, J. Gray, and T. Lantz. (2012). Achieving Performance 

Excellence: The Influence of Leadership on Organizational Performance. In Chapter 4: Leadership 

that is Transforming. Washington, DC: U.S. Department of Justice, National Institute of 

Corrections. Available at: http://nicic.gov/library/025338    

Coffman, M. B. (1999). First, Break All The Rules. New York, NY: Gallup Press. 

Elton, A. G. (2007). The Carrot Principle. New York, NY: Free Press. 

Fixsen, D. (2010). Stage-Based Measure of Implementation Components. Available at 

http://nirn.fpg.unc.edu/  

Fixsen, D.L., & Blasé, K.A. (2009) Implementation: This missing link between research and practice. NIRN 

Implementation Brief #1. FPG, NIRN. University of North Carolina 

Kotter International. (2012). Kotter’s 8 stages of change. Available at 

http://www.kotterinternational.com/our-principles/changesteps 

Kotter, J., and H. Rathgeber. (2006). Our Iceberg is Melting. New York: St. Martin’s Press.  

Kotter, J. (2011). John Kotter - Resistance to Change (YouTube video). Available at  

http://www.youtube.com/watch?v=Wdroj6F3VlQ  
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Posner, J. K. (2012). The Leadership Challenge: How to Make Extraordinary Things Happen in 

Organizations. San Francisco, CA: Jossey-Bass. 

Rath, T. (2007). Strengths Finder 2.0. New York, NY: Gallup Press. 

Salerno, A, & Brock, L. (2009). The Change Cycle™ Model. Available at 
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Smith, M. K. (2005). Bruce W. Tuckman - forming, storming, norming, and performing in groups, the 

encyclopedia of informal education. Retrieved from infed: http://infed.org/mobi/bruce-w-
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Module 2: Employing the “Right” People 

in the Workplace 
Allotted time: 2 hours and 30 minutes 

Prior to coming to the training: 

 Create and post chart paper with the following heading: “Competencies for Officers.” Review 

the following publication: Correctional Leadership Competencies for the 21st Century: Executives 

and Senior-Level Leaders. 

 Review the section of the Participant Manual for this module to become familiar with the 

activity sheets and types of notes the participants will be asked to take. 

 Find and photocopy 10 sample probation officer job descriptions from your agency that you can 

provide to participants who forget to bring their own during the individual activity on identifying 

competencies.  Bring these samples to the training with you. [Note: The NIC Correctional 

Program Specialist may have sample job descriptions available for use during the training.  

Check with the NIC contact to determine if you will need to bring copies or if they will be 

provided onsite.] 

 Prepare 6 sets of 20 blank index cards, a colored marker, and a roll of masking tape that can be 

distributed to the small groups during the small group activity on motivating and retaining 

employees. [Note: The NIC Correctional Program Specialist may have index cards available for 

use during the training.  Check with the NIC contact to determine if you will need to bring 

index cards or if they will be provided onsite.] 

Onsite 

 Create and post chart paper around the room with the following headings:  “Estimated Turnover 

Rates”; and “Competencies for Supervisors.” 

 Have chart paper and a variety of colored markers at the front of the room in case you need 

them in the session. 

 Place a set of 20 blank index cards, a colored marker, and a roll of masking tape on each table 

for the small group activity on motivating and retaining employees. 
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Introduction (10 minutes) 

Show title slide 




Ask participants: 

With a show of hands: 

 How many of you think it is easy to choose the right person for the job? 

 How many of you have ever hired someone (or know of someone who works in your agency) 

that is costing your agency resources because of a poor hiring decision? 

 How many of you have ever worked somewhere that had an unhealthy and unproductive work 

environment overall due to problematic personnel issues?  

Then ask: 

 Think about the kind of person who will be effective at implementing EBPs and successful as a 

21st century criminal justice staff member. How might this affect hiring?   

Choosing the right person that will meet your agency’s needs and be able to perform well and produce 

the results you want isn’t always easy.  And it is true that making a poor hiring decision can be costly to 

agencies not only in terms of dollars and cents, but also in terms of maintaining a healthy and 

productive work environment overall. It is imperative that probation and parole agencies get better at 

attracting competent applicants to the workplace. But getting the right people isn’t enough. You also 

have to be able to retain capable workers.  That is what this module is about. 

Show individual activity slide 
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Individual Activity 

Turn to page 19 in your Participant Manual and complete Individual Activity: Projecting Turnover. Be 

prepared to report to the larger group during a quick debrief.  

Note: Go over the instructions for the activity that appear in their Participant Manual on page 19.  

 

Individual Activity 1 

A. How many staff does your agency or department currently employ?  _______________ 

B. Of the number of people currently employed, how many do you expect to leave your organization in 

the next 5-10 years? ______________ 

 _____________ divided by _______________ = _________________% 

(B)                                                        (A)                    Anticipated turnover 

 

Note: Give participants 1 minute to complete the exercise. Debrief the activity by asking people to tell the 

group what their anticipated turnover is in the next 5-10 years. Chart responses on tear sheet. 

 


Ask participants: 

 When you calculated your anticipated turnover rate, were you surprised?  

 Was it more or less than you expected?  

 In general, why do you anticipate these individuals will leave (e.g., retirement, younger 

employees who move from job to job)? 

Show people management slide 
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Sometimes 5-10 years can seem like a long time off in the distance.  However, it really isn’t that far 

away. The time to start planning for any reduction in your workforce by attracting competent applicants 

is NOW! 

As mentioned at the very beginning of this module, in addition to attracting competent applicants to the 

workplace, you also need to be able to retain capable workers. That means you need to know what 

knowledge, skills, abilities, and attributes a capable worker needs to possess to be successful in your 

agency or department. You also need to have strategies in place to motivate and keep those employees 

engaged so they will be more likely to stay. 

 

Show learning objectives slide 

 

Learning Objectives 

Therefore, by the conclusion of this module, you will be able to: 

• Identify preferred core competencies for line staff 

• Identify pros and cons for conducting a behavioral based interview 

• Describe what you would need to do to revise your agency’s hiring and personnel management 

process to be more focused on competencies 

• Identify strategies to motivate and retain employees 

 

What Does it Take to Succeed in the Workplace? (5 minutes) 

Show clipboard slide 
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When it comes to decisions about hiring, promotion, disciplines, termination, etc., you need established 

and standardized procedures for the decision-making process. Most agencies have (or should have) job 

descriptions for various positions within the agency. Most job descriptions outline required duties and 

responsibilities which describe what a person will do in the job. A general description of worker skills 

and abilities or qualities may be included, but often it is not a detailed list. Very rarely do the skills and 

abilities listed fully get at what a person needs to actually do the job in an efficient and competent 

manner. 

When hiring or making promotion decisions, if you don’t have a full grasp on the competencies someone 

needs to actually be able to perform their job successfully, then you may end up making a poor and 

costly decision. This is why determining core competencies necessary for specific positions within the 

agency can be helpful. 

Show slide with the black box that asks about competencies in the workplace. 

 

Note: As you ask this question just display the question in the black box on the slide. After participants 

have provided their response, reveal the two blocks below that have capabilities and attributes written 

on them (the slide should have animation built in so when you click the mouse again the boxes appear). 

 


Ask participants: 

 What do you think core competencies are in the workplace? What do we mean by that phrase?  

Core competencies are capabilities (e.g., a talent or ability that someone has the potential to develop or 

use) and attributes (e.g., a quality or feature that someone already possesses) that are needed for an 

individual to be able to perform a specific type of job effectively. The good news is there are several 
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resources you can refer to when trying to identify competencies needed to perform the types of duties 

and responsibilities required in community corrections. 

 

Show the book cover of the Correctional Leadership Competencies resource slide 

 

A key resource for you to become familiar with, if you are not already, is the Correctional Leadership 

Competencies for the 21st Century: Executives and Senior-Level Leaders. NIC funded the project that 

produced this publication with the intent to answer the question: “What are the skills and attributes of 

an effective correctional leader and how can they be developed?” What resulted was a publication that 

identifies four levels of correctional leaders, defines managerial profiles for each level based on key 

areas of responsibility, and identifies core competencies for each level. The publication goes deeper into 

this issue by developing a knowledge base to help correctional leaders at each level understand the 

competency better and identified a set of skills and behaviors related to the competency. 

Individual Activity: Identifying Competencies (20 minutes) 

Show individual activity slide 

 

Activity Instructions 

You were asked to bring a copy of a job description from your agency or department for a probation or 

parole officer position (i.e., someone who is responsible for supervising a caseload of individuals on 

community supervision). You will need your copy of that job description for this activity. If you do not 

have one with you, please let the instructor know and we will provide you with a sample job description 

to use for the exercise. 
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Note: Provide a sample job description to any participants who did not bring a sample from their agency. 

Bring a sample job description from your agency to use or you can use as a backup for participants.  

Your task in this activity is to look at the duties/responsibilities listed on the job description you brought 

with you and identify characteristics/attributes (competencies) that someone would need to possess in 

order to fulfill these duties/tasks effectively. 

Show slide that provides the example of a duty and its corresponding competency  

 

Note:  Review the example with the group to illustrate the type of answers you want them to generate. 

(A copy of the text that appears on this slide is included in their participant manual on page 20.) 

On pages 20-21 of your participant manual there is a chart you can use to make notes of the 

competencies you identify for certain duties/responsibilities. 

Take about five minutes to create a list of competencies that you feel would be important for probation 

and parole officers assigned to work a caseload in your agency or department. Given the time frame, 

you are not expected to generate a complete list of competencies for the entire job description. Just get 

as far as you can in the time allotted. The idea is to practice thinking about duties/responsibilities in 

terms of what capabilities and attributes a person needs to perform the job successfully. Be prepared to 

report out to the entire group. 

Note: Give participants five minutes to work on the activity independently. Circulate through the room as 

the activity is being conducted to see if anyone has any questions or needs individual assistance with the 

task.  

Activity Debrief 


During the report out from the activity, ask participants: 

 What is one competency area that you identified during the individual activity that you feel 

is needed for individuals working as probation or parole officers in your agency? 
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Note: Instruct participants when it is their turn they should not repeat a competency that someone has 

already identified. If they don’t have any new responses by the time it is their turn tell them to indicate 

that all their areas are listed on the sheet and move to the next participant. 

 

Note: Allow 15 minutes for the activity debrief. As participants are reporting out write responses on the 

chart paper to make a master list of competencies for probation or parole officers as identified by the 

group. Make any necessary comments/adjustments to ideas presented. If they identify something that is 

not really a “competency” but is more a skill or ability, point that out and see if the group can identify a 

competency that may be related to that skill or ability. 

 

Note:  After the debrief is over remind participants that as you define competencies for a position you 

need to consider not only current competencies, but also future competencies that people may need to 

possess (e.g., 5-10 years). 

 


Ask participants: 

 As you look at this master list, is there anything missing that you think might be important 

for workers in your agency in the future? For example do you have new initiatives that you 

are trying to implement that will require people to do their jobs differently or have 

knowledge and skills that were previously not necessary? 

 Which of the items on the master list will be useful in identifying those who have the 

aptitude EBPs? 

 

Note: Write new ideas on the chart paper and discuss as a group. 

More on Competencies… (10 minutes) 

Show want need and must have slide 
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When you examine duties/responsibilities for job positions you may notice that some competency areas 

keep coming up throughout your analysis. That is normal and can be very telling. For example, if you 

notice a competency showing up very frequently then that will likely signify a “must have” characteristic 

in a person, rather than a “preferred” characteristic. It is not always possible to find applicants that have 

every competency in equal measure. If you can rank and prioritize what competencies for specific job 

positions are more essential for good performance it can help you when making hiring or promotion 

decisions. 

Show slide with the barbed wire hurdles and the red carpet 

 

When examining competencies and considering them during hiring,  also determine which 

competencies on your list are ones that are more easily taught versus those that are difficult to teach or 

are static in nature (meaning not amenable to change). You want to focus the bulk of your hiring and 

interviewing on the competencies that cannot be easily taught. If it is hard to teach and they don’t have 

it coming in the door, the person is likely not going to be a good fit for the organization. For example, 

attitude is the number one reason that employees lose employment. 

 


Ask participants: 

 As you look at the list of competencies that we’ve developed, which ones do you think are 

hard (if not impossible) to train/teach? 

Note: As you facilitate responses to this question, read through each competency, asking if they think it is 

easy or hard to train/teach. If they say it is hard, put a checkmark by it. 

Ask participants: 
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 For those of you who collaborate with unions, how might developing competencies, and 

knowing which competencies are harder to train, for the jobs you hire for, be helpful? 

 

Note: Once hired, a union worker can typically transfer within the organization without as much 

difficulty. During the hiring process you want to make sure you determine what competencies are 

universal—meaning, once hired within your organization, wherever the union worker may end up 

working (through transfers, etc.), they will be okay. For example, universal competencies may include 

good attitude, flexible thinkers, able to build rapport with probationers/parolees. These can be 

competencies that are hard to train. If you look for competencies during the initial hiring phase and weed 

out candidates that don’t have these competencies you will be better off. The other competencies for the 

job that someone can be trained or learn more easily become less important for union workers because if 

they transfer in, you will be better able to design a suitable training/professional development plan, if 

necessary. 

 

How Can I Attract and Identify Competent Candidates? (15 minutes) 

 

Show attracting the right people slide with point 1 listed 



 

Once you have a good understanding of the core competencies required for a position and can clearly 

define the knowledge, skills, and abilities required to perform the job effectively you need to start using 

that information to recruit and retain competent staff that meet these criteria. Let’s focus on the aspect 

of attracting the “right” people first. 

To attract the “right” people, you need to:  

 Direct recruitment efforts toward those who are most likely to possess the identified core 

competences.  

This means you need to make sure that you are advertising or getting the word out in places (and 

through methods) that people who have the competencies you are looking for are most likely to see. 
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Ask participants: 

 How and where would you recruit for an entry level probation officer position? How about a 

supervisor position? What about an executive level position? 

 How do you try to recruit for a diverse pool of candidates? 

 How do you reach out to Millennial candidates—what is different about attracting 

candidates in this age group? 

Some suggestions for the last bullet – if they don’t come up:  

Emphasize mission and values;   Work-life balance; As they want to be the boss as soon as they can, be 

clear about the career paths in your agency; Make sure that the posted job profile is clear and realistic; 

Remember that they want to feel that they will be an asset to the agency and that their efforts will be 

appreciated. 

 

 

Show attracting the right people slide with point 1 greyed out and 2 listed 


 

To attract the “right” people, you also need to understand the competencies needed for specific types 

of positions. This helps you clearly explain the exact nature of the job to potential applicants, including 

aspects that may not be appealing. 

 


Ask participants: 

 Why do you think that might be important for attracting the right people for a job? 

 

Show attracting the right people slide with points 1 and 2 greyed out and 3 listed 
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A third tip is to prioritize the competencies you are looking for and identify “disqualifiers.” Knowing 

what competencies you are looking for and which are most important may help you identify any 

“disqualifiers” for the position. Sometimes disqualifiers will be defined for you by agency policy, statute, 

etc. (i.e., felony conviction, educational level, experience, etc.). 

During the first part of this module, we focused on what capabilities and attributes a person needs to 

possess to be effective in their job. However, it is just as helpful to know the types of attributes or lack 

of capabilities that will result in someone being unlikely to succeed in a certain position. 

 


Ask participants: 

 What do you think is the most crucial competency for a probation or parole officer who 

manages a caseload in your agency to have? 

 What are some examples of an attribute that might cause someone to have difficulty 

succeeding in that type of position? 

Note: These three strategies are provided in their participant manual on page 23, along with a box for 

participants to take their own notes. 

 

Hiring, Appraisals, and Promotions in an EBP Environment: A 

Competency Based Approach (45 minutes) 

There are several probation and parole agencies that have gone through a process to revamp their 

hiring, appraisal and promotion process to focus more on competencies. For example, the 5th Judicial 

District of the Department of Correctional Services in Des Moines, Iowa, the California Board of 

Corrections, and Maricopa County Adult Probation Department have all taken on this challenge in the 

last decade or so. In this section of the module, we are going to talk about some of the steps these 

agencies have incorporated within their hiring process. You will find some information in the 
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supplemental resources section for this module in your participant manual about how to get more 

information on what Iowa, California and Maricopa County have done.  

Keep in mind as we go through this that you may not be able to undertake a process as comprehensive 

as these agencies did; and that is okay. But it is always helpful to look at what others have done to see 

what you can adapt and adopt in your own agency to improve practices. 

If you know of other agencies—or if your own agency has done this or is going through this type of 

process—let us know. We can add them to the supplemental resources list for the next group of 

participants in this program. Also, other participants here may want to find you at a break and ask about 

what your agency is doing. 

Show hiring process slide 

 

Hiring Process 

Some strategies for developing a hiring process around a competency-based approach include: 

Application Review: Review applications to determine if the individual meets the eligibility criteria and 

to identify if the individual has the defined competencies for the job. This review will typically begin with 

an application form scan or a resume and cover letter scan. 

Phone Screen: If you have a lot of job candidates that appear to have the qualifications and 

competencies you are looking for, a phone interview can also help further differentiate among 

candidates or to clarify ambiguities. If you do a phone screen, you should develop a set of structured 

questions so that all applicants are treated equally and have the same opportunity. It is also important 

to include a job preview where you describe the job thoroughly including the pros and cons and then 

check to see if the individual is still interested. 

Pre-screen assignment: If necessary to narrow the field of applicants further, you can ask candidates to 

complete a pre-screen assignment or provide examples/samples of their work or accomplishments. The 

assignment must be job-related and should be assessed based on standardized scoring criteria. 

Interview: The interview should be structured solely around the competencies. Research indicates that 

structured behavioral-based interviews help hiring managers make more effective selection decisions. 

Why? Well, similar to the risk principal for addressing probationer/parolee recidivism, the behavioral 

interviewing model is based on the precept that the best predictor of future job behavior is past 
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behavior performed under similar circumstances. The model implies that the most effective selection 

procedures are those that focus on the candidates' past or present behaviors in situations that closely 

match those they will encounter on the job. The closer the selection procedure simulates actual work 

behaviors, the greater its validity thus the better its prediction.  

