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Synopsis1.

This document outlines the delivery of a supervisory coaching program to be provided by 
CemSolve, Inc. (“CemSolve”). 

Companies seek to improve production supervisory staff skills to elevate performance of the 
plant and hourly associates.   This program includes a meeting with plant management to 
establish objectives, a gap analysis for each supervisor against management’s expectations, one-
on-one supervisory coaching in the field during the supervisor’s regularly scheduled shift, daily 
follow-up with management, weekly progress reports and end-of-training report. 

CemSolve is built upon decades of cement operations experience and is led by Derek Nicholls, 
previously Senior Vice President and Technical Director for Essroc Cement Corporation.  Having 
worked early in his career as a supervisor and then through progressive plant management and 
senior executive positions, he understands that sending supervisors to off-site training rarely 
produces improved sustainable supervisor performance. 

In the field, one-on-one coaching for supervisors during their normal workday provides specific 
demonstration, feedback and support to make changes based on specific goals for your 
teams.  CemSolve uniquely provides on-site training/coaching for the entire supervisory function, 
technical as well as soft skills, on-the-job and delivered by an operations expert. 

Program Objectives2.

The objectives of the coaching program are: 

1. Observe, identify, implement and institute practical strategies to further develop and refine
soft skills of the supervisors

a. Delegation
b. Expectations
c. Accountability
d. Inter & intra department communication
e. Conflict management
f. Safety responsibilities
g. Environmental responsibilities

2. Achieve sustained and enhanced overall plant efficiency with regard to clinker and cement
production

a. Improved equipment uptime
b. Improved thermal & electrical efficiency
c. Improved technical skills
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3. Coaching program deliverables: 

a. Gap Analysis report for each supervisor 
b. Weekly reports 
c. Final report on findings, conclusions and recommendations of coaching program for 

each supervisor 
d. Improved morale 
e. Improved supervisor confidence 
f. Improved communications 
g. Improved equipment inspections 
h. Improved technical knowledge and understanding 

 Coaching Program Overview 3.

The first phase includes a management meeting held in the participating plant to identify specific 
needs and establish the chain of accountabilities and responsibilities. 

The second phase includes interviews with each of the supervisors, select staff and the direct chain 
of command to understand any communication or performance gaps.  From this, the following 
occurs: 

1. A performance baseline is established for each Supervisor 
2. KPIs will be agreed to between CemSolve and Plant 
3. A schedule is developed for each supervisor participating in the coaching 

The third phase delivers the one-on-one coaching to the supervisors based on the customized 
program, taking into account the expectations set forth by the gap analysis and the agreed to KPI’s. 

1. The coach will shadow the supervisor’s day-to-day activity in the field during his/her 
scheduled shift to identify performance issues and coaching opportunities 

a. The coach will provide change management on the spot as dictated by the situation.  
This may include, but is not limited to, the technical parameters of the operating 
equipment, providing answers to what and why it is important to inspect equipment, 
delegation to hourly staff and follow-up, communication with hourly and managers, 
setting expectations and delivering results, corrective actions involving hourly staff 
and addressing safety and environmental requirements 

2. Weekly reports containing an analysis of issues, opportunities and progress specific to each 
supervisor will be shared with management and any revisions to the schedule or KPIs will be 
agreed to in advance 

 
The fourth and final phase consists of the coach performing follow-up with each supervisor to 
ensure that the progress made is sustained as well as a final assessment of each supervisor. 
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 Deliverables & Reporting 4.

Based on the assessment interviews and observations, CemSolve will deliver a “Gap Analysis” 
report for each of the designated supervisors.  The “Gap Analysis” report will be prepared by 
CemSolve and submitted to plant management within ten (10) business days from the conclusion 
of the second phase. 

The “Gap Analysis” report will be reviewed and discussed with plant management and will serve as 
the baseline to identify opportunities to enhance and expand the supervisors skill set. 

During the third phase, CemSolve will provide a “Weekly” report regarding progress and 
information specific to the supervisor, the coaching program and to address such other matters 
that may be relevant. 

The “Final” report will be provided to plant management by CemSolve on or before thirty (30) 
calendar days from the date of the conclusion of the coaching program and will address 
CemSolve’s findings and conclusions and recommendations regarding each supervisor. 

 Implementation and Schedule 5.

The coaching program commences on the date of the first phase meeting.  The first and second 
phases combined will take approximately five (5) business days to complete.  Thereafter, the coach 
will travel to the plant to provide on-site one-on-one coaching based on the following schedule 
until training is complete:  

• Two (2) weeks of on-site coaching followed by two (2) weeks of independent 
practice by supervisors with support from plant management 

Based on the cement plant’s current shift schedule, the coaching schedule will be determined to 
provide coaching to each of the supervisors in the program.  An example of a rotating shift 
schedule is offered as illustration of one possibility: 
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 Packages & Expectations 6.

1. 2-Month Package  (Bronze) 

Includes: 

Phase-one - management meeting held on-site at the participating plant to identify specific 
needs and establish the chain of accountabilities and responsibilities. 

Phase-two - interviews with each of the supervisors, select staff and the direct chain of 
command to understand any communication or performance gaps. 

Phase-three - one-on-one coaching for up to five (5) supervisors for a two-month period 
following the schedule of two (2) weeks on-site coaching followed by two (2) weeks 
independent practice by supervisors with support from plant management.  Two (2) cycles of 
this schedule are included.  

