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703: Coaching for Performance Improvement 
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Introduction 
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The Performance Management Cycle 
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Section III: 
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Assessing Performance, and Planning to 
Coach to Address Performance Deficits  

10 
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Competence 
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Conclusion and Evaluation 
34 
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Section I: Introduction 
 
Estimated Length of Time:  
 
10 minutes 
 
Corresponding Learning Objective: 
 

 Identify the steps in the performance management cycle  
 Recognize methods to assess, support, and enhance staff's commitment, 

confidence, and competence 
 
Materials Needed 
 

 PowerPoint Slide #1: Coaching for Performance Improvement (title slide) 

 PowerPoint Slide #2: Agenda 

 PowerPoint Slide #3: Learning Objectives 

 PowerPoint Slide #4: Pennsylvania Child Welfare Competencies 

 Appendix #1: Pennsylvania Child Welfare Competencies 

 Participant Guide (PG) (pages 1-3)  
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Section I: Introduction 

 Instructor Materials Time Instructor 
Notes 

Step 1 
 
Slide 1 
 

Do: Display Slide 1 
 
Say: Welcome 
 
Do: Introduce self 
 

 3  

Step 2 Do: Review materials: Participant 
Guide (PG) and Appendix #1. 
 

PG 
 
Appendix #1: 

(Pennsylvania 

Child Welfare 

Competencies) 

1  

Step 3  
 
Slides 2-4  

Do: Display Slide 2 
 
Say: Here is the agenda for the 
workshop, which can be found on page 
2 of your PG. 
 
Do: Review agenda 
 
Do: Display Slide 3 
 
Say: These are the learning objectives 
that can be found on page 2 of your PG. 
 
Do: Display Slide 4 
 
Say: This session, we will focus on the 
competencies of Monitoring and 
Adjusting and Professionalism.  
 
As administrators and managers, we are 
also supervisors, aren’t we? So 
regardless of our duties, it is necessary 
to occasionally review the basic skills of 
supervision. This is what you will have 
the opportunity to do today as we 
discuss coaching.  
 
Ask: Are there any questions before we 
proceed? 

 
PG, p. 2 
(Learning 
Objectives/ 
Agenda/ 
Competency) 

6  
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Section II: The Performance Management Cycle  
 
Estimated Length of Time: 
 
15 minutes 

 
Corresponding Learning Objective: 
 

 Identify the steps in the performance management cycle  
 
Materials Needed 
 

 PowerPoint Slide #5: Section II: The Performance Management Cycle 

 PowerPoint Slide #6: Activity Instructions: The Performance Management Cycle 

 Poster #1: The Performance Management Cycle 

 Poster #2: DAPIM™ 

 Participant Guide (PG) (pages 4-6) 
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Section II: The Performance Management Cycle  

 

 

 

 Instructor Materials Time Instructor 
Notes 

Step 1 
 
Slide 5 

What is the Performance Management 

Cycle? 

 

Do: Display Slide 5 and refer 
participants to PG, page 5. Define 
performance management as the 
process of setting performance 
standards and expectations, monitoring 
progress, measuring results, appraising, 
and rewarding or correcting employee 
performance (Pennsylvania Office of 
Administration, 2011). 

 

Ask: What do you believe is the purpose 

of the performance management?  

 

Do: Facilitate a brief large group 

discussion using the talking points are 

offered below 

 Performance management is an 

ongoing process shared by a 

supervisor and employee to 

facilitate planning, performing, 

and evaluating work to support 

the organization in realizing its 

mission and vision. 

 Performance management allows 

for constructive direction, training, 

assessment, feedback, and 

recognition of employees by 

managers and supervisors to 

assure a competent, high-

performing, and motivated 

workforce. 

PG, p. 5 
(Performance 
Management 
Cycle) 

5  
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 The Performance 

Management Cycle leads 

to a clearer understanding 

of performance 

expectations. It should 

occur through coaching 

and mentoring via frequent 

and timely two-way 

communication. 