Rather than asking the candidate what they would do in a certain situation (scenario-based), you should 

structure the question to ask the candidate what they have done in the past that relates to the 

competency you are looking for. For example, if the competency being examined is “conflict 

management,” the applicant may be asked to provide the panel with a time when they encountered a 

situation when they had a disagreement with someone at work. 

 

Show slide with woman thinking about the question she’s being asked 

 

The applicant is asked to provide a description of the situation, their role or responsibility in the instance 

and what came of it as a result. The interviewers are listening for what the applicant specifically did, 

what action they took, and the result of the action. The response would be measured against key 

benchmarks defined for that competency. 

The premise in the behavior based interview is that if a candidate truly possesses the competency, then 

they should be able to provide a behavior based example of a time when they in fact demonstrated the 

competency. The examples can come from their professional experience, volunteer work, or personal 

life which provides equal opportunity for the candidate with only limited professional employment 

history. 

Show slide with woman explaining how she settled a disagreement among two or more people. 

 

Note: Repeat what is on the slide for those who may not be able to see it in the back of the room. 
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Small Group Activity: Creating Questions for Behavioral-Based Interviews (20 minutes) 

Show small group activity slide 


Earlier in the lesson, you identified competencies you feel are important for probation or parole officers 

to possess to do their job effectively. 

Note: Point to the chart paper on the wall that lists the competencies that were identified during the 

activity debrief of the earlier individual activity. 

As a small group, your task is to pick three of the competencies that you see on the list we developed 

earlier as a group (during our debrief of your individual activity) and develop a question based on each 

competency. These questions could then be used during a behavior-based interview for someone who is 

interviewing for a new probation/parole officer position. When you conduct actual interviews, you will 

likely not have time to ask questions based on every competency that you’ve identified are important 

for a probation/parole officer. You should identify those competencies on the list that are most 

important to you, are difficult to train people on, and/or you’ve noticed that when people lack the 

competency they really struggle in the job. Come to an agreement within your small group as to which 

three competencies from the list we generated earlier are ones that you would definitely want to cover 

during the interview process. 

When you finish this activity, you should have identified three competencies and have three behavior-

based questions (one for each competency) to share with the larger group. Choose someone to write 

your questions on the chart paper at your table, and someone to report out to the larger group during 

the activity debrief. 

Note: Show Performance-Based Interviewing slide and keep this slide on the screen during the remainder 

of the small group activity to serve as a reminder to participants of what the types of questions they are 

developing should focus on. 
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Remember, behavior-based interview questions focus on what someone has already done to 

demonstrate what they would do in a given situation, rather than what someone would do in a given 

situation.  

You will have 10 minutes to complete this small group exercise. 

Activity Debrief 

Note: Allow approximately 10 minutes for the activity debrief. During the activity debrief ask each group 

to report back the competencies they chose and the questions they developed. As groups report out, 

make note of the similarities and differences among their questions, especially if they have developed 

questions on the same competencies. Make sure their questions are behavior based and ask the 

interviewee to reflect on past behavior to answer the question, rather than to speculate on what they 

would do in the future. If a group has a question that may not be behavior-based, ask the larger group to 

help restructure it so that it is behavior-based. Page 24 of the participant manual. 

Some examples include:  

Strategic Thinking 

 Give an example of how you have set and accomplished a long-term goal at work.  

Criminal Justice / EBP 

 How do you explain your role to people on your caseload? (Looking for role clarification) 

 Give an example of what you said when you had to violate a client for using even though they 

had been doing well with all the other parts of their supervision plans.  

Motivating Others 

 Have you ever had to help pitch a new evidence-based process or innovation to your co-

workers? How did you do it? How did they respond? 

 What have you done to reinforce the new skills that staff are introduced to in training?   

Problem Solving and Decision Making 

 Can you tell us about a decision you had to make at work that in retrospect you wish you had 

made differently?  

Teamwork 

 Tell us about a team project that required people at all levels of the agency.  

Managing Conflict 

 Describe a situation when you worked with people in the office that weren’t getting along, and 

it was impacting the morale in the office.  

 Tell us about a time when you worked with a difficult team member.  
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Ask participants: 

 Now that you’ve had a little practice with developing behavior-based interview questions, what 

do you think of this type of interview process?  

 Does your agency do something similar?  

 What do you think the pros and cons would be of conducting an interview in this manner?  

 For those of you who have unions, how might the behavior-based interview approach help you? 

Note: If not brought up in the conversation, point out for those that have unions that it can be helpful to 

have a union person sit in on the interview panel (for new hires and promotions), if possible (check the 

rules in your state). The benefits of having a union person on the panel: 

 Become transparent about the process 

 They know firsthand what we are looking for 

 They know that it isn’t “subjective,” we are looking for measurable competencies 

 We do hire based on EBP 

 Their opinion “counts” 

 

Hiring Process Continued… 

Show hiring process (cont’d) slide 

 

 

Prior to beginning the interviews, you will need to establish standardized scoring criteria upon which 

you can rate job candidates to evaluate against critical success factors of the job. 

It is also recommended that you use a panel approach during the interview process to improve 

interview validity and reliability. 

Work Sample or Simulation Tests 

Work sample/simulations can also be used during the interview process as another selection assessment 

tool. This type of tool can be very effective at helping you separate your strongest candidates from the 
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group. The work samples/simulations you use should consist of tasks or work activities that mirror the 

tasks that employees in the same position are required to perform on the job. An example of a work 

simulation could be a Motivational Interviewing role play simulation to asses for MI skills or at the 

minimum the spirit of MI. This type of work simulation allows you to observe the candidate’s natural or 

learned interpersonal communication style. Remember, past behavior is the best predictor or future 

behavior.  

 


Ask participants: 

 What are some other examples of work simulations for a probation/parole officer position 

that you can think of?  

Note: Some examples to listen for include developing a treatment/case plan, facilitating a group, 

conducting a family session, documenting a session/contact, observing a serious rule violation and 

writing a report, defusing/de-escalating a volatile client. 

 

Psychological Assessment 

The use of psychological assessments and polygraph testing also can be used to further assess 

candidates’ suitability for employment (as well as throughout employment to help guide decision 

making around performance, promotion, etc.). Within a hiring context, some agencies require this type 

of testing before an interview; others may require it afterwards for their final candidates to help inform 

the final selection. Depending on assessment instrument(s) chosen, the psychological profiles can assess 

things such as the general intellectual level and problem-solving style of the individual; emotional 

maturity; interpersonal style; decision making and organizational competencies; and management or 

leadership style and competencies. Results can be used to help inform the selection process and to help 

determine the type of training may be necessary for the individual to perform more effectively in the 

position. 

Legal Issues in Hiring 

Make sure you understand the legal parameters of the hiring process within your jurisdiction. 

Oftentimes, using job-related requirements as the foundation for the hiring process and interview will 

help you be in compliance with the law.  However, rely on your human resources department and legal 

advisors to help develop and assess your hiring process to make sure you don’t violate any laws. 

Selecting the Best Candidate 

Selection/placement is the process of ensuring the right person is placed in the right job.  Rarely do the 

results of your interview process lead you to the one “perfect” candidate.  Typically, even after checking 
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references, you are faced with a tough choice between two (or more) people with different strengths.  

The cardinal rule is to have a good job related reason for hiring the person you select.  The types of 

strategies we’ve discussed in this section will help you get closer to that benchmark. 

Essentially as you make your final decision, consider the Person-Job Fit and the Person-Organization Fit. 

 


Ask participants: 

 What do you think we mean when we say we want the selected candidate to be based in 

part on the person-job fit? 

 What do we mean by person organization fit? 

Note: Person-job fit: You want the selected candidate to be a good fit for the position. You want them to 

have the right knowledge, skills, and abilities that match the requirements of the essential functions of 

the job. (Think of the principle of responsivity and how it can apply in this type of situation). You also 

want the person to be able to interact with co-workers, supervisors and internal/external customers 

appropriately. 

From an organizational perspective, you want the personality and value system of the individual to 

match the culture and objectives of the organization.  The selected candidate should enhance the culture 

of the department/agency. 

 

Don’t forget to review the material in the Supplemental Resources section for this module.  You will find 

more detailed information and sample templates, etc. that other agencies have developed for their 

hiring processes. 

Using Competencies in Performance Reviews (5 minutes) 

Using competencies in the performance review process can help you assess (more objectively) how well 

the individual has fulfilled his or her duties/responsibilities based on the extent to which the 

competencies for the position have been met. Strengths and areas for improvement on job performance 

can be discussed within the context of the competencies. If areas of improvement are identified, the 

performance review meeting can then be used to discuss the means by which these competencies will 

be learned and developed with the intention of helping the individual to further improve their 

performance. 

Show Homework: individual exercise slide 
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Each of you was asked to bring copies of forms and/or manuals you use for hiring staff and conducting 

performance appraisals. The activity sheet for this homework assignment is on page 28 of your 

Participant Manual. Think about what has been discussed so far in this session. Then tonight refer to 

your forms/evaluation manuals and answer the questions on your activity sheet. We will do a quick 

activity debrief on this assignment in the morning. 

Note: Briefly review the guiding questions participants are asked to consider as they do your homework 

assignment. These questions are: 

 Does your current hiring and performance appraisal process provide you a means of assessing 

competencies of staff? 

 If yes, what process did your agency go through to develop its competencies? When was it 

conducted? Should it be reviewed and revised? 

 If no, do you think it should? What does the current hiring and appraisal process focus on? Is it 

giving you meaningful information? Would it be more meaningful if it were revised to center 

around competencies? How might your agency initiate a revision of the hiring and appraisal 

process? 

Ask if anyone has any questions before moving to the next section. 

Note: You will debrief this activity first thing on the morning of Day 2. 

Motivating and Retaining Staff (10 minutes) 

Show small group slide 

 

While you can probably identify people in your organization that you wish would leave, you also can 

likely identify others that you would be upset to see leave your agency or department. The money, time, 
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and energy that go into getting an employee to a level of competence can be expensive and exhausting. 

So, for those we don’t want to see go…how can we motivate and encourage them to stay?  

Small group exercise 

Each of your groups has been given a set of blank index cards, a marker, and masking tape. Your group 

will either be told to brainstorm strategies for motivating employees or retaining employees. As you do 

the exercise, think about what you may know or have experienced in relation to generational 

differences among what motivates your staff. Write each idea your group comes up with on a separate 

index card. You will have three minutes to brainstorm your ideas. 

Note: Split into groups of 4-5 people. Give each group a set of blank index cards, a marker and masking 

tape. After providing instructions, give groups three minutes for brainstorming. 

 

Activity Debrief 

Note: During the activity debrief, have each group rotate and provide one of their ideas and tape them to 

the wall until there is one list (no duplicates). Discuss the ideas presented and ask for 

feedback/examples, where appropriate, from other participants of how the identified strategies can be 

done. Let participants know that there is some space on page 30 of their participant manual for them to 

take notes on strategies that are being discussed during the debrief. Make sure that additional staff 

development and training opportunities are listed as a way to maintain and retain current staff, as well 

as to help them develop competencies for promotion. 

Conclusion (5 minutes) 

Show conclusion slide 


In this module, you addressed each of our objectives for the session. In an individual activity you 

determined core competencies for probation/parole officers assigned to manage a caseload. You 

learned some strategies for more effective hiring practices, including the use of behavioral based 

interviews. You also had a chance to consider and develop a list of ways your agency can develop or 

implement a performance appraisal process focused on core competencies. Finally, in your small group, 

you listed ways to motivate and retain employees in today’s workplace. 
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Homework Debrief (Next Day) 

Note: You won't show this slide or debrief the homework until the next day of the training. When you 

debrief, use the questions below to discuss what they concluded. 

 

Show homework debrief slide 

 


Ask participants: 

• How has thinking and talking about the kind of person who will be effective at implementing 

EBPs and successful as a 21st century CJ staff member enhanced your thoughts about the hiring 

and personnel management process? 

• What are some ways you plan to improve your agency’s hiring or personnel management 

process?   

• What do you think you will need to do to implement your ideas?   

• What challenges do you anticipate?   

• How might you overcome those challenges? 
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Supplemental Resources  

Andrews, A. (nd). Using competencies to drive performance. Blog post. Available at 

http://www.lexonis.com/blog/2011/04/using-competencies-to-drive-performance  

California Board of Corrections Multi-Jurisdictional Job Analysis Research. (2002). Probation office: Work 

activities and competencies. Available at 

http://www.bdcorr.ca.gov/stc/selection_standards_and_training/po_work_activities_and_com

petencies.pdf. 

Campbell, N. (2005). Correctional leadership competencies for the 21st century: Executives and senior-

level leaders. Washington, DC: National Institute of Corrections. Available at 

http://static.nicic.gov/Library/020474.pdf. 

Cimino, M. (n.d.). Hiring, appraisals & promotions in an ebp environment: A competency based 

approach, Phoenix, AZ: Maricopa County Adult Probation Department. Available on the private 

online community. 

Department of Correctional Services, 5th Judicial District, Iowa.  Sample Scoring Guide for PO II Re-Entry 

Interview Selection Matrix.  Available on the private online community. 

Department of Correctional Services, 5th Judicial District, Iowa.  Sample Evaluation Rating Guide PO IIs.   

Available on the private online community. 

Department of Correctional Services, 5th Judicial District, Iowa.  Sample Hiring Matrix.  Available on the 

private online community. 

Department of Correctional Services, 5th Judicial District, Iowa.  Sample Interview Questions and Work 

Simulation. Available on the private online community. 

Department of Correctional Services, 5th Judicial District, Iowa.  Sample Screening Assignment During 

Hiring Process.  Available on the private online community. 

Discover Corrections Website,  www.discovercorrections.com. 

Herrmann, D. S., and S. Bedwell. “Selecting and Hiring Psychologically Fit Probation Officers: A Focused 

Examination of The PEPQ/PSR Plus.” International Journal for Court Administration 6, no. 1 

(2014). www.iacajournal.org/articles/10.18352/ijca.117/. 

Kreamer, S., Dix, M., Tatman, T., (n.d.). Applicant Screening, Hiring, & Employee Performance Appraisals: 

Outcomes and Predictability. Des Moines, Iowa: 5th Judicial District Department of Correctional 

Services. PPT Presentation.  Available on the private online community. 

Maricopa County Adult Probation Department. (2012, August). Supervisor Performance Evaluation 

Manual. Phoenix, AZ: Author. Available on the private online community. 

National Institute of Corrections. (2010, March). Core Competencies: A Resource for Board Chairs, 

Members, and Executive Staff. Washington, DC: Author. Available at 

http://static.nicic.gov/Library/024197.pdf. 
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Stinchcomb, J., McCampbell, S., & Layman, E. (2006). FutureForce: A Guide to Building the 21st Century 

Community Corrections Workplace. Washington, DC: National Institute of Corrections. Available 

at http://static.nicic.gov/Library/021799.pdf. 
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Discussion: Generations  
 

Time Allotted: 30 minutes 

Preparation 

 

Who’s Who. The Generations and its Answer Sheet can be found at the end of the Back-Up 

Material for the discussion. 

 

So many generations in the workplace 

 

 What does each generation want?  

 What assets and liabilities do they bring to the workplace?  

 How can you find ways of encouraging them to be motivated and productive? 

 How can you competently manage more than one very diverse generation in your location?  

 

Let’s look at Baby Boomers, Generation X and Millennials. The next generation, which has no name yet, 

is not yet in the workplace – and that is where the names are given. But before we do, here is an activity 

to get us started on this discussion: 

 

Turn to page 33 in your Participant Manual – Who’s Who – The Generations 

 

Who’s Who. The Generations and its Answer Sheet can be found at the end of the Back-Up Material for 

the discussion.  

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

73 Facilitator Guide 

 

Allow 5-7 minutes for people to fill in their answers and about 20 minutes for the debriefing, using the 

answer sheet and anything from the Back-Up Material.   

 

Follow up by asking for any other questions or comments to get an open discussion started. 

 

 

Follow up by asking for any other questions or comments to get an open discussion started.  

 

  

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

74 Facilitator Guide 

Back up Material for the Discussion 

BABY BOOMERS 

 

Baby boomers (born 1943-1964) tend to the warm and fuzzy side of things. They like political 

correctness and appreciate a fair and humane workplace. They like one-on-one time with managers and 

appreciate when their well-being is taken into consideration. As this generation is cause-oriented, help 

them to see that their work is socially meaningful and that they are having a positive impact in the 

organization. Boomers financial and strategic planning abilities may be a bit lacking – they are the “buy 

now, pay later” people. With help, they can become effective coaches and mentors, as well as planners. 

 

Boomers respond well to timely feedback. They will appreciate feedback from subordinates that 

illustrates the impact they have on others. Public recognition is a good motivator. So, when you can, call 

out their successes and reward them (non-financial rewards are good!). Boomers love praise and 

approval. 

 

Workplace Assets 

 Want to please 

 Challenge the status quo 

 Good at seeing the big picture 

 Good team players 

 Mission and service oriented 

 Work hard 

 Can be counted on to do more than the minimum required 
 

Workplace Liabilities 

 As they can be workaholics, they also expect everyone else to be one too 

 Conflict avoidant 

 Would rather not deal with a lot of change 
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 Not good with finances 

 Loyal to their peers 

 Process oriented, not results oriented 

 Can seem self-centered 
 

 

Keys to Working With 

 Want to hear that their ideas are important and make a difference 

 Expect to be valued in the workplace (as they were valued as children, teens, and young adults) 

 Get frustrated with inane routines 

 Before you ask them to do something, tell them why it matters, who it will impact and how it fits 

into the grand scheme of things 

 Are good team players 

 Criticism is challenging – don’t take it well 

 Require flexibility, positive attention and elbow-room 
 

Motivating Message: “You are valued and needed.” 

GENERATION X (AKA GEN X) 

 

 

Generation X (born 1964-1980) members think of them as independent individuals. They dislike hype, 

clichés, and pretentiousness. Authority, on its own, does not impress them. They want a balance 

between work and home. As a manager, emphasize how they can contribute directly to the 

organization’s mission and goals. If they are allowed to do things themselves, they will feel empowered 

and creative. Gen X-ers want their performance to be measured based on merit, not length of time with 

the organization. They tend to be impatient – they grew up with technology (‘the MTV generation’) and 

are used to getting lots of information with a few clicks. This generation sees themselves building a 

career in several organizations, moving from one to another when an opportunity seems right.  
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Gen X-ers like to learn and consider professional development to be a key part of their work life. They 

will feel uncomfortable with unnecessary rules and rigidity. Constructive feedback is sought after and 

desired. Skip the touchy-feely stuff! (That is for their Boomer parents.) They do like to have fun at work. 