Phase-four – one (1) follow-up with each supervisor to ensure that the progress made is 
sustained as well as a final assessment of each supervisor 

Expectations: 

This base level package gets the supervisors invested into their plant and managing their 
subordinates with improved confidence.  It provides the basics of what it means to be a 
supervisor today.  Supervisors will be introduced to basic soft skills and basic equipment 
operating/mechanical principles. 

Supervisors will show improved confidence in the handling of human resource aspects such 
as: delegating, setting expectations, time management, basic inter- and intra- department 
communication (handover, coordination and pre-shift meetings), documentation (what, how 
& when), basic conflict management, safety responsibilities and inspections.  In addition the 
supervisors will obtain a basic technical knowledge of the major pieces of equipment and 
inspections required to maintain operating status. 

2. 4-Months Package (Silver) 

This package is the next step in the evolution of supervisory skills and reinforces the learning 
from the Bronze package, while adding new skills to their tool bag. 

Includes: 

The entire Bronze package with two (2) additional cycles of the scheduled two (2) weeks on-
site coaching followed by two (2) weeks independent practice by supervisors.  This brings the 
one-on-one coaching to a total of four (4) cycles. It includes one (1) additional follow-up with 
each supervisor in phase-four. 

Expectations: 

Supervisors will demonstrate more confidence utilizing the soft and technical skills learned 
during the previous two (2) months as they reinforce the skills through repetition during 
actual day-to-day use. 

Supervisors will show continued improvement in delegating, setting expectations, time 
management, inter- and intra- department communication (handover, coordination, pre-shift 
and safety meetings), conflict management, safety responsibilities and inspections providing 
an environment of accountability for their peers and subordinates.   
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In addition, they will learn to engage in troubleshooting techniques designed to diagnose 
potential issues before they cause downtime on the major pieces of equipment, rules of 
thumb for day-to-day issues, and start the basics of environmental responsibility, MSHA job 
task training as well as area safety inspections and the effects supervisors have on the 
quality of products. 

3. 6-Months Package (Gold) 

This package provides the full length of the program so that the supervisors are well versed 
and tested in supervisory techniques. 

Includes: 

The entire Silver package with two (2) additional cycles of the scheduled two (2) weeks on-
site coaching followed by two (2) weeks independent practice by supervisors with support 
from plant management.  This brings the one-on-one coaching to a total of six (6) cycles.  It 
includes one (1) additional follow-up with each supervisor in phase-four. 

Expectations: 

Supervisors will demonstrate a mastery of the soft and technical skills learned during the 
previous four (4) months as they continue to reinforce and engrain those skills through 
repetition during actual day-to-day use.  Their new habits will become sustainable. 

Supervisors will show continued improvement in delegating, setting expectations, time 
management, documentation (what, how & when), inter- and intra- department 
communication (handover, coordination, pre-shift, safety, counseling, performance appraisal 
meetings), conflict management (basic grievances to insubordination), safety responsibilities 
and inspections providing an environment of accountability for their peers, subordinates and 
managers.   

In addition, they will continue to learn troubleshooting techniques designed to diagnose 
potential issues before they cause downtime on the major pieces of equipment, the 
environmental responsibility of today’s supervisors, MSHA job task training as well as safety 
area inspections, the effects supervisors have on the quality of products and how every 
decision is a financial decision and how they impact it.   

Plant morale will be improved as well as improvements in power efficiency, thermal 
efficiency, and equipment downtime. 

4. Follow-up Package 

This package is a three (3) day on-site one-on-one refresher for those that have already been 
a part of the coaching program.  It is designed to reinforce all the new skills and habits the 
supervisors have demonstrated.  It can be utilized for those supervisors believed to be falling 
off the wagon as well as for those that are looking for continuous improvement. 

5. New Supervisor Package 

This package is designed for the plant that is adding a new supervisor to a supervisory group 
that has previously been through the coaching program.  It is focused on the new individual 
and how he fits into his new group. 
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Includes: 

Phase-one - management meeting held on-site of the participating plant to identify specific 
needs and establish the chain of accountabilities and responsibilities. 

Phase-two - interview with the supervisor, select staff and the direct chain of command to 
understand any communication or performance gaps. 

Phase-three - one-on-one coaching for the new supervisor for a two and one half (2½) 
month period following the schedule of one (1) week on-site coaching followed by two (2) 
weeks independent practice by supervisors with support from plant management.  Three (3) 
cycles of this schedule are included.  

Phase-four – three (3) follow-ups with the new supervisor to ensure that the progress made 
is sustained, as well as a final assessment of the supervisor. 

Expectations: 

The supervisor will demonstrate a mastery of the soft and technical skills learned during the 
two and a half (2½) months as he/she continues to reinforce and engrain those skills through 
repetition during actual day-to-day use. 

The supervisor will show improvement in delegating, setting expectations, time 
management, documentation (what, how & when), inter- and intra- department 
communication (handover, coordination, pre-shift, safety, counseling, performance appraisal 
meetings), conflict management (basic grievances to insubordination), safety responsibilities 
and inspections providing an environment of accountability for his/her peers, subordinates 
and managers.   

In addition, he/she will learn troubleshooting techniques designed to diagnose potential 
issues before they cause downtime on the major pieces of equipment, the environmental 
responsibility of today’s supervisor, MSHA/OSHA job task training as well as 
safety area inspections, the effects supervisors have on the quality of products and how 
every decision is a financial decision and how he/she impact it. 