 Performance management 

ensures each employee 

and supervisor having a 

mutual understanding of 

organizational goals, 

employee job expectations, 

and the ability to meet 

those expectations. Having 

a fuller mutual 

understanding of these 

concepts leads to the 

success of the organization 

and assists in avoiding 

supervisor and employee 

frustration (Pennsylvania 

Office of Administration: 

Performance Management: 

Overview, 2011). 

 Performance evaluations 

are only one-step of the 

ongoing Performance 

Management Cycle.   

 

Say: Ultimately, the purpose boils down 

to helping a staff grow as a professional. 

In other words, the goal of performance 

management is a continuous quality 

improvement.  

 

 

Step 2 
 

Steps in the Performance 

Management Cycle  

Poster #1 
(The 

5  
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Do:  

 Refer to Poster #1.  

 Describe the five steps in the 

Performance Management Cycle: 

 

o Step One: Set 

Performance Standards 

o Step Two: Assess 

Performance 

o Step Three: Plan 

Performance Improvement 

o Step Four: Coach and 

Support 

o Step Five: Performance 

Evaluation 

 

Say: To maximize excellence in practice 

across your agency for all staff, a 

continuous process of setting 

performance standards, assessment, 

performance improvement planning 

(including training and non-training 

professional development activities), on-

the-job coaching for improved 

performance, and performance 

evaluation must take place. This 

continuous cycle has five identifiable 

steps that need to be carried out and 

linked to each other. 

 

Each step in the process has critical 

issues and skills that need to be 

understood and learned to be successful 

at improving the performance of others. 

 

The 60-hour Supervisor Training Series 

explores each of the five steps in detail. 

This workshop will touch briefly upon 

each of the five steps, but will explore in 

Performance 
Management 
Cycle) 
 
Poster #2 
(DAPIM™) 
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a little more detail the fourth step coach 

and support.  

 

Do: Remind participants of the DAPIM™ 

framework.  

 

Ask: participants if they remember for 

what the letters in DAPIM™ stand.  

 

As participants call out Define, Assess, 

Plan, Implement, and Monitor, write the 

words on flip chart paper.  

 

Refer to Poster #2. 

 

Say: The two cycles mirror each other. It 

is your responsibility to systematically 

improve each person you directly 

supervisor to contribute to the agency’s 

outcomes by using the steps in the 

performance management cycle.   

 

Just as the tasks associated with each 

DAPIM™ phase is completed in 

collaboration with those staff that the 

work involves and just as child welfare 

professionals engage families in the 

casework process, performance 

management is not completed in a 

vacuum. You are never alone in this. It 

can only be successful if your staff is 

engaged in all phases of the cycle.   
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Instructor Materials Time Instructor 

Notes 

Activity: Performance Management Cycle: Section II, Step 3 

Type of 
Activity/ 
Purpose 

Individual Activity for Self-Assessment 

 

   

Set-up and 
Alternatives 

none    

Facilitation 
Tasks 

Slide 6 

Do:   

 Refer participants to page 5 in 
the PG. 

 Display Slide 6 

 Ask participants to place a star 
next to the step in the 
Performance Management Cycle 
in which they feel most confident 
to perform with your direct staff.  

 Ask participants to circle the step 
in the Performance Management 
Cycle in which they feel the least 
confidence to perform with your 
direct staff.  

 
PG, p. 5 
(Performance 
Management 
Cycle)  
 

2  

Debrief Ask: Does anyone wish to share his or 
her strengths and needs? 
 
Say: This workshop will touch briefly 
upon each of the five steps but will 
explore in more detail the fourth step, 
coach and support. If you circled one of 
the four steps other than Step 4, please 
know that as an administrator or 
manager, you are eligible to participate 
in the 60-hour Supervisor Training 
Series (STS) that explores all five steps 
in detail. In addition, STS: Module 3: 
The Middle Work Phase of Child 
Welfare Supervision is a 24-hour 
workshop that focuses almost 
exclusively on developing and 
supporting staff through coaching.   
 

