
Supervisor Success Series: The 10 Keys to Supervisor Success

Before You Train & Use the Toolkit – Start Here!

Module 0 | Please watch the first two CE week sessions before using the toolkit



Before you use the Supervisor Success Series 
Toolkit, please watch the first and second session 

from November 2025 CE Week 

BEFORE YOU
TRAIN

Thank you! Reach out to your REDF contact with questions.



WHAT WILL 
WE LEARN 
TODAY?

GOAL | Today we will talk through practical tactics for 
transforming your culture to support leaders and supervisors 
with lived expertise

Objectives | You will walk away with… 
1. Real talk with an ESE leader who fundamentally changed 

her organization from the inside out
2. Ideas on how to structure your organization for supporting 

leaders with lived expertise
3. A starting point for thinking through the frontline supervisor 

role and your ESE culture, questions to ask, what to think 
through before you use the toolkit

Next time: Training and onboarding for trauma informed management 



INTROS
Let’s Share in the Chat… 

Why do you care about this CE Week? 

Facilitator | Kirsten Ham-Marshall 

Former ESE Executive at Upspire in TX, 
Supervisor Trainer Extraordinaire 



What Did We Hear From You?

Challenges our ESEs face hiring, training, and onboarding supervisors with lived expertise… 

Before you train… 
Roles & expectations, initial 
promotion conversation, 
identifying good leaders

Lived expertise… 
Being promoted from peer to 
leader, boundary setting, 
emotional regulation 

Radical respect… 
Giving and receiving 
feedback

Building trust… 
Teaching empathy, 
modeling good 
communication

Structural… 
Building strong 
policies & reporting 
procedures



What is the Supervisor Success Series Toolkit?

What is the supervisor success series? | This is a starting place for (you!) our ESE partners to map 
out onboarding and training for frontline supervisors from a trauma informed lens. 

Why is this important? | The frontline supervisor role is critical to participant-employee success. The 
better equipped supervisors are to be good people leaders, the more your business and workforce 
will thrive. The better you are at promoting individuals with lived experience, the better off your ESE!

How does it work? | This is a living curriculum of 6+ custom (edit and update these presentations 
heavily to fit the needs of your supervisors at your organization)  training modules to help you get 
started on training your new supervisors as soon as they are promoted to frontline supervisor. 

Who is it for? | Any facilitator (but also ESE leader, HR staff, trainer) involved in teaching, training, 
and shaping the role of the frontline supervisor at your organization. 

Goal? | Help make your organization/ESE supervisor training as simple and comprehensive (as your 
ESE participant-employee training) as possible so participant-employees can be promoted and 
thrive, and external hires can feel welcomed and supported!



Before You Train: Real Talk & Case Study!

Culture and trust 
at the core

Operations vs. 
programs

Shadowing and 
experience

Identifying strong 
supervisors

Transparency & 
communication

The 10 Keys to Supervisor Success: Building a Culture for Leaders with Lived Expertise

Systems and 
tools for support

Full-time staff

Teaching is a 
journey

Dedicate time 
and resources

Plan it out!



#1 Culture at the Core and Building Trust 



#1 Culture at the Core and Building Trust 

ANNOTATE! What’s one thing you learned…



#2 Operations vs. Programs



#3 Shadowing and Experience



#4 Identifying Strong Supervisors



#5 Transparency and Communication



#6 Systems and Tools for Support



#7 Full-Time Staff



#8 Teaching is a Journey



#9 Dedicate Time and Resources



#10 Plan it Out



Questions?

Culture and trust 
at the core

Operations vs. 
programs

Shadowing and 
experience

Identifying strong 
supervisors

Transparency & 
communication

The 10 Keys to Supervisor Success: Building a Culture for Leaders with Lived Expertise

Systems and 
tools for support

Full-time staff

Teaching is a 
journey

Dedicate time 
and resources

Plan it out!



REFLECT 

Share Out | Pick One! 

• One thing you will take back to your ESE after today
• Your new vision for the supervisor role at your ESE 
• Culture insights from your organization/conversation



WHAT WILL 
WE LEARN 
TODAY?

GOAL | Today we will review and learn the foundational trauma 
informed care principles and how to create a supervisor 
training program that is trauma informed and successful 

OBJECTIVES | You will walk away with… 

1. A deeper understanding of the principles of trauma informed 
care and how to apply them to your role

2. A supervisor journey: key steps for how to onboard and and 
train participants with lived experience 



Trauma-Informed Care

“An organizational structure and 
treatment framework that 
involves understanding, 
recognizing and responding to 
the effects of all kinds of 
trauma.” 