 

Workplace Assets 

 Technology savvy 

 Respond well to change initiatives 

 Communicate directly 

 Eager to learn 

 Flexible 

 Manage tasks well 

 If they have the right tools and knowledge, they will do a good job 

 Appreciate feedback 

 

Workplace Liabilities 

 Do not micromanage! 

 Build portable resumes 

 Do not like over-structured work 

 Do not like authority figures who ‘lord it over them’ 

 May not be the most patient people 

 More short term focused than long term 

 Have a tendency to ignore rules 

 

Keys to Working With 

 Help them embrace change by showing it will bring opportunities for growth and skill 

development 

 Give them access to new technology; let them test it, and then train others in it 

 Focus on results 

 Follow through on promises and commitments 

 When possible, create a more informal and relaxed workplace. 

 Allow them to pursue other interests and learning opportunities 

 

Motivating Message: “Forget the rules; do it your way!” 
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MILLENNIALS (AKA GENERATION Y) 

 

 

 

Millennials (born 1980-2000) are hopeful people. They deal in sound bites – think text and Twitter. They 

plan to have many jobs and, perhaps, several careers, in their work years. Some say that they are 

planning their next job move on the first day of each new job! Skill development is a key draw for them. 

When they were growing up, their parents were very involved in their lives. If you provide a mentor, 

they will resonate more with a Baby Boomer (parent) than a Gen X-er. They had busy schedules, even as 

children, so they appreciate a workplace that is very social.  

 

Millennials are extremely tech savvy. They grew up with a wealth of information at their fingertips. They 

know how to find it, use it and share it with others. They also like to try new things and will appreciate 

projects that are a bit of a stretch, skill and knowledge-wise. Millennials like variety, especially in 

communications. They are used to working on a variety of devices and with lots of cognitive inputs at 

once. In the early parts of their careers, they respond well to leadership and role models. They expect 

that managers will be honest and full of integrity.  

 

Work Assets 

 Collaborators 

 Goal-oriented 

 Very educated 

 Quick multitaskers 

 Optimistic 

 Very tech savvy 

 Determined 
 

Work Liabilities 
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 Dislike menial work 

 Require supervision and structure 

 Lack discipline 

 May not work well with challenging people 

 Do not like bosses who act in an authoritarian manner 
 

Keys to Working With 

 Prefer a team-based workplace 

 Want to work with creative, smart people 

 Treat them with respect 

 Avoid asking them to do something because “it is the way we have always done it” – give good 

reasons for asking and show the value of the work 

 Provide professional development opportunities, especially skills that are transferable 

 Reward extra effort and excellence 

 Create space for process improvement and innovation 

 Provide assistance for work and personal life balance 

 “Talk the talk and walk the talk.” 

 

Motivating Message: “You will work with other bright, creative people.” 
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Who’s Who –  The Generations 

 

B = Baby Boomers: Born 1943 - 1964 

G = Generation X: Born 1965 - 1980 

M = Millennials: Born 1981 - 2000 

 

1. ____ They believe in balance and work to live (not the other way around). 

2. _____ They question authority. Every question can have a field of correct answers. 

3. ____ The “Found Generation”, they are confident and hopeful. 

4. ____ They tend to think of themselves as ‘the stars of the show”. 

5. ____ They’re sociable, optimistic, talented, well- educated, collaborative, open-minded, 

influential, and achievement-oriented. 

6. ____ Self-reliance is a hallmark of this generation. 

7. ____ A patriotic generation, influenced by violence. 

8. ____ They buy now and pay later. 

9. ____ Their approach to authority is casual. 

10. ____ They are the 14th generation born since the founding of the United States and have been 

celebrated from birth to now. 

11. ____ They have been characterized as self-absorbed, distrustful, rule breakers, neglected and 

having given up on the world. 

12. ____ Their motto regarding performance appraisals could be “feedback whenever I want it at 

the push of a button.” 

13. ____ The women in this generation aren’t enamored with the idea of long work hours, or less 

time with their family and friends. 

14. ____ They have a nontraditional relationship to time and space and value informality. 

15. ____ Known as the “invisible generation”, they are dark, edgy and skeptical. 

16. ____ They live to work. 

17. ____ This generation thinks of the world of work as a “job”; not a “career:” 

18. ____ This generation demands direct involvement, wants to be treated as peers with access to 

information, and seeks mentors. 
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19. ____ This generation has redefined loyalty. Instead of remaining loyal to their company, they 

have a commitment to their work, to the team they work with, and the boss they work for.” 
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Who’s Who –  The Generations Answer Key 

 

Note: Trainers choose which reasons to give for each statement. 

 

B = Baby Boomers: Born 1943 - 1964 

G = Generation X: Born 1965 - 1980 

M = Millennials: Born 1981 - 2000 

 

1. __G__ They believe in balance and work to live (not the other way around). 
a. Their parents devoted themselves to work. Many were latch key kids. 
b. Their parents looked like workaholics to them. When friends and family came over, 

much of the conversation centered on their jobs. 
c. Since their parents live to work, they want to work to live. 
d. Frightened by the high price their parents paid for success; i.e., stress, health, divorce, 

drug and alcohol abuse. 
e. Committed to balance. No Super Mom or Super Dad. Want to work 9 -5 and no 

weekends. 
f. They like fun and informality in the workplace. 

 

2. _B___ They question authority. Every question can have a field of correct answers. 
a. Part of the legacy of the sixties and Viet Nam. 
b. Don’t trust anyone over 30. 
c. The legacy of Boomers is the workaholic workplace – they have worked to add more 

structure to what the Veterans created 
d. They are not leaving the workplace as predicted; some are “retired in place” 
e. Boomers have done a questionable job of succession planning and preparing leaders 

for tomorrow because they don’t see themselves as leaving anytime soon. 
 

3. __M__ The “Found Generation”, they are confident and hopeful. 
a. Parents not only escorted them, they advocated for them; those in the workplace are 

finding they have to deal with the parents of Millennial applicants and employees 
b. Kids are the rage, Baby Gap, Pottery Barn Kids, 50 kid shows on TV and cable (instead 

of Mr. Rogers or Captain Kangaroo). 
c. Busy, busy, busy. Over-scheduled 
d. Children of Soccer Moms and Dads. 

 

4. _B__ They tend to think of themselves as ‘the stars of the show” 
a. Many came from Ozzie and Harriet homes with a stay at home Mom and a working 
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Dad. 
b. With so many kids, the national infrastructure was forced to expand...more schools, 

more hospitals.  
c. Generation of soul searchers, seeking personal and instant gratification. 

 

5. _M__ They’re sociable, optimistic, talented, well- educated, collaborative, open-minded, 
influential, and achievement-oriented. 

a. They’ve always felt sought after, needed, indispensable. 
b. Action-oriented 
c. Independent 
d. Self-directed 
e. Technically  competent 
f. Comfortable with changing workplace 
g. NEED direction 
h. They are arriving in the workplace with higher expectations than any generation 

before them— and they’re so well connected that, if an employer doesn’t match 
those expectations, they can tell thousands of their cohorts with one click of the 
mouse. 

 

6. _G__ Self-reliance is a hallmark of this generation. 
a. Most deprived, neglected group of kids. 
b. Parents AWOL due to: (1) divorce, (2) two income families. 
c. Because they are used to being alone, sharper survival skills but deeper feelings of 

abandonment. 
d. Wanted more time with their family, but yearned for freedom. 
e. Concept of “quality time” rang hollow for them. 
f. They seek a sense of family at work. 
g. They do value multiple mentors 

 

7. _M__ A patriotic generation, influenced by violence. 
a. Era of 9/11, Columbine, Oklahoma City. 
b. Civic minded 
c. Most tolerant generation, most exposure to diversity. Most have lots of friends of 

different races, cultures. They are mostly culturally competent. 
d. They are environmentally conscious. 
e. 50% of high school students reported volunteering in their communities 
f. Grew up hearing about AIDS, global warming. 

 

8. _B__ They buy now and pay later. 
a. Use plastic. 
b. Instant gratification. 
c. Part of the overall feeling of generation’s optimism and promise. 
d. This may be why Boomers are NOT retiring – highest debt of all generations; paying 

for college for their grandchildren; needing health care insurance. 
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e. Many will continue to work, even if part-time, after they retire from their current job 
f. Many will seek new “careers” in other fields with social significance – teaching, Peace 

Corps, community service – the Peace Corps motto “Life is calling. How far will you 
go?” “Never have to start sentences with I should’ve . . .” 

 

9. _G__ Their approach to authority is casual. 
a. Traditional hierarchy is lost on this generation. 
b. Not against authority, just unimpressed by it. 
c. Dislike rigid work requirements. 
d. Are generally pessimistic about their future 
e. They are autonomous workers – like to be given a task and left alone to do it. 
f. Will treat the company president the same as the company receptionist. 
g. They value the positive social aspects of the workplace; more likely to have co-workers 

as friends 
h. Persons of color value a workplace that provides opportunities for advancement more 

than their white counterparts. 
 

10. _M__ They are the 14th generation born since the founding of the United States and have been 
celebrated from birth to now. 

a. How they show up at work: “ . . . you are special . . tolerant . . . connected 24/7 . . . 
achievement now . . serve your community . . . therefore . . .confident . . . hopeful . .. 
goal and achievement oriented . . . civic-minded . . . inclusive . . . “ 

b. Have been educated in a collaborative schools system 
c. Characteristics – pampered, nurtured and programmed with activities since they were 

born high-performance and high-maintenance. 
d. They have financial smarts; life balance is important – want jobs with flexibility. They 

don’t expect to say in a job or career for long. 
e. They believe in their own self-worth; prefer virtual problem-solving (not face to face 

meetings); constant feedback and recognition; slogan “Express Yourself” best fits this 
Generation.  

 

11. _G__ They have been characterized as self-absorbed, distrustful, rule breakers, neglected and 
having given up on the world. 

a. Into grunge  
b. Into Bevis and Butthead 
c. Gen Xer traits: “ cast-aways . . .avoided by adults . . . divorce, drugs . . . limited trust . 

..experimental . . splintered . . . alienated . . .” 
d. Will need coaching as they more into management and leadership ranks 
e. Think of US Army recruiting slogans – An Army of One. Be all you can be. 

 

12. _M__ Their motto regarding performance appraisals could be “feedback whenever I want it at 
the push of a button.” 

a. They want to know how they are doing – they want feedback. 
b. This is a much different approach from the other generations: 
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i. Baby Boomers........“Feedback once a year, with lots of documentation!” 
ii. Generation Xers....“Sorry to interrupt, but how am I doing?” 

c. Annoying to supervisors? Supervisors are the ones who will have to change 
 

13. _G__ The women in this generation aren’t enamored with the idea of long work hours, or less 
time with their family and friends. 

a. Basic conflict with their baby boomer mothers who told them they could have it all 
b. Don’t value job status and prestige at work like their Moms 
c. 61% would leave if offered more flexible hours 
d. Needs a different workplace – one that is personally supportive and recognizes their 

need for balance. 
e. Not really unlike their male counterparts. 
f. Want jobs that are FUN, interesting, challenging; bosses who give feedback and have 

open communication; participation in the decision-making; opportunities for 
learning; flexibility; positive work experiences. 

 

14. _G__ They have a nontraditional relationship to time and space and value informality. 
a. They don’t think much of work hours. 
b. “As long as I get the work done, why does it matter when and where?” 
c. They show up late, leave early and appear to be slackers. 
d. They invented Casual Friday. 
e. They keep their eye on WHAT they think the ball is, i.e. getting the job done. 

 

15. _G__ Known as the “invisible generation”, they are dark, edgy and skeptical. 
a. The Lost Generation. 
b. Talents now being recognized 
c. A generation no one ever really noticed (until recently). 
d. Lived in the shadow of the Boomers. 
e. Have survivor mentality. Very pragmatic. “Is this going to be on the test?” (i.e. “Do I 

need to know this to survive?”) 
 

16. __B_ They live to work. 
a. Define themselves by their jobs. 
b. Their work ethic = their worth ethic. 
c. Many plan to still work past retirement (even if part time). 
d. Regularly punch in 50 - 60 hours a week. 

 

17. __G_ This generation thinks of the world of work as a “job”; not a “career:” 
a. Unlike their predecessors, the Gen X worker “averages nearly nine jobs between the 

ages of 18 and 32, with more than half of the job changes occurring before age 23 
b. Don’t think much about paying dues. 
c. Don’t want long hours and dead end jobs 
d. Very entrepreneurial 
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18. _M__ This generation demands direct involvement, wants to be treated as peers with access to 
information, and seeks mentors. 

a. They have an ability to react quickly to changing work and life situations 
b. Want input 
c. Think they can be company president 
d. Respects competence NOT rank 

 

19. __G__ This generation has redefined loyalty. Instead of remaining loyal to their company, 
they have a commitment to their work, to the team they work with, and the boss they work 
for.” 

a. To work with Gen Xers – it is important to remember to: 
b. Value the individual and nurture relationships 
c. Provide challenging work 
d. Allow freedom to manage time and work 
e. Give feedback and recognition –  Promote their self-directed work – be flexible 

 

 

 

Adapted from NIC's Effectively Managing a Multi-Generational Workforce in Corrections 
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Discussion: Resource Management  
Time Allotted: 30 minutes 

Preparation 

 

Develop guiding questions after presenting the Resource Management information below. 

Show calculator slide 

 

Be Knowledgeable about Agency Revenue and Expenses 

Although roles and responsibilities regarding managing and procuring resources is very diverse among 

you, there are some fiscal and resource management issues all probation and parole executives need to 

be aware of and be able to conduct (whether you are responsible for creating the budget or not). 

First, you should understand, to a fine degree of detail: 

1. The current level of funding that is available (i.e., how much funding/revenue is expected and/or 

anticipated. 

2. How much is expended on which specific functions. 

Having a good handle on how much funding is available or anticipated and where current funding is 

being spent will enable you to identify areas where you may be able to make savings (which can be 

especially important in tough economic times) or cover additional expenditures. 


Ask participants: 
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 When you were completing the Phase 1 assignment, what did you learn about your 

agency’s/department’s current level of available funding or types of expenditures that you did 

not know prior to completing the exercise? 

 

Policy is Driven by Financial Imperatives 

Show fishhook/result slide 

 

Second, policy decisions are driven by financial imperatives. So, you need to know and be able to 

competently articulate the financial impact of new funding/revenue sources, cuts, or new programming 

that you propose (i.e., What’s the hook?). The same is true for the need to be able to justify the financial 

impact of any services that you may want to retain. 

Dyad Exercise 

Show dyad activity slide 

 

Instructions: Have participants find a partner (if the class size is an uneven number, one group can work 

in a group of three or one of the other faculty members can partner with one of the participants this 

exercise.  Tell participants to identify a time when they had to either justify to a funding agency or 

authority the need to keep a program or service operating or had to explain the reason an authority or 

funding agency should allocate funds or resources for a new initiative or service.  Their task is to explain 

how they justified their need for the new (or to maintain the existing) initiative/service and to identify if 

they were successful in getting their request fulfilled. Also, ask them to discuss with one another why 

they think their request was successful or unsuccessful based on that experience.  Instructions for the 

exercise (with guiding questions for discussion) can be found on page 35 of their participant manual. 

Allow five minutes for partner discussions.   

Exercise Debrief: 
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Note: Have two or three participants share information about when they were successful in justifying 

their need to maintain or create a new initiative or service.  Then, have one or two participants share 

information about a time when they were not successful in getting what they requested.  Ask 

participants during the debrief to include in their description why they felt the outcome was either 

successful or unsuccessful.  If appropriate, ask if they would do anything differently now (particularly if 

the outcome was unsuccessful). 

As you debrief the exercise with the participants, you want to emphasize the importance of using data to 

demonstrate need and the importance of understanding current evidence-based practice and how the 

initiative/service fits in with EBP (if relevant).   

Allow 10 minutes for the debrief of the exercise. 

Discussion: Guiding Questions 

These questions are provided as a guide – add any others you have or that came up during previous 

discussions. 

 How would you describe your role in managing resources? 

 What are your funding sources? 

 What is your biggest expense? 

 What is your biggest source of income? 

 How does politics affect your budget and ability to manage resources well? 

 How familiar are you with your agency’s budget process? 

 How familiar are you with your ‘parent’ agency’s budget process? 

 What are some of the ways that you try to influence those who have impact on your budget? 

 What can you tell us about unfunded mandates you have had to deal with? 

 What kinds of challenges do you face around accounting for and properly allocating monies 

coming into your agency? 

 What communication methods do you use to share budget and financial information with staff? 

 What budget and financial information do you share with staff? 

If you want to refer back to the Real Colors, you could ask: 

 Greens are often found in the accounting and financial professions. If you are a Green, might 

you respond to requests for resource? 

o Possible answers: pay more attention to the numbers; want a business plan to justify the 

expenses 

 How might a Blue respond to requests for resources? 

o Possible answers: how will this affect the workplace climate or staff morale; are there 

stakeholders who might go in on this with us 

 A Gold? 

o Possible answers: what are the rules/policies/practices around requesting resources; is 

this within our budget 

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

90 Facilitator Guide 

 An Orange? 

o Possible answers: what a great idea for improving services; innovations are worth the 

expense 

 

 

Supplemental Resources  

 

Cochran, D., Corbett, R. P., Nidorf, B., Buck, G.S., & Stiles, D.R. (1992, January). Managing Probation with 

scarce Resources: Obstacles and Opportunities. Available at 

http://static.nicic.gov/Library/010348.pdf. Washington, DC: National Institute of Corrections.  

Kyckelhahn, T. (2013, December). Local Government Corrections Expenditures, FY 2005-2011. 

Washington, DC: Bureau of Justice Statistics. Available at 

http://www.bjs.gov/content/pub/pdf/lgcefy0511.pdf.  