 3  

Additional 
Notes 

Instructor Note: Do not individually go 
around the room to ask for participants’ 
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responses. All sharing in the large 
group should be voluntary 
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Section III: Setting Performance Standards, Assessing Performance, 
and Planning to Coach to Address Performance Deficits  
 
Estimated Length of Time: 
 
35 minutes 
 
Corresponding Learning Objective: 
 

 Identify the steps in the performance management cycle  
 Recognize methods to assess, support, and enhance staff's commitment, 

confidence and competence 
 
Materials Needed 
 

 Flip Chart Paper 

 Poster #1: The Performance Management Cycle 

 Appendix #1: Pennsylvania Child Welfare Competencies 

 PowerPoint Slide #7: Section III: Setting Performance Standards, Assessing 
Performance, and Planning to Coach to Address Performance Deficits 

 PowerPoint Slide #8: Activity Instructions: Identifying Performance Standards 

 PowerPoint Slide #9: Activity Instructions: Assessing for Performance: PG, p. 
14 

 PowerPoint Slide #10: Activity Instructions: Planning for Performance 
Improvement: PG, p. 15 

 Participant Guide (PG) (pages 7-17) 
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Section III: Setting Performance Standards, Assessing Performance, 
and Planning to Coach to Address Performance Deficits  

 Instructor Materials Time Instructor 
Notes 

Step 1 
 
Slide 6 

Do:  

 Display Slide 7 

 Refer to Poster 1. 

 Introduce section.  

 Explain that participants will explore 
concrete ways to identify 
performance standards, assess 
performance, and plan to address 
performance deficits through 
coaching strategies. 

 
Say: The first step in the Performance 
Management Cycle is to set 
performance standards. By setting 
performance standards, we clarify what 
is expected of staff.  
 
Supervisors and managers should 
always contract with employees to give 
and receive feedback as a part of their 
responsibilities to each other when they 
are first hired. This contract should be 
renegotiated regularly to encourage 
honest and open communication. 
 
Identifying standards is done by 
identifying the most mission-critical 
activities and developing standards of 
performance for these activities. When 
standards are set and performance 
expectations are communicated, they 
need to contribute meaningful, i.e. 
purpose-critical, results that are 
achieved through specific and 
measurable criteria. 
 
Do: 

 Refer participants to Appendix #1. 

 Introduce the Pennsylvania Child 
Welfare Competencies while giving 
participants the opportunity to 
peruse the document. 

Poster 1 (The 
Performance 
Management 
Cycle) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Appendix 1, 
p. 61 
(Pennsylvania 
Child Welfare 
Competencies) 
 

5  



 

The Pennsylvania Child Welfare Resource Center            703: Coaching for Performance Improvement 

Instructor Guide, Page 12 of 38 

 
Say: While counties in Pennsylvania are 
diverse on many levels, the 
competencies and related behavioral 
indicators are designed to reflect the 
knowledge and skills representative of 
excellence in child welfare practice that 
supersedes demographic and 
environmental differences.  
 
Do: Briefly review Definition of Terms 
on page 61. 
 
Say: 
Competencies are broad statements of 
knowledge, values, and skills that enable 
child welfare professionals to perform 
successfully in their work. 
 
Behavioral indicators are observable and 
measurable practices for various levels 
of responsibility within an organization 
that individuals employ when they are 
demonstrating a particular competency. 
The competencies break down 
behavioral indicator according to three 
organizational levels: Caseworker, 
Supervisor/Manager, and Administrator. 
 
Behavioral indicators are not intended to 
represent a comprehensive list. Back at 
your agencies, you along with 
supervisors and managers are 
encouraged to identify activities unique 
to your respective agencies and 
departments and apply them to any one 
or more competency or behavioral 
indicator. 
 

When creating indicators, they should be 
specific and descriptive for assessment 
purposes as they are utilized to 
determine progress toward achieving a 
particular competency. 
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Examples of activities are specific duties 
or actions performed in support of 
behavioral indicators. They demonstrate 
what is done, to whom it is done, why it 
is done, and how it is done. 
 
