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Training and annual evaluations are ineffective and should not be used by organizations if they are not used in conjunction with other performance management tools. Organizations need to have tools in place to impact performance and retain staff.  These tools should support an in-depth examination and support the improvement in the areas of competency standards, evaluation, training, supervisory coaching, mentorship, and certification. Blending these tools into a package to meet organizational and staff needs is the key to successful performance and management improvement as well as staff retention.
Summary of Presentation


In the Workforce Crisis in Child Welfare, published by the Child Welfare League of America (2000) it was stated that “..on all fronts, child welfare agencies – public and private – are experiencing extraordinary high turnover rates, low employee morale, and stifling competition from other human service sectors.” The Child Welfare League of America (CWLA) found that “one of the most serious facets of direct service child and youth care work is the lack of educational programs designed to prepare workers.  As a result, agencies must hire workers who are woefully unprepared for these critical positions and responsibilities.” The CWLA also found that several critical factors contributed to this condition:

· Time and resources devoted to professional development activities is inadequate,

· Lack of structured, on-the-job training experiences,

· Lack of an emphasis on individual professional development,

· Need for on-the-job training programs designed to promote the direct application of learned skills in the actual work environment.

Traditional approaches to training and performance evaluations can contribute to the problems described by the CWLA. These solutions include stand-up classroom based training and an annual performance evaluation. These traditional approaches do not provide the on-going support, coaching and mentorship professionals in the childcare field need to learn and optimally perform in the workplace. Classroom training is expensive, removes workers from the already understaffed work sites, and does not guarantee a change in practice. Skills and knowledge provided in classroom-based training are often not practiced and therefore not reinforced in the workplace. The transfer of training to the work setting is most often limited and is one of the most frequently stated reasons for not investing in more training. Sometimes, the practical experience even contradicts what the employee learned in training. Training raises the expectation at the individual level that performance will improve even though most organizations do little or nothing to ensure the skills and knowledge is transferred to the work place. When the performance is below what is expected, the employee is blamed or the training is blamed, but seldom is the focus on the organization’s methods to improve performance based on coaching, feedback and mentorship.

 Performance evaluations are another mechanism that organizations focus on to improve performance. Often, evaluations are completed annually and do not have clear performance standards with specific measurement criteria for feedback. The event is often painful and one dreaded by employees and supervisors alike. Further, without a specific framework for providing a positive critical analysis of performance, the evaluation becomes an exercise designed to provide annual raises and not to change or improve workplace practice. Annual evaluations, more often than not, do not speak to the specific details of practice and will not lead to behavior changes in the workplace. 

Add to these already ineffective approaches – an under-trained supervisory management staff. This combination guarantees disaster. Supervisors have little skill in providing critical feedback and performance management. Because training resources are limited, they are often thrown to direct practitioners leaving supervisors, the key to transference of training into practice, out in the cold.  Supervisors often avoid critical feedback because they do not have clear standards of practice to provide feedback against. Supervisors commonly admit that they do more oversight and feedback of employees when the employee is failing and the organization is working to develop documentation for termination. This is a backward-deficit model that focuses on the weaknesses of staff versus their strengths, similar to that which is denounced when doing clinical work with children and youth.

Performance management in organizations should be a systematic approach to supporting employees and supervisors. The approach should provide a structured feedback model for supervisors to employee that includes:

· Specific performance standards with measurement criteria,

· Strength-based coaching and mentorship designed to support employees to meet standards,

· Regular and frequent evaluation against performance standards and criteria.

Performance management systems should focus the responsibility and function of training and coaching as part of the supervisor's, or in some cases veteran worker's, roles and responsibilities. Performance management is an on-going supervisory management function that relates to: 

Training: A means to support employee needs and challenges. Training is planned based on the needs of the employee. Training is not viewed as punishment or something unrelated to the job. Training is provided to supervisors on supervisory management practice.

Retention: Hertzberg's early work on motivational factors and current research on Generation X include very specific components that performance management supports. Positive performance management builds positive relationships with managers, supports professional development and the feeling, on the part of the employee, that the company believes in them and wants to make and investment in them. 

Promotion Opportunity: A well-organized performance management system provides employees a framework for understanding performance requirements for positions they may aspire to attain. The focus on company advancement opportunities makes a major contribution to keeping the asset of good employees in the company.

Burnout Reduction: Invariably, one of the top reasons found in research for job burnout is the lack of feedback from managers about performance and a lack of clearly articulated job expectations. A focused performance management system provides clear expectations and a mechanism for managers to provide ongoing, routine feedback and evaluation.

One model that provides tools to implement a structured performance management system is provided by the National Center for Professional Certification (NCPC). The NCPC provides a systematic methodology for structured performance feedback that leads to a professional credential. The program provides structured performance standards and measurement criteria for jobs including those in management and administration. The approach focuses on training supervisors and managers to be coaches and mentors, as well as providing a specific strength-based approach for providing feedback on performance. An added benefit of the program is the ability for employees to earn professional credentials and, in most participating organizations, a raise in pay that recognizes the employees competence upon completion of the professional certification. Many organizations utilizing the NCPC system have built, or are in the process of building, complete human resource systems based on the model including hiring and screening tools, selection criteria, performance evaluations and career ladder opportunities for staff.

Planning for performance management and retention must be a conscious regular part of the management process. Traditional tools are inadequate by themselves to support employees and supervisors to achieve optimal practice in the workplace. Resources must be focused on training supervisors to provide feedback and giving them tools such as the NCPC’s model for coaching and performance feedback. Employee relationships should be focused on and cultivated to retain good staff. Performance management goals for organizations should include:

· Develop a competency based performance management program that:
· Monthly evaluations leading to a annual evaluation,

· Monthly individualized training and coaching for every employee,
· Improved supervisory skills through training, coaching and mentorship,

· Conscious focus on staff-retention including tracking turnover rates by supervisor,

· Focus on promotion and development of workforce identity.
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