Scott-Hayward, C. (2009). The Fiscal Crisis in Corrections Rethinking Policies and Practices. New York: 

Vera Institute of Justice. Available at http://www.vera.org/files/The-fiscal-crisis-in-

corrections_July-2009.pdf. 
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Module 3: Protecting the Safety and 

Security of Personnel and Agencies 
Time Allotted: 2 hours and 30 minutes 

Prior to coming to the training: 

 Review the section for this module in the Participant Manual to become familiar with activity 

sheets, etc. that participants will be using. 

 Review the Phase 1 assignment related to this module (see chart in the facilitator guide for an 

overview of all Phase 1 assignments).  You will have access to all Phase 1 assignments online.  

Use the link, username and password you are provided by NIC to access the assignments for 

review. 

 Review and become familiar with the list of Supplemental Resources at the end of this module.   

 Find and make approximately 5 copies of your agency’s critical or special incident protocol.  

(Note: As a Phase 1 assignment, participants also will be asked to locate and bring a copy of 

their department/agency’s critical or special incident protocol, if they have one.) [Note: NIC may 

have sample critical incident protocols for use during the training.  Check with the NIC contact 

to determine if they will be provided onsite.] 

Onsite: 

 Place 2 sheets of chart paper on each table with a colored marker and a roll of masking tape (for 

use in the Developing a Policy/Protocol for a Critical Incident small group activity).  

 Have chart paper, an easel, and a variety of colored markers at the front of the room in case you 

need them in the session. 
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Introduction (10 minutes) 

Show title slide 

  

Ask participants: 

 Is staff safety of significant concern for you, your staff, and agency?  

 In general, without going into specifics, what are some of the factors that you are concerned 

about that have an effect on the safety of your staff and agency? 

Note:  Among the factors that participants might identify include the rise in the number of felons under 

supervision, the impact of drugs, the availability and use of weapons, the increase of violent behavior, 

and overloaded services systems. In addition, research reinforces the need for officers to see individuals 

they supervise not only in the office but in the field and at their homes. This all contributes to the danger 

community corrections professionals face.   


Show learning objectives slide 

 

This module is designed to help you and your agency be better prepared to prevent and respond to 

officer safety and critical incidents. By the conclusion of this module you will be able to: 

• Identify data needed to inform policy and procedure related to staff and agency safety. 

• Identify issues to address when developing an agency protocol for responding to critical 

incidents. 

• Identify the role of the P/P Executive in responding to critical incidents. 
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• Outline issues to consider in office design and personal protection. 

• Identify the two primary types of staff trauma. 

 

Debrief of Phase 1 Assignment (5 minutes) 

Do You Know: Officer Safety and Critical Incidents 

Policy Inventory: Officer Safety and Critical Incidents 

Show Phase 1 assignment debrief slide  

 

As a Phase 1 Assignment, you were asked to complete (and bring to the onsite training) an activity sheet 

where you completed the “Answer” column on an activity sheet about the nature of officer safety and 

critical incidents that have occurred in your jurisdiction. You were also asked to complete column 2, by 

answering yes, no, or uncertain on a Policy Inventory activity sheet related to officer safety and critical 

incidents. Please take out your completed activity sheet. 

Note: Let participants know if they forgot their completed activity sheet, a sample can be found on pages 

35-38 of their participant manual. 

 


Ask participants:  

 After answering these questions on these activity sheets, do you feel like you are very prepared 

or not very well prepared to promote staff safety and respond to critical incidents? Why?  

Note: If asked, tell participants they will refer to these activity sheets again to complete the 3rd column 

later in this module. 
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Using Data to Inform Policy and Procedure (20 minutes) 

 

How Data Can Be Useful 

Show slide with how data can inform policy and procedure. 

 

Note: The PPT slide is set with animation so that each point will appear when you click the 

mouse/remote. Just show each point as you begin discussing it. 

Many agencies are using data to drive their policy decisions. Data can provide a very effective way to 

discern what your agency needs to do to be better prepared to address officer safety and security issues 

in your jurisdiction.  

First, data can help inform the agency of the type of incidents occurring. For example, data can 

demonstrate if there are multiple dog attacks experienced by officers or if staff is being intimidated or 

assaulted during home contacts. 

You may notice certain trends that will help you prioritize issues that need to be addressed with staff. 

Once you know what your problem areas or concerns are, you can use that data to help revise (or 

develop new) policy. 

Note: Throughout the discussion of identifying and using data, make sure you keep participants focused 

on data only as it relates to staff and office safety and critical incidents.  If the discussion veers off track, 

use your facilitation skills to direct them back to the topic of this module. 




Ask participants: 

 For example, if you had data that showed that the number of hazardous incidents occurring in 

the field during home visits had increased by 20% in your jurisdiction in the past two years, what 

are some possible responses you could make as an agency based on this data? 
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Note: Participants may have different ideas, but you want to make sure that the issue of having more 

than one officer participant in home contacts together can reduce chances of attack.  Studies have 

shown that officers reduce their chance of attack by 70% of they have one other officer present and 90 

percent with two other officers present. Policy could be revised regarding how many officers should 

conduct home contacts together and under what circumstances, etc. 


Ask participants: 

 Here is another scenario to consider.  What if the data shows that your officers have a high rate 

of being victims of dog attacks while conducting home contacts?  How could you address that 

issue demonstrated by the data? 

Note: Again, participants may have various ideas.  The one you are particularly looking for is if the data 

shows that dog attacks are a big problem, then information and tactics can be built into the agency staff 

safety training that focuses specifically on animal behavior and tactics that can be used to counter 

threatening animals.  

Addressing safety and security issues often requires training, special resources, or modifying or 

upgrading equipment, facilities, etc. Data can also be crucial in helping to justify the need for new 

resources/equipment or improvements to facilities that will enhance safety. 


Ask participants: 

 Do you have examples from where you work now, or where you have worked in the past, that 

illustrates how data has or could be used to justify new resources or improvements to 

equipment to enhance safety for staff? 

Note: If the participants don’t offer much information, you can use the following examples to illustrate 

how data can help in justifying resources. For example, one jurisdiction found that the baton scabbard 

was making it difficult to pull the batons out. A new synthetic material was used in place of the original 

scabbard. Similarly, incident reports and information received from discussions with staff revealed the 

OC spray holster was falling off of officers’ belts. One instance of this occurred in a defendant’s home 

during a visit. As a result, the agency decided to change to a belt loop style holster for OC spray instead.  

Note: The examples provided above are just samples from one jurisdiction (i.e., Maricopa County, AZ). If 

you have other examples based on other agency responses you have heard of or have experienced in 

your own agency that will illustrate these points, please feel free to use them instead. 

Data also provides key information to supervisors and administrators about staff needs related to critical 

incident secondary/vicarious trauma and stress management so that you can determine the most 
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effective ways to approach these issues in your agency (e.g., consultations, one-on-one, defusing, crisis 

management briefing).  

  

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

98 Facilitator Guide 

 


Ask participants: 

 Why might it be important to have data that provides insight around secondary/vicarious 

trauma and stress management issues among your staff? 

Note:  Among the ideas that participants could generate, make sure the need to maintain a healthy and 

productive workforce is mentioned, as well as the need to address and prevent turnover of good staff. 

 

Where Can You Get Data? 

Show the where can you get data slide 

 

You can obtain data related to safety issues by reviewing incident reports and having discussions with 

staff—particularly those involved in reported incidents. 

 


Ask participants: 

 How many of your agencies collect incident reports? What trends do your incident reports 

show? 

 How many of your agencies gather information on safety issues and incidents by seeking input 

directly from staff? How do you solicit the information from staff? What type of information do 

you seek?  

 What trends do staff reports show in your agency? Is information documented in a way that 

makes it easily accessible? 

Note: If participants have difficulty identifying trends in their agencies, brainstorm ideas for what data 

they would need to get information on trends and ways they can access that information. 
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Issues to Address in Critical Incident Protocols (60 minutes) 

show slide with critical incident images 

 

Critical or special incidents tend to be sudden and unexpected and can jeopardize a person’s sense of 

self-control, disrupt his or her beliefs, values, and assumptions about how the world works, and may 

include an element of physical and/or emotional loss. Just as critical or special incidents come in all 

varieties, reactions to these types of incidents are varied. In addition, reactions to critical and special 

incidents can involve a series of responses that start with the incident itself and may move through 

stages of disorientation, struggle, healing, coping, and a point of resolution.  

In general, critical or special incidents may result from a wide range of sources, such as fire, natural 

disasters, or human behavior. Other critical incidents your agency may experience include:  

 

 Extended loss of data connection/IT network. Building(s) may remain functional with no ability 

to access data. How will you complete mandated functions, access case management software, 

file court reports/forms, look up telephone numbers, etc.? 

 Death of an employee at the office (not work-related). 

 Active shooter in close proximity to a large probation/parole office. 

 Complete loss of an office for an extended period of time (i.e., due to fire, flood, etc.) and 

operations need to continue. 

 A sudden need to relocate residents/inmates at a residential or detention center because the 

existing site has been lost or is temporarily unsafe to occupy. 

 

Staff needs to be prepared to discuss operational, and community based issues we all may face.  

 


Ask participants: 
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 How does your agency define critical or special incidents? Is there another term used? 

Note: If your agency has a definition of a critical or special incident, then bring it with you to the training 

and share it with the group now. If your agency does not have an example you feel would be good to 

share, then a sample definition you could use from another agency is: CSOSA defines critical incident as 

any situation that forces a person to face vulnerability and mortality; or that potentially overwhelms his 

or her ability to cope; or pushes a person beyond his or her normal ability to deal with stress. (CSOSA is 

the Court Services and Offender Supervision Agency located in Washington, DC) 

 

Show policies and protocols should provide guidance on…slide 

 

Policies and protocol in response to critical or special incidents is intended to provide guidance related 

to (but not necessarily limited to): 

• How a critical or special incident is defined 

• How a critical or special incident is reported 

• How a critical or special incident is declared 

• How to respond on the scene 

• How to handle the media 

• Access to resources and programs for those directly affected and those indirectly affected (e.g., 

Employee Assistance Programs, Critical Incident Response Team) 

• Family Notification 

 

Individual Activity: Examination of Critical Incident Policy and Protocol (10 minutes) 

Show Individual Activity Slide 
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As part of your Phase 1 assignments, you were asked to bring a copy of your agency’s critical or special 

incident protocol. Take a moment to review your agency’s protocol. Turn to page 40 in your participant 

manual and answer the questions in the Individual Activity: Issues to Address in Critical Incident 

Protocols. You will have five minutes for your individual work. Afterwards, we will debrief together as a 

larger group.  

Activity Debrief 


Ask participants: 

 Who felt their agency’s critical incident policy/protocol is in good shape based on what we’ve 

discussed in this section of the course?  

 Who felt their agency’s policy/protocol needs some work?  

 What type of concerns do you have about your current policy that you want to address when 

you return to your office? 

Note: Try to spend less than five minutes on the individual activity debrief. Participants will delve deeper 

into this subject in the next small group exercise. 

 

Small Group Activity: Critical Incident Response (45 minutes) 

Show small group activity slide 

 

In this small group exercise, you are going to be given a scenario related to a critical incident. Your task 

is to determine what protocols would be appropriate to put into place in response to incidents like the 

one described in the scenario. It is likely that the way in which your individual agencies would respond in 
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this type of scenario will vary. Discuss your different approaches briefly and then come to a consensus 

on a suggested protocol for the purposes of the activity. 

Turn to page 41 in your participant manual. You will have 15 minutes to outline a response protocol. 

Record your protocol on chart paper. Assign one member of your group to report out to the larger 

group. 

Note: Split the participants into groups of 3-4 individuals. Assign each group one of the scenarios (assign 

using the scenario #) on page 42 of their participant manual. Scenarios include: 

• You receive a call that an officer has been assaulted by a probationer during a home visit. 

• A parolee or probationer gets into an altercation with another probationer/parolee in the 

waiting room. As a result, one of them gets a deep cut on their head. 

• A tornado touches down and causes severe damage in a housing project in which many of the 

probationers or parolees live. 

• After a period of torrential rain and damaging winds during the overnight hours, the town in 

which you reside and work experiences extensive flooding. The probation or parole office has 

approximately one foot of standing water throughout the office. Four of the ten officers who 

work in your town have flooding in their homes. Some of the neighborhoods where probationers 

or parolees live have also been flooded. 

• A family member of a probationer pulls a gun on one of your officers while he is on a home visit. 

• When leaving a neighborhood after a home visit, a parole officer is shot at and pursued in a 

vehicle by two unknown men. The chase ends when the officer crashes his car into another car in 

an intersection about five miles from where the chase began. 

• Extended loss of data connection/IT network.  Building(s) remain functional but no data 

connection available.  

 

Activity Debrief 


Ask each person assigned to be the reporter for their group: 

• What scenario did your group have? 

• What was the protocol you came up with? 
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Note: During each group debrief, point out elements discussed earlier in the lesson that they included in 

their response. Note any element that may be missing that would be important to include. For example, 

if it has not been addressed, point out the value of mixing different levels of staff in safety training so 

that they are familiar with having staff, supervisors, and managers working together when a crisis hits. 

Try to limit the activity debrief to 15 minutes. 

Recommendation to participants: Read General Office Design Guidelines  

 

There are several resources available to provide guidance to agencies on issues related to safe office 

design. For example, New Approaches to Staff Safety, published by NIC has a section specific to safety in 

the office. 

In addition, the American Probation and Parole Association published a position paper in 2011 to serve 

as a planning guide and resource for community corrections administrators, supervisors and their design 

professionals to use as they work to enhance safety and operations. You can find links to these and 

other resources in the Supplemental Resources section for this module in your Participant Manual. 

 

 

The Personal Impact of Working within Probation and Parole (20 

minutes) 

Show Types of Trauma slide 

 

Trauma: The Personal Impact of Working within Probation and Parole 

You cannot adequately discuss officer safety and security planning without acknowledging the issue of 

trauma that officers experience from working with criminal/delinquent individuals and victims of crime. 
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Types of Officer Stress and Trauma 

There are 2 types of trauma: 

1. Primary trauma. Primary trauma is direct trauma imposed on a specific individual that was targeted. 

This can include officer assaults, receiving threats of physical harm/death, stalking of officers, being 

attacked by animals, false accusations of criminal/unethical conduct, being named in a lawsuit, etc. 

2. Secondary/vicarious trauma is an indirect type of trauma or compassion fatigue. It can be caused by 

exposure to pain and suffering of others, reading police reports, interviews with victims, assessing 

criminal and social histories, witnessing to dysfunctional lives and deplorable living conditions, 

experiencing the violent death of a probationer/parolee or death of a co-worker. The person who 

experiences secondary/vicarious trauma hasn’t been targeted specifically, but is exposed to 

traumatic situations by the nature of what they do for a living. 

 


Show Effects of Trauma on Staff slide 

 

Ask participants: 

 What are some of the effects that primary trauma has on community corrections staff? 

 What are some of the effects that secondary/vicarious trauma has on people? 

 What are some of the effects of trauma on executive staff? 

How does it affect supervising offices? 

Note: Chart responses and compare the lists. There will likely be many common effects for each type of 

trauma. Some example effects people may come up with include: difficulty in relationships; boundary 

issues, increased anger, sadness, and distress; challenges to faith/spirituality; distrust; cynicism; loss of 

empathy; intrusive imagery and disturbing thoughts.  




Ask participants: 
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 What are potential consequences when staff trauma is not addressed? 

 What are some of the potential consequences when trauma you experience as an executive is 

left unaddressed? 

 How do you know when you need a vacation or a break? 

 

Note: Responses may include high staff turnover rate, negative office culture, unhealthy staff, staff who 

take more vacation and sick time, decreased proficiency at work, etc. 

 


Show How Can Agencies Respond…slide 

 

Ask participants: 

 How can agencies respond more effectively to primary and secondary/vicarious trauma 

experienced by their staff? 

Note: Ideas may include Employee Assistance Programs, Critical Incident Response Teams, debriefing 

sessions, caring attitude among administrators and supervisors, policies and procedures to address the 

issue, challenge attitudes that promote that staff should be tough, etc. You should be prepared to share 

examples of responses that your agency uses or other agencies use that that are good. 

 

Show slide of books 

 

Vicarious/secondary trauma is a topic that we encourage you to learn more about on your own. NIC has 

helpful resources (some of which are listed in the supplemental resource section of this module), 

including a two-part webinar titled “The Corrections Profession: Maintaining Safety and Sanity.”  
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Show slide of Michelle Obama in the garden 

 

 

Officer Wellness 

One useful response to the increasing awareness of the high levels of compassion fatigue in corrections 

is the development of officer wellness programs and resources. Your agency culture could provide 

education and support for maintaining psychological and physical health and reducing stress. For 

instance, staff could be encouraged to do the following: walk during breaks, take advantage of health 

maintenance subsidies, learn about the need for good nutrition, fitness, sleep, and satisfying 

recreational activities.  

 

Individual Activity: Action Planning (15 minutes) 

 

Show individual exercise slide 

 

We’ve talked about a variety of issues related to protecting the safety and security of personnel and 

agencies. You will now have an opportunity to fill in the third column on the activity sheets you began as 

a Phase 1 assignment. Take your activity sheets back out. 

For those questions or items you didn’t have an answer for or said “no” you don’t have, take a few 

moments to write down some next steps for how you might go about reviewing and addressing those 

issues when you get back to your agency. You will have about 10 minutes to work on your action plan. If 

you don’t finish in the time allowed, we recommend you complete it during some of your free time 

BEFORE you leave the training session to return home.  
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Ask participants: 

 Can someone share one thing that you plan to do when you get home to address officer and/or 

agency safety?  

Note: Encourage at least 3-4 people to share before concluding the module. 
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Conclusion (2 minutes) 

Show module summary slide 

 

In this module you received information and engaged in group and individual activities to help you gain 

a better understanding of how you and your agency can be prepared to prevent and respond to officer 

safety and critical incidents. Specifically, you learned about the type of data that can be useful in 

informing policy and procedure related to staff and agency safety and where the data can be obtained. 

You also practiced developing a protocol for responding to a critical/special incident and discussed the 

role that you, as a P/P Executive assume in responding to critical or special incidents. You also were 

provided some information on what to consider in office design to improve safety and security. You 

were given an opportunity to reflect on what you learned and write some “next steps” for improving 

officer and agency safety and security when you return home to your jurisdiction. Finally, the group 

engaged in a large group discussion about the two types of trauma that staff encounter in community 

corrections. You had a chance to dialogue with your peers on effects, consequences, and strategies for 

addressing staff trauma. 