Some counties have already started to 
use the competencies to inform their 
program planning and employee 
recruitment, selection, supervision, 
evaluation, and professional 
development. 
 
Ask: Is there anyone here today whose 
agency is already initiating 
implementation of the PA Child Welfare 
Competencies? 
 
Do: Allow those responding the 
opportunity to briefly share how they are 
currently implementing the 
competencies in their agency.  
 
Say: For the purposes of today’s 
session, we will use the prescribed 
behavioral indicators and examples of 
activities to identify your staff’s 
performance standards.  
 

Activity: Identifying Performance Standards: Section III, Step 2 

Type of 
Activity/ 
Purpose 

This is an individual activity facilitated for 
a large group. Its purpose is to have 
participants practice identifying 
performance standards for one of their 
employees.  
 

   

Set-up and 

Alternatives 

The activity can be adapted for groups 
whose participants share the same 
position in their organization and are not 
responsible for direct supervision of 
other participants in the room. In such 
cases, the debrief may be adapted to 
allow participants to share more 
personal examples of their challenges in 
this area. 
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Facilitation 
Tasks 

Slide 8 

Do:  

 Refer participants to pages 10-12 in 
the PG and ask them to complete 
the activity individually by answering 
questions 1, 2a, and 3. 

 Display Slide 8. 

 Rotate around the room and offer 
assistance as necessary. If 
participants cannot identify a 
competency that accurately 
encapsulates the employee’s 
behavior, challenge the participant 
to consider whether the behavior is 
truly mission-critical. If the 
participant concludes the behavior is 
mission-critical, instruct him/her to 
write their own performance 
standard using guidance from 
question 2b in PG, page 12. 

 

PG. pp. 10-12 
(Using 
Performance 
Standards to 
Improve 
Behavior) 

 

10  

Debrief 
Ask: Did anyone have difficulty with this 
exercise? 

 1  

Additional 
Notes 

    

Step 3 Do: Refer to Poster 1. 

Say: Now we will move to the second 
step in the Performance Management 
Cycle: assessing performance.  

Assessing individual staff’s performance 
does not occur in a vacuum but rather, in 
collaboration with the staff member. 
 
Often, after identifying a problem or 
challenging behavior in someone we 
supervisor, the first thought is how do I 
fix the problem. Often we respond by 
sending the employee to training or to 
providing on-the-job training. Additional 
training is not always the appropriate 
response.  
 
Turn to page 13 in The PG.  
 

 
Poster 1 
(Performance 
Management 
Cycle) 
 
 
 
 
 
 
 
 
 
 
 
 
PG, p. 13 
(Diagnostic 
Matrix) 
 

5  
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Robert Mager and Peter Pipe provide a 
useful matrix to assist us in identifying 
the type of challenge we have in our 
staff’s behavior and deciding the 
appropriate response. 
 
Performance gaps can have a variety of 
different causes. This diagnostic matrix 
helps us to differentiate between 
problems of execution and problems 
of knowledge. A performance problem 
is one where we know the staff has the 
required knowledge and skill but is not 
producing the desired results for one or 
more other reasons. Sending this person 
off to a training session is not likely to fix 
the problem. 
 
There are typically three causes of 
performance gaps. Explain that the three 
primary causes of performance gaps 
among individuals are: 
 

1. The employee does not have the 
competence (knowledge or skills) 
to meet the standard of 
performance; 

2. The employee does not have the 
confidence that he or she can 
meet the standard of 
performance; and 

3. The employee is not committed to 
the standard of performance. 

 
The last two causes are considered 
execution gaps.   
 
The diagnostic matrix provides four 
quadrants formed by the intersection of 
two continuums. The horizontal 
continuum is that of competency or 
knowledge.   

 Is the staff competent in this area 
or not? 

 Does the staff have the required 
knowledge, skills, values, or 
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awareness? We can usually 
discern this by observing whether 
they are performing the work and 
getting the desired 
results/outcomes.   