Source: Traumainformedcare.org



Trauma Informed Care

The Six Guiding Principles of a Trauma Informed Approach

SAFETY TRUSTWORTHINESS & 
TRANSPARENCY

PEER SUPPORT

COLLABORATION EMPOWERMENT  & 
CHOICE

CULTURAL 
HISTORICAL & 

GENDER

Ensuring overall safety as 
defined by the individual

Decisions are made 
with transparency Utilizing their stories 

Everyone has a role 
to play in the healing 

process

Individuals' strengths are 
recognized & validated Actively moving past 

biases



Trauma-Informed Management
From Trauma-Informed Care → Trauma-Informed Management

Extends TIC principles into 
leadership & team management

Recognizes how trauma impacts 
workplace behavior, performance, 

and communication

Focuses on creating safe, 
transparent, empowering, and 

collaborative environments

Builds cultures that nurture both 
accountability and well-being



Trauma Informed Management
How to Apply Core Components

SAFETY

TRUSTWORTHINESS & TRANSPARENCY

COLLABORATION & MUTUALITY

PEER SUPPORT

EMPOWERMENT & CHOICE

CULTURAL, GENDER & HISTORIC ISSUES

• Physically and emotionally 
safe environments

• Clear expectations

• Zero tolerance for harm

• Organize regular 
team-building 
activities

• Provide 
opportunities for 
more informal peer 
interaction

• Implement a buddy 
system

• Involve staff in 
decisions

• Emphasize strengths

• Promote autonomy

• Communicate 
openly

• Follow through on 
commitments

• Acknowledge 
mistakes

• Share power

• Co-create solutions

• Encourage peer 
learning

• Practice cultural 
humility

• Honor racial, gender 
and historical 
context



Practicing Trauma Informed Leadership
“The Manager Mirror” 

Reflection Question
 

What’s one way your leadership style might 
unintentionally trigger stress or reactivity in 

someone with lived trauma? 

How could you adjust to create a more 
trauma-informed response?



BREAKOUTS

Reflection Questions: 

1. Each group discusses real-world barriers 
that supervisors might create without 
realizing it.

2. Brainstorm trauma-informed alternatives.

3. Document 3 shifts your group 
recommends for trauma-informed 
supervision.
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The Supervisor Journey: How to Onboard New Supervisors

Promotion 
Conversation

Shadow & Learn
Identifying Supervisors 

Trial & Assessment

Continued Support & Development

BEFORE 
PROMOTION

DAY  ONE

WEEK 1

WEEK 2

6-MONTHS+
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The Supervisor Journey: Before Promotion

Identifying Supervisors 
How do you identify and 
develop future supervisors? 
Cohort model differences 
Let them come to you!

BEFORE 
PROMOTION
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The Supervisor Journey: Promotion Conversation & Checklist

Promotion 
Conversation
This is not an interview. This 
is a positive expectations and 
role conversation with a 
checklist of all the things they 
should be prepared for. This 
can also include structured 
onboarding content on day 
one or throughout the two 
weeks.  

DAY  ONE
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The Supervisor Journey: Week One

Shadow & Learn
Week one should be focused 
on allowing your supervisor 
to shadow a current team 
leader with no expectations. 
They will attend a brief (no 
longer than 15-minute) daily 
conversation to answer 
questions and debrief. 

WEEK 1
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The Supervisor Journey: Week Two

Trial & Assessment
During the second week the 
new promote will take over 
and the team lead will 
shadow as they lead, this will 
be the trial period for your 
new supervisor.  

WEEK 2
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The Supervisor Journey: Continued Support & Development

Continued Support & Development 
Providing continual educational opportunities, embedding open 
pathways for communication, setting up incentives for good 
behavior, creating an environment where people want to show up 
to work! 

6-MONTHS
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The Supervisor Journey: Review What Stands Out to YOU?

Promotion 
Conversation
This is not an interview. This 
is a positive expectations and 
role conversation with a 
checklist of all the things they 
should be prepared for. This 
can also include structured 
onboarding content on day 
one or throughout the two 
weeks.  

Week One
Week one should be focused 
on allowing your supervisor 
to shadow a current team 
leader with no expectations. 
They will attend a brief (no 
longer than 15-minute) daily 
conversation to answer 
questions and debrief. 

Identifying Supervisors 
How do you identify and 
develop future supervisors? 
Cohort model differences 
Let them come to you!

Week Two 
During the second week the 
new promote will take over 
and the team lead will 
shadow as they lead, this will 
be the trial period for your 
new supervisor.  

Continued Support & Development
Providing continual educational opportunities, embedding open 
pathways for communication, setting up incentives for good 
behavior, creating an environment where people want to show up 
to work! 

BEFORE 
PROMOTION

DAY  ONE WEEK 1

WEEK 2

6-MONTHS+



REFLECT

Share Out | Pick one and write it in the chat! 

• The T.I.C principle you resonated with?

• What shift will you make to apply T.I.M?

• One thing you still have a question about?



redf.org

Eric Davis, Founder

Continue the Conversation: Bring Trauma-Informed Leadership 
to Your Organization

Allen-Davis Consulting partners with social enterprises and 
mission-driven organizations to embed Trauma-Informed Care, De-
escalation, and Leadership practices into everyday operations.

Services Include:
• Customized staff trainings & supervisor workshops
• Organizational trauma-informed audits
• Leadership coaching & change management strategy
• Keynote presentations and retreat facilitation

 allendavisconsulting@gmail.com

“ Empowering authenticity, one leader at a time."
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