Note: Remind participants that there is a list of supplemental resources related to this module on pages 

44-45 of their participant manual. 
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Supplemental Resources 

American Probation and Parole Association (2011). Guidelines for safe office design. Position Paper. 

Available at http://www.appa-net.org/eweb/docs/APPA/stances/ps_GSOD.pdf. 

American Probation and Parole Association. (2009). Preventing and responding to corrections-based 

sexual abuse: A guide for community corrections professionals. Lexington, KY: Author. Available 

at www.appa-net.org/eweb/docs/APPA/pubs/PRCBSA.pdf. 

American Probation and Parole Association. (2005, July). APPA position statement and model policy on 
employee-involved domestic violence. Available at http://www.appa-
net.org/eweb/Dynamicpage.aspx?site=APPA_2&webcode=IB_PositionStatement&wps_key=053
e5f95-0620-4cf5-84f0-ebd2b058ef66. 

American Probation and Parole Association. (1993, January). APPA Position statement on staff safety 
standards. Available at http://www.appa-
net.org/eweb/Dynamicpage.aspx?site=APPA_2&webcode=IB_PositionStatement&wps_key=a36
461e8-6aad-4d75-8f5e-da36768b5cf8. 

Association of State Correctional Administrators.  (2001). Draft policy on responding to workplace 
violence & staff victimization.  In Action Partnerships for Corrections-Based Victim Services: 
Policy Manual for Victim Service Programs in State Correctional Agencies. Available at 
www.asca.net/system/assets/attachments/2079/victimsservices-1.pdf?1296150837. 

Denhoff,M., & Spinaris, C. (2014). Theoretical process model  of corrections fatigue. Washington, DC: 

National Institute of Corrections.  Available at 

http://nicic.gov/downloads/files/web140130_corrections%20fatigue%20model%20attachment.

pdf. 

Finn, P. & Kuck, S. (2005). Stress among probation and parole officers and what can be done about it 

(NCJ Report No 205620) Washington, DC: National Institute of Justice. Available at 

https://www.ncjrs.gov/pdffiles1/nij/205620.pdf.  

Force Science Institute, Ltd. (nd). New sprint study: Are you prepared for this offender speed?  Force 

Science News #239.  Available at http://www.forcescience.org/fsnews/239.html. 

Jeffries, K. C., & Nickell, L. (2011).  Think first. Perspectives, 25(4), 84-94.  Available on the online private 

community. 

Kennealy, P., Skeem, J., Manchak, S.,  Louden, J. (2012). Firm, fair, and caring officer-offender 

relationships protect against supervision failure. Law and Human Behavior, 36(6), 496-505. 

Lewis, K. (2013). Secondary trauma: The personal impact of working with criminal offenders. 

Perspectives, 37(1), 51-63.  Available on the online private community. 

Lewis, K.R. Lewis, L. S., & Garby, T.M. (2012). Surviving the trenches: The personal impact of the job on 

probation officers.  American Journal of Criminal Justice, 38(1), 67-84. 

Lopez, J. (2014). How correctional professionals can keep corrections fatigue at bay.  Discover 

Corrections Blog.  Available at http://www.discovercorrections.com/blog/How-Correctional-

Professionals-Can-Prevent-Keep-Corrections-Fatigue-at-Bay. 
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Masotta, M. (2011). Vicarious traumatization: A guide to recognizing, responding to, and preventing a 
serious consequence of providing mental health care in jails, prions, and community corrections. 
Corrections & Mental Health: An Update of the National Institute of Corrections.  Available at 
http://community.nicic.gov/blogs/mentalhealth/archive/2011/03/11/vicarious-traumatization-
a-guide-to-recognizing-responding-to-and-preventing-a-serious-consequence-of-providing-
mental-health-care-in-jails-prisons-and-community-corrections.aspx. 

National Institute of Corrections. (2014). The corrections profession: Maintaining safety and sanity.  2-

part webinar series.  Available at http://nicic.gov/training/web140130.  

National Institute of Corrections. (2016). Corrections Stress: Peaks and Valleys – Internet Broadcast. 

Available at: http://nicic.gov/library/032605. 

National Institute of Corrections. (n.d.). Leadership in times of critical incidents.  An e-learning course.  

Available at http://nicic.gov/training/jwbt01.  

National Institute for Occupational Safety and Health. (2006, September). Workplace violence 

prevention strategies and research needs. Washington, DC: U.S. Department of Health and 

Human Services. Available at www.cdc.gov/niosh/docs/2006-144/ . 

Petrowski, T. D., (2002). Use of force policies and training, a reasoned approach (Part 2). The FBI Law 

Enforcement Bulletin 71(11), pp. 24-32. 

Spinaris, C., (2013). Occupational exposure to primary and secondary trauma in corrections. Available at 

http://www.corrections.com/news/article/31682-occupational-exposure-to-primary-and-

secondary-trauma-in-corrections http://www.corrections.com/news/article/31682-occupational-

exposure-to-primary-and-secondary-trauma-in-corrections  . 

Teharni, N. (2011). The Incidence of Secondary Traumatic stress in workers dealing with traumatizing 

materials, victims, and perpetrators.  In Tehrani, N. (Ed). Managing Trauma in the Workplace. 

(pp. 100-114). New York: Routledge.  

Thornton, Robert L. (2003, March). New approaches to staff safety. 2nd ed. Washington, DC: 

U.S. Department of Justice, National Institute of Corrections.  Available at 

https://s3.amazonaws.com/static.nicic.gov/Library/011356.pdf. 

The University of Iowa Injury Prevention Research Center (2001, February). Workplace violence: A report 

to the nation. Available at: www.public-health.uiowa.edu/iprc/resources/workplace-violence-

report.pdf. 
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Module 4: Managing the Message 
Time Allotted: 1 hour and 40 minutes 

Preparation 

 Review and become familiar with all the resources in the Supplemental Resources section of this 

module. 

 Review the Managing the Message section of the participant manual to become familiar with 

activity sheets, notes participants will be asked to take, etc. 

 Become familiar with the Backseat Drawing Game. 

 Review CC Marketing Strategies (http://ccmarketingstrategies.org/) and the National Branding 

Initiative sections of the APPA Website (http://www.appa-

net.org/eweb/DynamicPage.aspx?WebCode=VG_NationalBranding) and complete the Phase 1 

assignment that participants are asked to complete.  This will become your “answer key” for the 

Phase 1 activity debrief in this section.  You will also become familiar with other resources you 

can direct participants to.  You will have access to all Phase 1 assignments online.  Use the link, 

username and password you are provided by NIC to access the assignments for review. 

 Review the SOCO Individual Activity and Role Play dyad activity. 

 

Onsite 

 Make sure equipment is set and ready. 

 Have chart paper and a variety of colored markers at the front of the room in case you need 

them in the session. 
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Introduction (20 minutes) 

 

 

Show title slide 

 

This module is about how to manage your message. We will be talking about what is involved in creating 

an overall communication plan for your agency and discussing how you can craft a message to be more 

prepared when dealing with the media or when you need to make a point to some other entity about 

your needs (e.g., funder). 

 

Game: Back Seat Drawing 

We are going to start with a game. In this game, I need 2 volunteers. One of you will draw an object 

based solely on instructions provided to you by the other volunteer. As the volunteer attempts to draw 

the object on the chart paper at the front of the room, the rest of you in the audience should attempt to 

identify the object being drawn. 

Note: Show the volunteer who will be providing instructions the name of the object that you want them 

to explain. You can choose any object you feel would be suitable (e.g., airplane, movie reel, fork, etc.). As 

the person provides instructions, they cannot say any keywords that would give away the name of the 

object being drawn. The person doing the drawing cannot ask any questions. 

You can see from what just happened in this exercise, that in communication, when you are relying 

heavily on verbal cues to try to understand something, you can jump to conclusions when you don’t 

have all the information. It also can be very easy to misinterpret the true intent when the message is 

translated by someone in the middle. Failure to communicate effectively could have significant 

ramifications. 

An administrator could lose their job. 

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

113 Facilitator Guide 

Alternative way to conduct this exercise:  Have participants work in pairs.  Have them sit back to back in 

their chairs.  One person will choose an object to describe and the other person will draw the object 

based on the verbal instructions by their partner.  The person doing the drawing cannot ask any 

questions. Allow 1 minute for the instructions.  When time is called, find out how many people were able 

to draw what their partner intended.   


Ask participants: 

 How they would have steered the person drawing the object? 

 

Show slide with the compass on it. 

 

Everyone can see the same topic from different perspectives and give different direction. While all 

opinions have value; when you are attempting to gain support for an initiative, a common message and 

clear direction are critical components. 

In this module, we will be talking about managing the message—or strategies for communicating with 

external stakeholders, with an emphasis on talking to the media. 

Show learning objectives slide 

  

Specifically, by the conclusion of this module, you will be able to: 

• Identify elements of a strategic communications plan. 

• Identify the role that various types of media play for your agency. 
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• Frame successes and challenges faced when getting your message out via the media or other 

means. 

• Develop a Single Overriding Communication Objective (SOCO) that you can use with the media.  

• Outline next-steps in creating or refining personal/agency communication plans. 

Phase 1 Assignment Debrief: CC Marketing Strategies/National Branding 

Initiative (10 minutes) 

Show Phase 1 Assignment slide 

  

Prior to coming to this onsite training, you were asked to review the CC Marketing Strategies and the 

National Branding Initiative sections of the APPA website and complete a scavenger hunt-type activity 

sheet. You were asked to bring that activity sheet with you. 

 


Ask participants: 

 Referring to your completed Scavenger Hunt activity (an extra blank copy of the activity sheet is 

on pages _____ of your participant manual), what were some of the key points or helpful 

resources that you found on that site that you think you could use to market/promote your 

agency or help you communicate more effectively with the media? 

Note: Take about 10 minutes to engage in a discussion of what they discovered on that site and, where 

helpful, chart participant responses about key points/resources they identified. 

Types and Roles of Media (10 minutes) 


Show Types of Media slide 
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As you can see on the slide, there are a variety of types of media that provide information and news 

related to probation or parole.  

• Local or regional newspapers, television, radio stations 

• Wire services, such as the AP, Reuters, Bloomberg News, Dow Jones Newswire 

• National publications (e.g., Time, Newsweek, US News and World Report) 

• National newspapers (e.g., The Wall Street Journal, USA Today, The New York Times) 

• Radio or television networks or news services (e.g., CNBC, CNN) 

• Trade publications (e.g., Perspectives, Journal of Offender Monitoring, Federal Probation) 

• Social media (e.g., Facebook, Twitter, LinkedIn) Some probation and parole 

departments/agencies have Public Information Officers (PIO) or their equivalent to handle the 

majority of the media inquiries and to promote the department/agency through various media 

outlets. 

 


Ask participants: 

 Does your agency have a public information officer (PIO)? 

 If so, what role has the PIO had in supporting the agency’s position? 

 If not, who is responsible for handling media inquiries? 

 Who is responsible for talking with key stakeholders that provide needed resources to your 

department/agency (i.e., funder) about the department/agency’s needs? 
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Key Components of a Strategic Communication Plan (5 minutes) 

Show communication plan slide 

  

When beginning to think about how to manage your message within your agency overall, you should 

begin developing a communications strategic plan. When developing a communication plan, you need 

to: 

1. Establish the goal you are trying to achieve through a communication plan. 

2. Identify and profile specific audiences to target with your communications initiative. 

3. Develop messages (which we will be talking about more in a few minutes) that will provide 

information about the issue you are addressing and compel the target audience to think, feel, or 

act. 

4. Select communication channels through which you can convey your message to the target 

audiences. 

5. Choose activities and materials that will carry your methods (e.g., news conference, news release, 

radio talk show, op-eds, web pages, social media, etc.). 

6. Establish partnerships with groups, organizations, or businesses that may exist that would aid you 

in reaching your goal by providing funds, expertise, support or other resources. 

7. Develop an action plan for implementation (e.g., activities, steps/tasks, staffing/resource needs, 

target completion dates or benchmarks) 

8. Develop a method for measuring the results of your communication plan. Evaluate and make mid-

course corrections, as needed. 

The W. K. Kellogg Foundation has a template that you can download that will walk you through these 

elements that need to be considered when crafting a strategic communications plan. The link to that 

resource is in the supplemental section of your participant manual for this module. We don’t have time 
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to go into detail about this during this training event. Our main goal was to provide you with the basic 

elements of a strategic communications plan so you would be familiar with the concept, if you aren’t 

already; and provide you with some supplemental resources that you can use when you get home to 

work on this in more depth. 

Note: Know your audience, if the room is mostly supervisors, shift the discussion to that of a middle-

management perspective.  

If your department/agency has a PIO, that person will more than likely be responsible for putting the 

strategic communication plan together. However, as the department/agency executive, you need to 

make sure that you build and maintain a solid relationship with the PIO and work in partnership with 

this individual to help formulate the message(s) being sent out. 

As a supervisor, you are a key point of contact in communicating with staff. You want to make sure the 

everyone is communicating the same thing. Agree on the message with the executive, and then relay 

the message to staff via email, in staff meetings, and individually. Consider the implications that the 

situation itself has on staff, and how the message might be perceived by staff. Is there a potential or 

perceived impact on their workload, reason to question leadership and each other? Will individuals 

under supervision ask questions of behave differently? Address any issues with staff, and bring them to 

the attention of the executive and the PIO.  

 It is imperative that the department/agency’s overall message be thought through from numerous 

perspectives for it to have any validity. 

Developing and Using a SOCO (50 minutes) 

 

What is a SOCO? (2 minutes) 


Show SOCO slide 

  

When you want to get your message across to the public, funders, legislators, etc. it is key to have a 

concise and clear message about what you want to communicate. For those with a PIO, you have an 
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advantage because that person can help develop the SOCO. But it is important that you be involved so 

that it is a unified and cohesive message that represents what you want to highlight and promote. 

A SOCO is a brief statement of the single most important message you want to get across during your 

communication. Your ability to stay “on message” is directly related to the clarity of your SOCO and the 

amount of preparation and practice in which you have engaged. 

Powerful, effective and compelling communications require a meaningful and lasting message as a 

foundation. In order to make your message meaningful, it must highlight the impact of your program 

has on public safety. In order to make it lasting, it needs to be told as a story, with both facts and 

feelings. All supporting information you provide in your message should relate to the SOCO and help 

clarify or add depth to the SOCO. 

Key elements of a SOCO (3 minutes) 

Show key elements of a SOCO slide 

 

Key elements of a SOCO: 

• Identify what you want to accomplish through the outreach (key point or objective). 

• Choose 3-4 facts or statistics that you want people to remember that support your message 

• Identify the main audience that you want your message to reach. 

• What is the ONE thing (message) you want the audience to know about your agency, program or 

initiative. 

• Name and contact information for person in your office who will be the contact for media (e.g., 

PIO). 

 

Individual Activity: Develop a SOCO (10 minutes) 

Show individual activity slide 
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On page 55 of your participant manual, you will see a sample SOCO developed by the CDC and a copy of 

two blank SOCO worksheets. Instructions: Use one of the blank SOCO worksheets on page 56 to develop 

a SOCO for one or both of the following scenarios: owing scenarios: 

Proactive Scenario: As part of a comprehensive incentives and sanction program, convince a 

stakeholder to embrace and apply rewards such as gift cards. Some things to consider: who are the 

potential stakeholders? Internal (PPOs), External (tax payer, victims, moral majority)? Possible 

challenges: may seem inequitable (the department gives them money, when I can hardly feed my family  

on this salary?). “But they're criminals! why should they get rewarded for something they should be 

doing anyway?" 

 

Reactive Scenario: A parole officer is found to have been engaged in a sexual relationship with an 

individual on their caseload, and then falsifying documents in order to shorten their probation period. 

Some things to consider: who is the potential stakeholder (the public, media, victims, judicial authority, 

agency authority)? What is the message (policy review, public response)?  

Note: The other blank SOCO worksheet is for them to use when they return home if they want. 

You will be using your SOCO worksheet in the next activity to practice this communication technique.  

You will be given 10 minutes to work on your SOCO worksheet.  If you want to discuss ideas or get 

feedback, talk with your fellow participants or signal for an instructor to come talk with you. 

Dyad Activity: SOCO Role Play (Delivering Your Message) (35 minutes) 

Show dyad activity slide 
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As we discussed earlier, there are many methods for getting your message out to your target audience. 

In this section, we will focus on the SOCO you developed in the last exercise. 

For this activity, you will work in pairs.  You will do the role play twice so that both participants can 

practice using their SOCO in a mock interview. 

Note: Tell participants they can find instructions for the Role Play on page 58 of their participant manual. 

Using the notes below, review the instructions with them. 

Instructions for the Role Play: One person should be the stakeholder (this should be decided jointly) and 

the other be the person communicating the SOCO (agency representative). The role play should be 

conducted as an interview.  As the agency representative relays the message, the stakeholder should ask 

clarifying or follow up questions that they think might be asked in a real situation.  The person 

communicating the message should remember to continually refer back to their SOCO when answering 

questions.  The participants will switch roles and possibly partners and repeat the exercise.  

Note: Allow 5 minutes for the first round of mock interviews. 

 

Activity Debrief 


When you call time, ask those who assumed the role of the communicator (agency representative) in 

the role play: 

 Did preparing a SOCO about the issue in advance help you talk about the issue more effectively? 

Was it difficult to stay on message? 


Tell participants to switch roles and begin the second round of Role Plays. Same instructions apply to 

this round that applied to the first.  

Note: Allow 5 minutes for the next round of mock interviews. 

 


When you call time, ask those who assumed the role of the executive in the role play: 

 Did preparing a SOCO about the issue in advance help you talk about the issue more effectively? 

Was it difficult to stay on message? 
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Conclusion (5 minutes) 

 

Individual Activity: Action Plan (1 minute) 

 

Show individual exercise slide 

  

On page 57 of your participant manual, write down 3 things you need to do when you return home to 

either create a communication plan (if you don’t have one) or refine a communication plan (if you do 

have one). 