 If they are, they may be doing so 
based on their own competence 
OR they may be flying by the seat 
of their pants and being lucky 
enough to get the desired results, 
but have no idea why or how they 
are doing this. 

 
The vertical continuum is that of 
execution or performance. 

 Is the staff performing the skill, 
knowledge, or value to our 
satisfaction?   

 Do they know the performance 
standard expected and are they 
achieving it?   

 
Do: Refer participants to PG, page 13 
and identify the four quadrants by name 
with each of the identifying graphics. 
 
Say: When a person does not know but 
does perform the work - he/she is in 
Quadrant #1-luck/ happenstance. 
 
When the employee knows and does the 
work - he/she is in Quadrant #2 - good 
performance. 
 
If the employee does not know and does 
not perform the work, he/she is in 
Quadrant #3 -discrepancy of 
knowledge. 
 
We have never seen the employee be 
able to demonstrate this competency 
and cannot document that he/she has 
received the appropriate training to be 
able to do so. A competency problem is 
one where the employee needs 
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additional knowledge or skills to perform 
the required work.   
 
If the employee knows the competencies 
required but is not producing the desired 
results, this creates a performance 
problem - quadrant #4 is the 
discrepancy of performance. This 
quadrant usually requires further 
assessment.  
 
At times, the gap is due to a lack of 
confidence. Other times, the root cause 
is a lack of commitment. Often, we are 
tempted to send this staff off to a training 
session in the last-ditch effort to avoid 
disciplinary action. In a time of very 
scarce resources, this type of action is a 
misappropriation of assets. Sometimes, 
we need to bite the bullet and proceed 
directly with the accountability process. 
Inform participants that today’s session 
will not cover progressive discipline. 
There are other workshops related to 
that topic that can be made available by 
asking your regional training specialist. 
 
How do we know if the employee really 
has the knowledge, skill, or ability? Have 
we ever seen them use it successfully? 
If so, we must assume that they do 
possess it and are not choosing or 
recalling, for whatever reason, to use it. 
 
We need to note that this task-specific 
model identifies rating performance on a 
particular competency and not overall 
work. A staff may be in one quadrant 
based on one task and in the second 
quadrant with regard to another task. 
 
Consider whether this difference in 
performance is true for your chosen 
staff. Is there any behavior or 
competency in which the staff is in a 
desirable quadrant? 
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These differences are likely to be true for 
an experienced staff person learning a 
new task or skill and need training. An 
experienced CPS supervisor transfers to 
a supervisor position in the Placement 
Unit and is overseeing the first adoption 
ever in her career. For CPS supervision 
tasks, this staff might be in Quadrant #2; 
knows the work; does the work. The 
supervisor may be able to produce a 
credible study without specific training 
since many of the skills are transferable 
- but the CPS supervisor may lack the 
knowledge about all of the required 
steps in the adoption process to 
adequately hold the caseworkers 
accountable, etc. This example might be 
seen as Quadrant #1 behavior.   
 
On the other hand, if a CPS supervisor 
has been getting tired of overseeing 
investigations, this supervisor may know 
how to do this sort of work, but fails to do 
it because it is seen as tedious or 
unnecessary. This example would be 
Quadrant #4, a discrepancy of 
performance with the root cause being 
identified as a lack of commitment.   
 
Another execution gap is where the root 
cause might be a lack of confidence. 
You might be able to identify this gap 
when a supervisor/manager tells you 
verbally, "I'm not sure that I'll ever be 
able to ensure my department gets its 
paperwork completed..."; or may exhibit 
nonverbal cues that indicate a lack of 
confidence such as hesitation in voice 
and action, avoidance of eye contact, 
and/or avoidance of responding to 
requests to demonstrate the needed 
skills. Often, a staff lacking confidence 
continually checks in with you.   
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Many times an employee will hide their 
true feelings for fear of the 
consequences. A supervisor or manager 
should ask observation questions to be 
sure that confidence is a barrier to 
desired performance. This requires the 
skill of reaching for feelings. It involves 
asking the questions tentatively to allow 
the employee to agree or modify how 
they are feeling. For example, "I have a 
feeling you're not totally confident in your 
ability to do this well, am I right...?" 
 
These two continuums create four 
quadrants in which we can locate the 
challenging behavior of the employee 
and analyze the appropriate coaching 
response.  
 

Activity: Assessing for Performance: Section III, Step 4 

Type of 
Activity/ 
Purpose 

This is an instructor-led individual 
activity. Its purpose is to provide 
participants the opportunity to explore 
the assessment step of the Performance 
Management Process. 

   

Set-up and 
Alternatives 

The activity can be adapted for groups 
whose participants share the same 
position in their organization and are not 
responsible for direct supervision of 
other participants in the room. In such 
cases, the debrief may be adapted to 
allow participants to share more 
personal examples of their challenges in 
this area. 

   

Facilitation 
Tasks 

Slide 9 

Do:  

 Display Slide 9.   

 Refer participants to page 14 in 
the PG. 

 Ask participants to complete the 
activity individually (Parts A, B, 
and C) by following the detailed 
instructions in the PG.  

 Rotate around the room offering 
assistance as needed.  

 

PG, p. 13 
(Diagnostic 
Matrix) 
 
PG, p. 14 
(Assessing for 
Performance: 
Instructions)  
 

10  
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Debrief 

 

Ask: 

 How many of you put your staff in 
Quadrant 1? 

 How many of you put your staff in 
Quadrant 2? 

 How many of you put your staff in 
Quadrant 3? 

 How many of you put your staff in 
Quadrant 4? 

 Of those with staff in Quadrant 4, 
how many have a root cause of a 
lack of confidence? 

 How many with a root cause of 
commitment? 

 4  

Additional 
Notes 

    

Step 5 Say: Now we will move into the third 
step in the Performance Management 
Cycle: Plan for Performance 
Improvement. 

Do: Refer to Poster 1. 

Say: These two continuums create four 
quadrants in which we can locate the 
challenging behavior of the employee 
and analyze the appropriate coaching 
response.  
 
For staff in Quadrant 1, you should 
praise for performance. Mager and Pipe 
do not think it is necessary to teach the 
methods or the knowledge behind this 
performance but suggest that the 
employee will acquire the knowledge on 
their own over time. If they stop 
producing the desired results, then they 
move into another quadrant (either 
Quadrant #3 or #4). Due to the amount 
of time and money involved in providing 
training, Mager and Pipe think that 
training resources should only be used 
for those employees NOT producing the 
results. 
 

Poster 1 (The 
Performance 
Management 
Cycle) 

5  
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For staff in Quadrant 2, praise and 
reinforce. We want to employ staff with 
these attributes and strengths! We must 
provide these staff with enough praise 
and support to continue their good 
performance.  
 
Quadrant 3 is the quadrant in which 
training solutions are the most 
appropriate. We provide the knowledge 
or skill development and they perform 
the work. This strategy seems too simple 
to be true, but it is effective.  
 
When you find staff in Quadrant 4, 
discrepancy of performance, you play 
the predominant role of the clinical 
supervisor or organizational 
interventionist.  

 
Instructor Note: Some skills learned in 
training are important, but used 
infrequently. These cases may require 
additional interventions such as booster 
shot training or transfer of learning 
sessions. Supervisors should also 
ensure that employees are given the 
opportunity to practice such skills if they 
are indeed mission-critical skills.  

 
For a staff that lacks confidence, your 
aim will be to clarify and enhance 
confidence. 
 

For a staff lacking in commitment, you 
must enhance that staff’s motivation. If 
you have a commitment problem, you 
must ask does the staff person have the 
capacity to change. If capacity to change 
is lacking, coaching will not help and you 
must reassign the staff or begin the 
disciplinary process.  

Again, we will not cover the steps to 
reassignment or discipline today as it is 
outside the scope of this session.  
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Activity: Planning for Performance Improvement: Section III, Step 6 

Type of 
Activity/ 
Purpose 

This is an instructor-led individual 
activity. Its purpose is to provide 
participants with the opportunity to plan 
their coaching strategy for their identified 
employee.  