Concluding Remarks (1 minute) 

Show conclusion slide 

 

In this module, you were introduced to the purpose and key elements of a strategic communications 

plan for your agency. You also were provided with resource information that you can use when you 

return home to craft a strategic communication plan. You engaged in a discussion about the role and 

effects (successes and challenges) that various types of media have on probation and parole agencies as 

well as the role of the public information officer (PIO) within your agency.  

You also learned how to develop a Single Overriding Communication Objective and had an opportunity 

to practice using your SOCO to encourage a key stakeholder to provide you the necessary resources to 

support a new program/initiative.  

Note: Remind participants they can find supplemental resources for this module on page 60 of their 

participant manual. 
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Ask participants if they have any additional questions prior to moving to the next module. 

Supplemental Resources 

 

American Probation and Parole Association. A force for positive change: Turn key kit. Lexington, KY: 

Author. Available at http://www.appa-

net.org/eweb/Resources/National_Branding/AFORCE_TurnKeyKit.pdf  

American Probation and Parole Association. National Branding Initiative. Lexington, KY: Author. 

Available at   

http://www.appa-

net.org/eweb/Dynamicpage.aspx?webcode=Announcement_Resources&wps_key=8df8d74d-

a9e3-4356-8454-e02ac1361354  

American Probation and Parole Association (n.d.). Media Interview Guide: http://www.appa-

net.org/eweb/Resources/National_Branding/AFORCE_MediaInterviewGuide.pdf  

Fehr, L. (2008). Case study in crisis communications. Handout used in Being Ready to Battle Bad Publicity 

Arising from Community Reentry Incidents. Workshop presentation at the American 

Correctional Association Conference, August 9, 2008. Available at http://www.appa-

net.org/CCMarketing_Strategies/resources/Case_Study_Crisis_Communications.pdf  

American Probation and Parole Association. Community Marketing Strategies Website.  Available at 

http://ccmarketingstrategies.org/ 

Coombs, W. T. (2012). Ongoing crisis commmunication: Planning, managing and responding. Thousand 

Oaks, CA: SAGE Publications, Inc. 

Fearn-Banks, K. (2010). Crisis communciations: A casebook approach. New York, NY: Routledge. 

Fink, S. (2013). Crisis communications. New York, NY: McGraw-Hill. 

Mancini Billson, J., Cebula, N., Lantz, T., Ritter, E., & Ward, T. (2012). APEX Resources Directory Vol. 2  

(see Chapter 3: Communication Plans), Washington, DC: National Institute of Corrections.  

Available at http://nicic.gov/Library/025303.  (consider including as a handout?) 

National School Public Relations Association. Sample outline for a strategic communication action plan.  

Available at http://www.nspra.org/files/docs/Sample%20Communication%20Plan.pdf  

Oregon Department of Transportation. News media workshop: The basics of building good relationships 

with the media. Available at 

http://www.oregon.gov/DAS/LO/docs/newsmedia_handout_oct09.pdf 

W.K. Kellogg Foundation. Template for strategic communications plan. Available at 

http://www.wkkf.org/resource-directory/resource/2006/01/template-for-strategic-

communications-plan   
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Module 5: Leading Teams and Other 

Collaborative Efforts  

Time Allotted: 2 hours and 30 minutes 

Preparation 

 Review and become familiar with all the resources in the Supplemental Resources section of 

this module. 

 Scan chapter 5: Team Development Guide in the APEX Resources Directory, Volume 2 (link in 

the supplemental resources section of this module) 

 If available review Lencioni’s book Five Dysfunctions of a Team.  If you don’t have the book, 

you can Google Lencioni’s work Five Dysfunctions of a Team and read about it. 

 Review the section of the participant manual for this module to become familiar with 

activity sheets, notes participants will be asked to take, etc. 

 Review the Phase 1 assignment(s) related to this module (see chart in the facilitator guide 

for an overview of all Phase 1 assignments).  You will have access to all Phase 1 assignments 

online.  Use the link, username and password you are provided by NIC to access the 

assignments for review.  

 Review the Pipe Cleaners exercise.  Bring enough pipe cleaners to the training so that each 

participant can have 3 each. [Note: NIC may have pipe cleaners available for use during the 

training.  Check with the NIC contact to determine if you will need to bring these or if they 

will be provided onsite.] 

 Puzzle Game: Review the instructions and facilitator notes for the puzzle game.  Bring a 

child’s puzzle that contains at least the same number of pieces as the number of 

participants.  Puzzles around 48 pieces generally work well unless you have more than 45 

participants. [Note: NIC may have a puzzle available for use during the training.  Check 

with the NIC contact to determine if you will need to bring a puzzle or if it will be provided 

onsite.] 

 

Onsite 

 When participants are not watching, give one of the puzzle pieces from the puzzle you brought 

to one of the other instructors and ask him/her to “hide” it by putting it in a pocket or briefcase 

where other participants cannot see it.  Let him/her know they cannot reveal the missing piece 

until one of the participants specifically asks them for it.  They cannot respond to a general call 

for “Who has the missing piece?” 

 Place pipe cleaners in the middle of each table (enough so that each participant will have 3 pipe 

cleaners). 

 Make sure equipment is set and ready. 
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 Have chart paper and a variety of colored markers at the front of the room in case you need 

them in the session. 

 Place two pieces of chart paper, a colored marker and masking tape on each table. 

 Test any videos you may be planning to use the morning of the training to assure it will play and 

that you have the appropriate sound level. 

 Prepare for the Team Building exercise by creating four paper chart sheets with “Forming; 

Storming; Norming; Performing; and Adjourning” on each sheet. 
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Introduction (5 minutes)  

Show title slide 

  

Probation and parole professionals engage in a wide range of working relationships with other 

individuals and agencies.   

Show learning objectives slide 

  

Learning Objectives 

In this module, we will be focusing on issues around interagency and intra-agency collaborations, as well 

as teams.  Specifically, by the conclusion of this module, you will be able to: 

• Identify why collaboration is important. 

• Use a mapping tool to identify and prioritize stakeholders for an initiative 

• Identify when to use a team approach  

• Classify the stages of team development to assess current conditions 

• Define the five dysfunctions of a team 

• Describe techniques for building successful teams 

• Create a strategy to problem-solve team building 

• Describe barriers and strategies to effective intra- and inter-agency collaboration  
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Game: Puzzle Game 

Show group activity: puzzle game slide 

 

Note: Provide a piece of the puzzle to each participant in the room (minus the one that you gave to one 

of the instructors). If you have extra pieces, just give the extra pieces to some of the participants. Some 

people may have more than one piece of the puzzle. 

Instructions to participants (the point is to make your instructions minimal): 

Each of you should have at least one piece of a puzzle. You have five minutes to assemble the puzzle. On 

your mark, get set, go!  

NOTE: What to Watch for as a Facilitator:  While participants are playing the game, observe how 

participants organize (or don’t organize) to start putting the puzzle together. Make note of: 

• Who takes the lead and starts trying to organize the initial chaos and what strategy they used to 

try to organize the effort? 

• Who/how many stay working on the puzzle until it is finished? 

• Who/how many leave after they’ve put in their piece of the puzzle? 

• If anyone asks to see the lid to the puzzle box to see what the completed puzzle looks like, show 

it to them (you shouldn’t show them this or tell them what the puzzle picture is until they ask you 

for it)? 

• What happened when they realized a piece of the puzzle was missing? Who gave up and 

assumed it was a faulty puzzle? Who went on a search? How did they conduct their search? How 

long did it take for them to ask the instructor who had the piece if he/she had it? Did people 

“dropping out” of the search when it became more difficult affect the process in anyway? 

 

Game Debrief 
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Use the interactions that you observed and ask the participants to reflect on what they observed during 

the game to facilitate a discussion that will bring out the following key points: 

• When some type of initiative is beginning, there is often chaos (for a few seconds, when the game 

began, people didn’t know what to do first. There was little instruction provided). 

The administrator is responsible for providing direction to reduce the amount of time spent in the 

“forming” stage of the initiative. 

• Inherently, leaders emerge and a plan is put into place (given the minimal instruction, someone or a 

group of people had to take charge and start to make sense of what needed to be done and put a 

plan into place for getting the puzzle assembled). 

The administrator should look for the emerging leaders and maximize their position to support 

the initiative. 

Why Collaborate? (10 minutes) 

Show slide with woman and what’s your preference question. 

 


Ask participants to: 

 Stand up if your personal preference is to work collaboratively with others on a task.  Stay 

seated if your personal preference is to work independently.  (NOTE: Let them know that there is 

no right or wrong answer to the questions, it is purely a personal preference.  Ask them to 

remain standing or seated.) 

o For those of you who are standing up, why do you like to collaborate? 

o For those of you who stayed seated, why do you like to work independently?  

Note:  Participants can now sit down for the remaining questions. 

Ask participants: 

 What does collaboration mean to you? 

 As a leader of a department or agency, why is it important to effectively collaborate? 

 Do you think the level of collaboration expected in today’s work environment has increased or 

decreased in the last 10-15 years?  Why? 
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Note: Some participants may indicate they want to collaborate because they thrive on interaction with 

and ideas from others when trying to solve a problem or develop something. Others may be more 

comfortable with working in relative isolation. They prefer to control the product and feel that involving 

others—especially lots of other people—will just bog them down and muddy the waters. Others may 

have trouble deciding whether to stand or sit at the beginning of your questions. They will likely say “it 

depends” and they can go with the flow—whichever they have to do in a given situation. 

For those participants who are not as comfortable collaborating, this can be a difficult time to be leading 

and managing a community corrections agency. The reality is that collaboration has always been a part 

of what we do, but it seems like the need for collaboration and the level of collaboration expected in 

today’s work environment has increased significantly. 

How You Collaborate with Others  

Show slide of puzzle table 

  


 

Group discussion: Ask participants to work at their tables for a few minutes and answer the following 

question.  

 How do you collaborate with others? 

Debrief: Ask one person from each table to share their responses and write them on flipchart. 

Acknowledge that the way they interact with individuals involved in these relationships will vary based 

on the type of work and the role that they/their agency plays in the effort. 

The Leader’s Role 

Show slide with the lighted mirror 
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In other modules, we’ve asked you to consider what your role is as a “leader” in various situations. So…if 

you are leading some type of collaborative or other stakeholder partnership, what do you think your 

role would be? 

Note: Chart responses as they are given.  Look for participants to identify the following types of roles: 

• Define a clear purpose and common vision 

• Look for win-win strategies 

• Identify collaborators, engage them as members and define their roles/responsibilities 

• Have a written plan, with data-driven measures and a timeline 

• Create accountability and maintain healthy communication pathways 

• Nurture respect and foster integrity 

• Define financial responsibilities and resources needed 

• Assess the environment and create problem-solving 

(NOTE: Additional talking points found in Appendix A: Essential Elements of Collaboration on page 5/6 of 

“Implementing Evidence-based Principles in Community Corrections: Collaboration for Systemic Change 

in the Criminal Justice System.) 

Establishing and Maintaining Stakeholder Relationships (20 minutes) 

Identify Stakeholders 

Show identifying stakeholders slide 

 

One key element to effective collaborative relationships is selecting the RIGHT individuals who need and 

want to be involved; those who are motivated and have something of value to add to the work.  
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It is likely that given the position you are in and the path you’ve traveled to get there, you have been in 

situations where you had to identify stakeholders for an initiative.  You may have already been in 

positions where you had to maintain those relationships and keep them engaged in the process.   

Ask participants: 

 What are some of the key questions you think about when identifying stakeholders? 

Note: Some of the questions you should be listening for are:  

 Who will be affected by your program or service? 

 Who has power over it? 

 Who has an interest in its successful or unsuccessful outcome? 

 

Understand Your Stakeholders 

Show understand your stakeholders slide 

 

Make sure that you know how each stakeholder is likely to feel about and react to your project. You also 

need to know how best to engage them in your project and how best to communicate with them.    

Be able to articulate:  

 The benefits of the program/service/initiative to them   

 The benefit they offer to the program/service/initiative 

This needs to be considered individually for each stakeholder.  When communicating with them you 

want to make sure you talk in terms that are going to be meaningful to them. 

 Large Group Activity: Stakeholder Analysis 

Note: Conduct this as a large group activity (classroom discussion). 

Scenario: 

Your agency is leading an initiative in your community to improve reentry practices.  As a group, we are 

going to walk through a stakeholder analysis together to see who we should have involved and why. For 

the sake of time and for the purposes of this exercise, we will only identify four key stakeholders.  This 
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will allow us to go through the exercise more quickly and will give you an example of how you can use 

this type of process when conducting a stakeholder analysis for an initiative at home. 

Note: Place five pieces of chart paper next to each other on a wall.  This will become a chart of the 

stakeholder analysis process.  The first sheet of paper should be labeled “Stakeholders.”  The second 

sheet of paper should be labeled “Benefits to Stakeholder.”  The third sheet should be labeled “Benefits 

to the Initiative.”  The fourth should be labeled “Method of Invitation.”  The fifth sheet should be labeled 

“Methods of Engagement.”  During this phase of the activity you will only be filling in information on the 

first three sheets of chart paper.  You will use the fourth and fifth sheets later in the module. 

1. Ask participants to identify the key stakeholders for the scenario we are working on. Write 

responses on appropriate chart paper.  Limit the number they identify to four stakeholders. 

2. For each stakeholder they identified, ask them what the benefits are to the stakeholder for being 

involved in the initiative. Write the responses on the second chart paper so that it appears to be 

next to the answer on the first chart paper.  

3. Then ask for each stakeholder identified, what benefits the stakeholder will provide to the 

initiative.  Write responses on the third chart paper. 

Charting their stakeholders in this way provides them a way to document who needs to be involved and 

why they should be involved (mutual benefit).   



Inviting Stakeholders 

The level of involvement required of stakeholders will vary. Also, the position various stakeholders hold 

within the profession/community also vary. These are a few factors that may have an effect on how you 

reach out to and invite the different stakeholders to be involved in the initiative.   

? 
Large Group Discussion (continued) 

Ask participants: 

Looking back at our list of stakeholders for the reentry initiative, how would you suggest each of them 

be invited to participate? 

Note: Chart responses on the tear sheet labeled “Methods of Invitation”.  Some possible methods of 

invitation include, but are not limited to phone calls, in-person meetings, send an email, ask another 

person (i.e., the judge) to initiate the invitation, meet for a lunch, invite to an exploratory meeting, etc.  

As they identify possible methods of invitation, ask them to explain why they chose that method for that 

particular stakeholder.   

Engaging Stakeholders 
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Show slide with quote. 

 

Getting them to the table is one thing; keeping them there is another. 

~Unknown 

We’ve discussed how to determine who needs to be involved.  Now, let’s examine how to keep them 

engaged.  The quote on this slide sums it up, doesn’t it? If you have ever tried to accomplish something 

through a cooperative/group effort, you likely have encountered a problem with getting everyone to 

stay engaged or even engage at all at a level that is helpful to the effort. 

 


Large Group Discussion (continued) 

Ask participants: 

 What are some of the ways you can engage the stakeholders listed for our reentry initiative? 

Note: Chart results on the fifth sheet of paper labeled “Methods of Engagement” during the discussion. 

 These are some of the ideas you want them to bring out in the class discussion.   

• Identify and communicate expectations for stakeholders. You need to be able to answer the 

question “Why are they being asked to participate?” “What’s in it for them? 

• Set boundaries for their role and level of involvement. What will be their level of involvement? 

For staff, make sure time is available to work on the planning project. 

• Establish agreements, where needed, to assure commitment (e.g., MOUs or MOAs) 

• Find the mutual benefit. Stakeholder participation should be mutually beneficial; aligned with 

anticipated outcomes. 

• Prepare and provide a written summary of the initiative to each potential stakeholder. 

• Communicate consistently and frequently. Create and maintain a plan to inform and 

communicate with stakeholders 
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• Assure documentation is maintained throughout the process, as staff/stakeholders may change 

Review the responses you charted and bring up additional ideas not mentioned. 

 

EBDM: Collaborative Efforts Meet with Success 

Show slide with Megan Guevara at a flipchart during EBDM session at NIC. 

 

The EBDM Initiative provides several examples of how to successfully collaborate with stakeholders.  

? 
Ask participants: 

 What do you know about EBDM?  

Note: Depending on how much information the group knows about EBDM, fill in based on the 

information below. If you are not familiar with the initiative, read up on it prior to the training. The 

points participants should understand include:  

  EBDM sites have been successful at collaborating and are seeing positive results. 

 Representatives from sites can and will assist participants by discussing their collaborations. 

 All the necessary information in online at info.nicic.gov/ebdm 

If participants are unfamiliar with the EBDM Initiative, convey the information below, in your own words.    

Evidence-Based Decision Making (EBDM) in State and Local Criminal Justice Systems Initiative is a 

disciplined approach to using data and research to inform and guide decision making across the criminal 

justice system. State and local criminal justice partners are working together to systematically use 

research to positively change criminal behavior. There is a growing body of research that informs 

criminal justice agencies how to increase performance and be more effective. Historically, systems 

lacked collaboration around a common set of goals and outcomes. The EBDM initiative has facilitated 

successful collaboration between state and local law enforcement agencies (jails, probation, sheriffs), 

the courts, local and state government representatives, departments of corrections, and community 

providers. Seven sites throughout the country have varying degrees of success in reducing the likelihood 

of pretrial misconduct, post-sentence re-offense, and other forms of community harm that result from 

crime. 
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Wisconsin uses Criminal Justice Coordinating Councils (https://cjcc.doj.wi.gov/) to facilitate statewide 

collaboration in the EBDM and other initiatives, and is worth considering if your agency has not 

developed one.   

In Virginia, ‘The EBDM’s Policy Team will evaluate current sentencing and jail diversion options; 

determine how current initiatives can be maximized; identify barriers in the criminal justice system that 

may contribute to delays in pretrial release; and recommend policy changes in case processing 

decisions. “We have gradually begun to lower the number of defendants detained while awaiting trial in 

Richmond,” said Rufus Fleming, director of the Richmond Department of Justice Services. “As 

stakeholders become more comfortable with risk assessment tools, over time, we will continue to see 

gains in detaining only those offenders who pose real, quantifiable risks to the community.”’ 

Teamwork 

 

We know there are different approaches to working with internal and external stakeholders, just 

as there are different methods of working together/collaborating (e.g., teams, workgroups, 

committees) depending on the relationship individual stakeholders have to your agency--they 

report to you, you answer to them--and level of input requested. 

Workgroup vs. Teams (10 minutes) 

Show slide with woman wondering workgroups vs. teams 

 

One thing that is important to understand is that not all workgroups are teams. 

In traditional workgroups, a supervisor directs the workload of staff members, who do what they are 

assigned to do and are measured by their individual performance. In some situations, workgroups can 

be less time consuming and more comfortable for staff who prefer being told what to do. 

In teams, a team leader guides and facilitates the work of team members, who share the responsibility 

for getting the work done. Teams often can perform at greater levels than individuals in a workgroup. 

The team members collaborate to develop goals and assignments, and performance is team-based. 

Teams tend to encourage creativity, innovation, open communication, and employee buy-in.  However, 

for teams to be successful, they must have the support of agency leadership. 

Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e



 

NIC Probation and Parole Executive Orientation    
 

136 Facilitator Guide 

Types of Teams  

Show Types of Teams slide 

  

There are different types of teams used within community corrections agencies. These include, but are 

not necessarily limited to working teams, project teams, multidisciplinary teams, self-directed teams, 

and management teams. 

 Working Teams: Perform the activities that are basic to the operation of the organization. Team 

members are assigned on a permanent basis. 

• Project Teams: deal with a specific situation or analyze a problem and make recommendations 

to resolve it. Members may be fully dedicated to the team, or assigned for a specific 

purpose/time while continuing normal work duties. 

• Multidisciplinary Teams: Members comprised from several different disciplines and may serve 

on a permanent or temporary basis. 

• Self-directed Teams: Members share leadership; team doesn’t have a permanent leader. 

Members agree upon assignments and performance standards, serve to motivate each other, 

and are not dependent on being directed routinely by a supervisor. 

• Management Teams: Make management decisions, and the team members reach consensus on 

major decisions affecting the organization. When a team is first established, the chief or 

executive needs to provide input on the purpose, objectives and expectations of the team and 

how it will support the agency/department. 

It is important to recognize that teams support power of alignment; the group answer is better than the 

individual answer; as the leader, you need others so you have the benefit of their perspectives. When a 

chief or department/agency head develop teams, the team members must fully understand that the 

final decision of team recommendations rests with the chief/executive. Unless otherwise conveyed, the 

team’s recommendations are just that; recommendations which may be fully accepted, partially 

accepted, or rejected completely. Yes, team members are being empowered, but they are not the 

chief/executive.  

Traits of Successful Teams (10 minutes) 

Show Traits of Members of Successful Teams slide 
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Ask participants: 

 What traits do team members of successful teams usually have? 

Note: Some key traits of members of successful teams identified by Bill Butterworth in his book, “Building 

Successful Teams” include respect, sacrifice, creativity and unity. 

 

Is Your Team Effective?  

Show Phase 1 assignment slide 

  

Phase 1 Assignment Debrief: Assess Your Team’s Effectiveness 

Building and sustaining effective teams is not always easy. As an assignment during Phase 1 of the 

course, you were asked to take a brief survey to assess the effectiveness of a team in your 

department/agency and complete an activity sheet and bring it with you onsite. Find your completed 

activity sheet now. If you can’t remember what it looked like, a blank copy of the worksheet is on page 

64 of your participant manual. 

Note: Facilitate a brief debrief of the phase 1 assignment by asking participants to share the results from 

their activity sheet. Questions they were asked to answer are: 

1. Were you surprised by the results? Why or why not? 

2. What area did the assessment identify that your team needed to improve in? 

3. When you read through the feedback on your results, what resources did you identify that 

may be able to help you improve your team’s effectiveness? 
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In the next section, we will talk more about group dynamics and how they affect team effectiveness. 

Stages of Team Development (30 minutes) 

Show stages of team development slide  

  

These stages of team development may look familiar if you’ve ever taken other management or 

leadership courses. You have a copy of this graphic on page 65 of your participant manual. The common 

stages of a team’s development are forming, storming, norming, performing, and adjourning (added 

later).  

• Forming: The team is just coming together; people are gathering. Some team members may be 

testing (although not too forcefully) while others are being dependent on a leader to emerge. 

• Storming: Eventually, conflict emerges within the group and it becomes paramount that 

differences be worked out. If successful in getting differences ironed out, then norming begins. 

• Norming: You begin to see more group cohesion due to the sense among team members of a 

common ground. Finally, if the team stays together through all of this, you want to see it move 

into the performing stage.  

• Performing. In this stage, members take on functional roles related to achieving the team’s 

result and things are getting done; outcomes are being seen. The role of the leader when 

working with teams is to provide support and structure; assure access to resources and training; 

give timely feedback; view mistakes as opportunities; and create a problem-solving 

environment. 

• Adjourning. This stage takes place when the project is complete or when the team has fulfilled 

its purpose. This can be a sensitive time if the group has bonded significantly, and the role of the 

leader in is to pay attention to how team members are reacting to the transition and end on a 

positive note, making sure people feel their efforts were honored.  

Small Group Activity: Forming, Storming, Norming, Performing, and Adjourning 

Show small group activity slide  
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We are going to split the class into five groups. Each group will focus on one of the five stages of teams 

and identify 3-5 ways the administrator can support the team and the team leaders. Instructions for this 

activity are on page 66 of your participant manual. 

Note.  The following instructions appear in the participant manual.   

Instructions: As a group, identify 3-5 ways that administrators support teams and team leaders in the 

stages of team development your group is assigned. The facilitator will come around and tell you which 

stage of team development you are to focus on. You can take notes on this page, but assign one person 

in your group to chart the group’s ideas on a piece of chart paper. Assign someone from your group to be 

the reporter for your group during the activity debrief. 

You will have five minutes to work on this activity as a group. 

 

Activity Debrief   


Note: Before beginning the activity debrief, instruct participants to turn to the handout on the stages of 

team development on pages 67-69. During the activity debrief discussion, focus on the Guidelines section 

in each of the stages of team development to compare with ideas generated by the participants and 

discuss as a group. 

What Stage of Development is Your Team in? 

On pages 70-72, we’ve included a Team Work Survey that you can use later, if needed, to determine 

what stage teams within your department/agency are in. It may be a useful tool to provide to some of 

your team leaders to use in their team-based initiatives.  

Note: You are just pointing out this resource to them so they will know they have it. You will not be using 

it in the training program. 
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Five Dysfunctions of a Team (35 minutes) 

Show 5 Dysfunctions of a Team slide 

  

To have a successful team, you need to be aware dysfunctions of teams so you can avoid or overcome 

them.  

Lencioni identifies these five dysfunctions of teams: 

1. Absence of trust: When team members fear being vulnerable with each other; trust cannot be 

built. To overcome the dysfunction of trust, recognize that building trust takes time. Team 

members need to take time to learn more about each other. Profiling tool like Myers-Briggs or 

Real Colors are sometimes used to help team members learn about each other. To overcome 

problems with trust, leaders need to lead by example and demonstrate vulnerability. 

2. Fear of conflict: When individuals avoid conflict to protect a sense of harmony it stifles 

productive ideological conflict. Conflict is not always destructive. At times, conflict can be 

productive. Team members need to learn to recognize the differences and be willing to voice 

differing opinions, yet be willing to work towards resolution. Conflict can quickly become 

destructive if issues are left to linger and build and carry over into the next situation.  Leaders 

should refrain from resolving conflict. Rather, they should facilitate the team members through 

their resolution process. 

3. Lack of commitment: If there is a lack of clarity of buy-in, team members will be less likely to 

stick to the decisions they make. For teams to function effectively, team members need to agree 

to disagree and rely on the collective wisdom and input of the team. 

4. Avoidance of accountability: the need to avoid interpersonal discomfort prevents team 

members from holding one another accountable.  Leaders need to set timelines on decision-

making and push team for closure around issues.  Peer pressure can be used to help maintain a 

high level of accountability. Team members need to have clearly delineated tasks and 

responsibilities. Leaders should create a culture of accountability where the leader, not the 

disciplinarian. 

5. Inattention to results: pursuit of individual goals and personal status erodes the focus of 

collective results. If you want members to pay attention to results, you need to know what 
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drives your team. Set team goals and engage all team members.   As a leader, you need to make 

the message clear about the results you expect and what benchmarks you want to be hit. 

 

Small Group Activity: Addressing Dysfunction in Teams 

Show small group activity slide 

  

Split class into groups of 4-5 people. Turn to pages 75-76 in your participant manual. On those pages, 

you will see five scenarios that describe a team that is experiencing one of the five dysfunctions we just 

discussed. Your task is to review the scenario that is assigned to your group by the facilitator (each 

group will only focus on one of the scenarios for this activity) and identify the primary type of 

dysfunction (i.e. trust, conflict, commitment, accountability, or results) that is occurring in the scenario 

and discuss ways to overcome the challenge to become more effective as a team. Be prepared to report 

out to the larger group. 

Activity Debrief 

 
Note: During the debrief, ask each group to: 

1. Identify the primary dysfunction in their assigned scenario. 

 

2. Describe what strategies can be applied to the situation to help get the team back on track. 

The following are some strategies to look for when the various groups are discussing what they would 

do.  You do not have to go over each and every suggestion listed here.  You want to elicit ideas from the 

groups.  However, if they get stuck or have trouble with the exercise, here are things you can choose 

from to suggest based on each scenario.   

Also, often participants will identify a different dysfunction occurring in the scenario than the pre-

identified in your talking points below.  That is okay if they provide a solid justification for their thought 

process.  After they are finished, ask if they can also see the dysfunction that was pre-identified for each 

scenario in your talking points below and make appropriate comments to bring out the needed 

information about that dysfunction and strategies for getting the team back on track. 
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Scenario 1:   

You are a new administrator coming in from outside of the agency. Within the agency, there is a small 

working group that was assigned to review the policy and procedures for responding to critical incidents 

in the department/agency. Policy states that this needs to be done every four years. The group has been 

working together for nine months and has an additional three months to complete their draft revisions 

for submission to the policy unit. The project is behind schedule and you are being asked to step in and 

facilitate completion of the revisions. The group members are in disagreement over several components 

of the procedures.  Each attempt you have made to resolve the disagreement has been met with 

negativity and skepticism; clearly, the group members do not trust that you understand what the issues 

are and what is needed to resolve the situation and come to consensus. What can you, as the new 

administrator do, to gain their trust and meet the pending deadline? 

 

Points to look for from the discussion and additional points, as time allows, to bring out if they are not 

suggested by the group: 

(Dysfunction: Trust) 

 Know each other as people, not just professionals. We’re all so much more than our job titles; we 

have stories that connect us. 

 Talk about values early and often, but don’t lecture from on high.  Just share yours, listen to others, 

and walk your talk.  

 When you create rules, connect them to values. When guidelines support beliefs that people share, 

they’re more likely to respect them. 

 Respond to disappointments, misunderstandings and honest mistakes constructively, not 

vindictively. Start with an assumption that the other person has positive intentions. 

 Recognize that teams are stronger when people bring diverse skills, experiences and viewpoints. A 

team of clones is a closed club with limited potential. 

 Respect and encourage thoughtful, civil debate. Give greater credence to those who “show their 

math” rather than just shooting off their mouths. 

 Provide ongoing and useful feedback so people never wonder where they stand with you or their 

co-workers. Uncertainty feeds fear. Fear erodes trust. 

 Work — and PLAY — well together. Play is an antidote to tension, a vitamin for creativity, and an 

opportunity to make a memory. 

SOURCE:  http://www.poynter.org/how-tos/leadership-management/what-great-bosses-

know/172819/to-build-the-team-build-the-trust-with-these-8-tips/  

 

Scenario #2: 
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You are a new administrator who was promoted from within the agency.  Another senior employee also 

applied for the position, which was ultimately given to you. The disgruntled senior employee is working 

craftily behind the scenes to undermine your position and divide team members in a plot to undermine 

your position/authority. As this employee has been at the company a long time (several years longer 

than you have been there), there are many who will readily follow his lead. What can be done to help 

resolve the damage to the working relationship with your former peer? What can be done to bring the 

other team members around to accept you as the new administrator? 

 

(Dysfunction: Conflict) 

Points to look for from the discussion and additional points to bring out if they are not suggested by the 

group: 

 

The First & Most Fundamental Step: Define the root cause of the conflict. You do this by asking the 

following questions: 

 Why are team members arguing with one another? 

 Is there a deeper personality conflict here? 

 Is one member being stubborn? 

 Does one member always insist on getting his or her way? 

The answers to these questions will help you discover whether the root cause is a behavior or a 

situation. After doing that, proceed to the following THREE steps: 

 Negotiate a resolution. Look for a solution that works for all members of your team; dictating a 

resolution to a team conflict can backfire. Point out the importance of agreeing to disagree on 

certain issues. Encourage members to find common ground and explore new possibilities. 

 Encourage active listening. Allow the disagreeing parties to voice their feelings, and ask questions 

about why they feel as they do. Ask people to behave in ways that demonstrate interest in what 

others are saying. For example, avoid doodling, fidgeting, and interrupting while others are 

speaking. Model active listening behaviors, such as asking questions that encourage speakers to 

expand on their points, or referring back to points made earlier and building on those ideas. 

 Remind team members to forgive. Once your team has resolved a conflict, remind people to forgive 

one another for any hurt feelings or damaged egos. Encourage forgiveness by practicing forgiveness 

yourself. Don’t hold a grudge. Don’t harbor ill will after a conflict has been resolved. And remember 

to apologize when you’ve done something wrong. 

SOURCE:  http://workplacepsychology.net/2011/01/21/4-steps-to-resolving-conflicts-on-your-team/  
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Scenario #3: 

A multi-disciplinary team was established to review the procedures for the probationers assigned to the 

drug court. While this involves only two members of your probation staff, the drug court team members 

have a broad reaching impact on many aspects of your department’s relationships and operations. The 

two team members assigned from your department have not been attending the meetings and are 

behind on their assigned projects for the drug court team. You met with them and were told there is not 

time to do this work and cover the heavy caseload that is assigned to them. Furthermore, they indicated 

that they didn’t feel their ideas were taken seriously by the other members of the drug court team. What 

can you do to work with the team members and assure that your department demonstrates a 

commitment to the drug court team? 

 

(Dysfunction: Commitment) 

Points to look for from the discussion and additional points to bring out if they are not suggested by the 

group: 

 Show concern for other team members. Help them solve problems concerning the tasks they 

perform for the team. Lend a hand when they get swamped and need help keeping up with team 

responsibilities. Remember, your success depends on theirs. 

 Always share the credit for success with other team members just as you share responsibilities. It 

always has to be the team that wins, the team that succeeds -- not individuals. 

 Finally, one of the best ways to build solidarity and commitment to a team is to celebrate successes 

together. This brings members together to share in a common sense of achievement.  

 

SOURCE: https://hr.blr.com/HR-news/HR-Administration/Communication/11zaa02-Building-a-

Commitment-to-Teamwork-in-the-W  

 

Scenario #4: 

You are a new administrator who came to the department from outside of the state.  There are 3 

midlevel managers in the department who are struggling with the same performance problems over and 

over with a few staff: tardiness, failure to follow procedures, failure to follow through and complete 

tasks, failure to meet deadlines, lack of attention to details. The supervisors are frustrated because the 

employees know what to do and how to do it – but still the problem persists. Furthermore, high-

performing employees are extremely de-motivated seeing repeated poor performance that is not 

addressed by the supervisor. So the poor performers infect the workplace with low morale, and harm the 
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performance of good workers. What can be done to provide support and guidance to the mid-level 

managers? What is the administrator’s role in helping resolve these accountability issues? 

 

(Dysfunction: Accountability) 

Points to look for from the discussion and additional points to bring out if they are not suggested by the 

group: 

 To create a flourishing atmosphere of accountability in a team, you must hold one another to clarity. 

Hold one another to being clear about what is expected and when and by whom. Clarify the 

agreement and verbally commit to the task and timing. Then hold each other to those agreements. 

Be challenging if the agreements aren't met by respectfully noticing the non-results and discussing 

what will be needed given the missing pieces. 

 We often avoid accountability because we are afraid, embarrassed for ourselves or one another, 

and feel guilty. None of these negative feelings will inspire you or your team members to be 

proactive. Being willing to challenge and then move on to the next necessary step can create an 

atmosphere of accountability without fear. You will be more honest with yourself and one another 

and that feels good and creates great results! 

 Active accountability requires joining the meaning of work with action.  

 

SOURCE: http://www.cgrowth.com/articles/ctimes_1204a.pdf  

 

Scenario #5 

You have been in your current position as the department administrator for 6 months and while you set 

high goals/expectations for yourself when you came to the position, you are feeling like you are not 

moving as quickly as you would like toward those goals. While staff initially indicated they supported 

your ideas for change within the department, their behavior gradually returned to the original ways of 

doing things, with new concepts and recommended changes going by the wayside. What can be done to 

keep motivation up and to maintain support for the changes you want to make within the department? 

 

(Dysfunction: Results) 

Points to look for from the discussion and additional points to bring out if they are not suggested by the 

group: 

 The effort to enforce behaviors requires a high degree of supervisory input and nets only minimal 

standard performance from employees. Finding ways to encourage high-level behaviors requires 

minimal supervisory input once the system is in place, and it usually results in superior performance. 
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 One way to achieve a consistent pairing of results (consequences) and behaviors is accomplished 

through a targeted improvement process much like the processes advocated by ISO, QS, and TQM 

management systems. The steps in this process are: 

o Identify the behaviors that create the desired results. 

o Measure the results of the behaviors. 

o Provide feedback to employees. 

o Positively reinforce the effective behaviors. 

o Evaluate the choice of behaviors and measurements. 

o Iterate to improve selection and definition of desired behaviors and paired consequences. 

 

 As business people, we all know that human behavior drives business results. Our daily behaviors 

create the results that either help or hurt our businesses. Learning to encourage behaviors that 

grow the business can make the difference between success and failure. 

 

Source: http://businessrelationshiprx.com/performance-management/how-to-inspire-workplace-

behaviors-to-get-better-results/ 
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Challenges and Strategies for Overcoming Barriers in 

Collaborative/Teamwork Efforts (20 minutes) 

Show slide of dogs going over fence 

 

The course of collaboration and teamwork doesn’t always run smoothly. Inevitably, we encounter 

barriers that, if left unattended and unaddressed, can get the partnership or team off track or even 

completely derail it to the point of failure.  

There are people who encounter a barrier and just want to focus on the problems it imposes and give in 

to the negativity created around the situation. There are other people who can recognize the barrier, 

but their next step once a barrier has been identified is to find a solution to it. Most of the time 

problems can be solved. 

Let’s take a moment to watch a quick video clip about how successful collaborating can be when people 

don’t focus on the barrier (even if they seem insurmountable), but rather work to find a solution. 

It is important that we discuss barriers to collaboration, but it is equally, if not more important that for 

each barrier we identify, we brainstorm possible strategies to address/overcome that barrier to keep 

the working relationship moving forward. 

 

Small Group Activity: Identifying and Overcoming Barriers to Collaboration/Teamwork 

Show small group activity slide 

 

Note: Divide the participants into 3 groups; each group will be given a scenario.  
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Activity Instructions: You will be split into 3 groups. Each group will be assigned one of the scenarios on 

page 78 of your participant manual. As a group, you should briefly identify the barriers to collaboration 

and then brainstorm strategies for overcoming the barriers identified in their assigned scenario. After 

time is called, groups will report out to the larger group.  

Scenario One: Core Planning Team: You are the new administrator and have come to the agency from 

another state. One of your core planning team members had anticipated being promoted internally for 

the position you hold. This mid-level manager uses every opportunity to undermine the new 

administrator’s efforts to start a new initiative. The other core planning team members are split 

between those who align with the new administrator and those who align with the mid-level manager. 

The project has a 6-month timeline for completion. What are three strategies the administrator can use 

to neutralize the negative member and bring the planning team together to meet the deadline? 

Scenario Two: Internal stakeholders: You are the new administrator and have been promoted from 

within the agency. Several of your former coworkers want to maintain the same relationships they had 

with you when you were their peer instead of their boss. One seems to take advantage of the previous 

relationship and assumes an “insider knowledge” that is perceived by other staff as showing favoritism. 

What are three strategies the administrator can use to establish new boundaries around the established 

relationships with co-workers who are now subordinates? 

Scenario Three: External stakeholders: You are the new administrator and came to the agency from 

another state. The agency has a long-standing informal relationship with the city for parolees to perform 

community service. While the relationship is beneficial for both the city and the parole agency, the 

Mayor is pushing the new administrator to no longer work together, as they are nearing election and 

the mayor wants to use “getting tough on crime and keeping criminals off the streets” as his election 

campaign. What are three strategies the administrator could use to help maintain the volunteer 

program and keep the city administration engaged in the agency’s program? 

 

Activity Debrief 

 


For each scenario, ask participants: 

 Describe your scenario (so participants who didn’t have that scenario can understand the context of 

the answers to the next two questions). 

 What are some of the barriers to collaboration/teamwork present in the scenarios?  

 What solutions/strategies you identified you could use to try and overcome the barriers? 
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Chart Responses, Some possible barriers that will be identified include: not having full participation of the 

stakeholders; no clearly defined vision; not enough time made available for staff to support the initiative; 

dominance by the founding agency; Turkism and organizational protection; geographical barriers (e.g., 

rural vs. urban areas); and cultural barriers (e.g., agencies serving multi-cultural populations). Using your 

knowledge and the collective knowledge of the group, work to keep the conversation brief on the barrier 

and focused more on the solution/strategy. 

Conclusion (5 minutes) 

Show conclusion slide 

 

In this module, you discussed why collaboration is so important for community corrections agencies in 

today’s workplace. You had a chance to choose a collaborative initiative that your agency is engaging 

in—or would like to engage in—in order to map out the stakeholders for that initiative and rank them in 

relation to their level of interest and power.   You also were introduced to different types of teams and 

engaged in a discussion to identify when you should use a team approach.  You also learned about the 

five stages of team development: forming, storming, norming, performing, and adjourning.  You had an 

opportunity to consider various scenarios and determine how you would move a team forward if they 

aren’t functioning in the performing mode.  The five dysfunctions of teams as defined by Lencioni was 

also discussed and through a scenario exercise, you were given an opportunity to discuss as a team how, 

as an administrator, you would help address the team’s dysfunction and move it forward.  Finally, you 

engaged in discussion with your peers about strategies for overcoming some of the common barriers to 

partnerships/collaborations. 

 

Individual Activity: Self Reflection 

Show apple/mirror slide 
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Turn to page 79 in your participant manual. 

If you use teams in your agency, think about their current functioning. What are current dysfunctions; 

what strengths do they see, what needs does it have? Write down what is making the team successful or 

identify what dysfunction the team may be struggling with. Write down two things that you can do to 

encourage and support their current success; or two things you can do to help resolve their dysfunction. 

If you are not using teams in your agency, identify and jot down ideas about a team-based new project 

that you may be able to initiate. 

 

NOTE: The new CPO needs to earn trust and respect, and if teams are to be utilized within the leadership 

model, the CPO needs to tread cautiously here to make certain that his/her intentions are well 

communicated and well understood. Acceptance of this concept may even be rejected by line staff based 

upon previous history. 

Remind participants that they can find a list of supplemental resources for this module on page 81-82 of 

their participant manual. 
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Module 6: Strategic Planning 
Time Allotted: 2 hours 

Preparation: 

 Familiarize yourself with the information in the Participant Manual for this module.   

 Review and become familiar with the supplemental resources for this module. 

 Prepare sets of index cards for the “prioritize tasks” exercise in objective three. Depending on 

the group size, plan to divide people into groups of 5-6 people per team for this activity.  

Therefore, determine how many sets of cards you need based on the total number of groups 

you will have given the total number of participants you anticipate attending. Each set of index 

cards will include 12 cards.  Write the following tasks (one per card) on the index cards in each 

set:  define vision; establish mission; identify stakeholders; assess current efforts; identify 

current strengths; describe gaps in services/resources; collect statistical data; develop goals; 

establish measurable anticipated outcomes; set evaluation measures; engage internal staff in 

the planning process; identify relevant EB practices. [Note: NIC may have prepared sets of 

index cards available for use during the training.  Check with the NIC contact to determine if 

you will need to prepare and bring these or if they will be provided onsite.] 

 

Onsite: 

 Make sure equipment is set and ready. 

 Have chart paper and a variety of colored markers at the front of the room in case you need 

them in the session. 
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Introduction (15 minutes) 

Show Title Slide for Strategic Planning 

 

Quick Class Poll 

To start off this section, I just want to see a quick show of hands: 

• Raise your hand if your department/agency has a written strategic plan. 

• Keep your hand raised if you are very familiar with what the strategic plan says. 

• Keep your hand raised if you feel the strategic plan is current and representative of your 

department (particularly if your department is a component of a larger agency’s strategic plan). 

• Raise your hand if you are unsure if your department/agency has a strategic plan. 

 

Poll Debrief 

Note: Make a general comment about the findings of your quick poll and tie it into the fact that this 

module will provide an overview of the strategic planning process. For some it may be a review. For 

others, it may be new information. Those who have experience creating strategic plans should make sure 

to speak out during the session. 



Show slide with strategic plan process 
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In a nutshell, a strategic plan helps you determine how you get from where you are (current state) to 

where you want to be (future state)—all while seeking to achieve or advance the agency or 

department’s mission, vision and values.   

Most strategic plans contain multiple goals, each with specific objectives, that are all connected back to 

the agency’s/department’s mission, purpose, values and/or vision. The strategic plan outlines what 

steps you are going to take to reach your end goals (e.g., training, policy development, hiring, etc.).   

Along the way, you should be assessing what you are doing, collecting data, etc. so you will know if you 

are meeting your objectives. Ongoing assessment and evaluation (the performance indicator of the 

strategic planning process) will also help you know when you reach your end goal. This type of planning 

is the best way to bring focus and direction to an organization and its staff. 

 


Ask participants: 

 How many of you have had to lead strategic planning efforts for an agency either in your current 

position or a prior position? 

 Who did you have involved in the development of the strategic plan? 

Note: Some may say the leader or the executive team developed the plan; others may say they chose to 

engage staff and stakeholders as participants in the strategic planning process. 

Ask participants: 

 What do you think the leader’s role is in the strategic planning process? 

 

NOTE: The role will vary depending on the way the department/agency is structured in a jurisdiction. 

Listen for roles such appointing a champion or leader for the strategic planning process. Holding 

his/herself accountable for the plan. Finding and devoting time, focus and energy to the strategic 

planning process. 

Learning Objectives 

Show learning objectives slide 
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In this module, we are going to delve into aspects of the strategic planning process. Specifically, by the 

conclusion of this module, you will be able to: 

• Identify the key components of a strategic plan 

• Identify why stakeholders should be involved in the strategic planning process 

• Outline next-steps for creating a strategic plan 

• Determine how to tie your budget to your strategic plan and justify needed resources 

 

 

Show strategy development slide 

  

1. Strategy development: When in the development phase of a strategic plan, ensure that it is 

systemic, comprehensive and future-oriented; that stakeholder engagement is accounted for; 

that the agency mission, vision, and value are clearly defined; and that it includes timeframes, 

goals, and measurements. 

Show implementation slide 
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2. Implementation: Develop action plans, with periodic reviews; create performance projections, 

measures, and a method for addressing performance gaps; and develop resource allocation and 

workforce plans. 

The administrator’s role during the implementation phase is to monitor the human and fiscal 

resources and key performance measures as well as the timeline for achieving the intended 

outcomes. The administrator must also keep an eye on when and where adjustments may need 

to be made; when to revisit the planning process, which can result from changes in staffing, a 

critical incident, changes in funding, etc. 

Show engagement slide (circle of people icons with messages in the center) 

  
3. Engagement: Engage, and include when possible, key stakeholders for support and input. Active 

involvement of staff and key stakeholders can help implement strategies and will also help 

assure the sustainability of the effort. Identify stakeholders and the level of involvement as well 

as the level of monitoring/support each will require (Note: Covered further in the Collaboration 

module of the training). 

Show communication slide (man with bullhorn) 

  
4. Communication: Develop and implement a communication plan with ongoing updates. This 

includes internal and external communication strategies. (NOTE: Covered further in the 

Managing the Message module of the training.) 


Ask participants: 

 Does anyone have any questions about the four components? 
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Developing a Strategic Plan (15 minutes) 

Small Group Activity: Task Priority Exercise 

Show task priority exercise slide 

 

Activity Instructions: On your table there is a set of 12 index cards with different tasks related to the 

strategic planning process written on them. Your goal as a group is to put the planning steps in the 

correct order. You will have 10 minutes to complete this assignment with your small group and then we 

will debrief as a larger group. 

Activity Debrief 

Show debrief slide. 

 

The slide on the screen demonstrates one way of prioritizing the tasks (it is not necessarily the only 

way). If you want to make note of these, you can do so on page 84 of your participant manual.  


Ask participants: 

 How similar is this list to the one your group made?  

 What is the same/different? 

The purpose of this activity was to help you recognize that there are many ways to approach planning; 

not just one prescribed way. Many factors can have an impact on the steps and the order for the 
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planning process. It is the process that is the key to success; once a “planning to plan” process is 

identified—it becomes an individualized roadmap for that specific plan. 

Engaging Stakeholders in the Strategic Planning Process (10 minutes) 

Show quote slide 

Planning is about making significant changes: “Change is a threat when it is done to you; an opportunity 

when it is done by you. Without involvement, there can be little commitment.” – author unknown  

 


Ask participants: 

 Within the context of strategic planning, what is the significance of this particular quote? 

 While it can be time consuming, why might it be important to involve internal and external 

stakeholders in strategic planning? 

Note: Listen for participants to explain how the outcomes of strategic plans affect more than just the 

people who work in the department/agency. The process of getting from where you are (current state) to 

where you want to be (future state) will affect staff, your external service providers, service recipients 

(e.g., offenders, victims), and community members. Having key stakeholders involved in the planning 

process can help reveal potential unintended consequences of proposed options, elicit buy-in from 

stakeholders, reveal sources for resources needed, etc. Bring up any key points not identified in the 

discussion. 

Show stakeholder slide as participants start to reveal the ripple effect on stakeholders from strategic 

planning activities and outcomes.  

 

We don’t work in a vacuum.  Successful leaders realize that engaging people in planning and 

implementation will enhance sustainability. They also realize that when strategic planning occurs, they 

must stay focused on the organization’s mission and on improving services to both internal and external 

stakeholders. 

In the module on teamwork and collaboration, we talked about how to identify stakeholders and 

overcome challenges to engaging stakeholders. The process for identifying stakeholders for strategic 
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planning efforts and successfully engaging them is no different when viewed from a strategic planning 

perspective.  So, when you are determining who to involve in your strategic planning efforts, think back 

and review the information from the module on teamwork and collaboration. 
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Small Group Activity:  Practicing Aspects of Strategic Planning (35 

minutes) 

Show small group activity slide for succession planning 

  

In this activity you will have an opportunity to practice a few of the tasks associated with strategic 

planning; specifically, identifying stakeholders, developing goals, establishing measurable anticipated 

outcomes, and setting evaluation/assessment measures.  You will undertake these tasks within the 

context of succession planning, which is an issue that many probation and parole agencies/departments 

across the country are having to address due to the numbers of Baby Boomers aging toward retirement. 

Activity Instructions:  Follow the directions below and as a group answer the questions.  You will have 15 

minutes for your small group work. Instructions are include on page 84 of the Participant Manual. 

 Each participant will identify a topic around succession to work on after the training. 

 Have everyone briefly share their topic to the group. 

 People should break into small groups to work on using what they have learned in this module.  

 Interim check-ins during activity time so that all can hear what people are working on (as time 

permits). 

 Particularly if they are working on the same topic, people could be encouraged to continue to 

work together sharing their ideas after the training ends.   

 

Questions to Answer in Your Group Discussion: 

 Who would you involve in the strategic planning process around the issue of succession planning? 

 Identify at least two goals for addressing the issue of succession planning. 

 Identify at least two objectives (must be measurable) for each of the goals you identified. 

 Describe how you would assess/measure your success in meeting your identified goals and 

objectives. 

Select someone to write your goals and objectives on a piece(-s) of chart paper. Select someone from 

your group to serve as the “reporter.”  This person will describe your group’s response to the above 

questions during the debrief. 

Activity Debrief  
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Note: Allow 20 minutes for the debrief. 

Select one group to lead the debrief.  Ask the reporter of that group: 

 Who did your group identify should be involved in the strategic planning process around the 

issue of succession planning? 

Note: Once that group has finished answering the question, ask the remaining groups if they identified 

anyone not mentioned by group one, and if so, let them state the additional stakeholders they identified. 

Ask the reporter of the group that is leading the debrief to respond to the following statement: 

 Tell the larger group the goals and objectives you created for addressing the issue of succession 

planning and describe how you plan to assess your progress toward meeting those goals and 

objectives. 

Note: Once that group has finished answering the question, ask the remaining groups if they identified 

something different, and if so, let them describe it. 

Note: As each group reports out, make sure that the goals, objectives, and evaluation strategies make 

sense and are structured properly.  The objectives should be measurable.  Assessment strategies should 

focus on data to collect to determine if the outcome being measured in the objective was reached, etc.  It 

is common for people to confuse goals and objectives when writing or to neglect to make objectives 

measurable.  So, where necessary, acknowledge the work the groups have done and provide constructive 

feedback to make their goals, objectives, and assessment strategy more effective. 

During the debrief, look for a group(s) to identify a goal or objective that focuses on identifying 

individuals with certain competencies or helping to develop competencies in individuals who are showing 

promise.  Focusing on competencies in succession planning is one way to avoid the appearance of 

“cherry picking” staff for promotions, etc.  If this issue is not addressed by the groups, point this out prior 

to moving to the next activity. 

 

Small Group Activity: Identify Current Personal/Agency Change Issues (20 minutes) 

Show small group activity slide 

 

This final activity will serve as a quick recap of key learning outcomes from the module. We are not 

looking for you to engage in lengthy discussions at this point. This is a quick brainstorming activity. 
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Using the 1-3-6 process and the 3x5 cards at the tables: 

 1 - Each of you will jot down change initiatives they are implementing or hope to implement, as 

well as any changes in their approach they plan to use as a result of what they learned during 

this module. Use the index cards on your table to write down your ideas. One idea per card. This 

will make it easier when you work in your small group for the next step of this activity. 

 

Time allotted for this stage: two minutes 

 

 3 – You will then break into groups of three to discuss your change initiatives and areas of 

planned improvement and chart common themes among your group members. To help you 

review and find the common themes, place all group members index cards on the table and sort 

them based on themes. 

 

Time allotted for this stage: four minutes 

 

 6 – Then find another group of three people (to make a group of six people) and share your 

combined lists on the chart paper and cross out any duplicates or add new ideas and create a 

new chart paper with the final list of change initiatives and areas of improvement. Once your 

group of six has finished, post the final chart paper with the combined ideas on the wall. During 

the next break, walk around and view the results from other groups. 

 

 Time allotted for this stage: four minutes 

 

Instructions for this activity are on page 87 of your Participant Manual. 

Note: To conduct the 1-3-6 process, you need a group of at least 12 participants so you can end up with a 

minimum of 2 groups of 6. If you have a small group, you can modify this process by having each group 

report out to the larger group rather than breaking into groups of six. The facilitator can then make a 

master list of the change initiatives and planned areas of improvement and post on the wall.  

Conclusion (5 minutes) 

 

Show conclusion slide 
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In this module you engaged in an exercise where you had a chance to prioritize key components or tasks 

of strategic planning. We discussed how the order of tasks in a strategic planning process can vary due 

to a wide array of circumstances, but the types of things you do are fairly constant. You also identified 

why it is involving key stakeholders in the strategic planning process may be helpful. Finally, you had a 

chance to practice aspects of developing and adhering to a strategic plan through scenarios related to 

succession planning and resource allocation.   
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Ple
as

e 
do

 n
ot

 re
pr

od
uc

e 
or

 d
iss

em
in

at
e

http://static.nicic.gov/Library/025303.pdf
http://static.nicic.gov/Library/025299.pdf
http://static.nicic.gov/Library/025338.pdf
http://static.nicic.gov/Library/024199.pdf