   

Set-up and 
Alternatives 

None    

Facilitation 
Tasks 

Slide 10 

Do:  

 Display Slide 10.   

 Refer participants to page 15 in 
the PG. 

 Ask participants to complete the 
activity individually by following 
the detailed instructions in the 
PG.  

 Rotate around the room offering 
assistance as needed.  

 

PG, p. 15 
(Planning for 
Performance 
Improvement 
Instructions)  

3  

Debrief 

 

Do: Ask for a show of hands of those 
who identified each of the strategies 
listed below: 

 Training solutions  

 Clarify and enhance confidence. 

 Enhance motivation for staff that 
lacks commitment. 

 
Say: For those interested, page 16 of 
the PG contains a more in-depth tool 
called the Performance Analysis Flow 
Diagram (Mager, 1997).  

 
 
 
 
 
 
 
PG, p. 16 
(Performance 
Analysis Flow 
Diagram) 

2  

Additional 
Notes 
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Section IV: Supporting and Enhancing Staff's Commitment, 

Confidence and Competence 

 
Estimated Length of Time: 
 
1 hour, 50 minutes 
 
Corresponding Learning Objective: 
 

 Identify the steps in the performance management cycle  
 Recognize methods to assess, support, and enhance staff's commitment, 

confidence and competence 
 
Materials Needed 
 

 Flip Chart Paper 

 PowerPoint Slide #11: Section IV: Supporting and Enhancing Staff’s 
Commitment, Confidence, and Competence 

 PowerPoint Slide #12: Activity Instructions: Implementing Coaching Strategies: 
PG, pp. 25-27 

 PowerPoint Slide #13: Activity Instructions: Coaching My Staff with Challenging 
Behavior: PG, p. 28 

 PowerPoint Slide #14: Activity Instructions: Providing Feedback: PG, p. 31   

 PowerPoint Slide #15: Performance Evaluation 

 PowerPoint Slide #16: Activity Instructions: Performance Evaluation: PG, p. 32 

 Participant Guide (PG) (pages 18-33) 
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Section IV: Supporting and Enhancing Staff's Commitment, 
Confidence and Competence 

 Instructor Materials Time Instructor 
Notes 

Step 1 
 
Slide 11 

Do: 

 Introduce section.  

 Display Slide 11 
 

Say: In this section, we will identify ways 
to address performance deficits through 
various coaching strategies. This is step 
four of the Performance Management 
Cycle. 
 

Poster 1 
(Performance 
Management 
Cycle) 

1   

Step 2 Do: 

 Refer participants to PG page19 
and review the definitions of 
coaching, coach, and the steps to 
coaching.  

 Refer participants to PG, page 
20-24 and give participants 10 
minutes to read the descriptions 
for coaching strategies for 
employees based on the root 
causes of performance deficit. 

 

PG p. 19 
(What is 
Coaching?) 
 
 

PG pp. 20-24 
(Coaching 
Strategies) 

12  

Activity: Coaching for Performance Improvement: Section IV, Step 3 

Type of 
Activity/ 
Purpose 

This small group activity gives 
participants the opportunity to apply their 
learning to a situation requiring the 
implementation of coaching.  

   

Set-up and 
Alternatives 

Do: 

 Put participants into groups of 
three or four. 

 Assign groups in one situation 
while ensuring all three situations 
are assigned. 
 

 1  

Facilitation 
Tasks 

Slide 12 

Do:  

 Explain the activity and its 
purpose. 

 Display instructions on Slide 12 
and ask participants to complete 
PG, pages 25-27.  

PG, pp. 25-27 
(Implementing 
Coaching 
Strategies) 

10  



 

The Pennsylvania Child Welfare Resource Center            703: Coaching for Performance Improvement 

Instructor Guide, Page 25 of 38 

 Rotate around the room offering 
clarification as needed.  

 Reconvene the large group after 
10 minutes. 

Debrief 

Slide 16 

Do:  

 Debrief by rotating among the 
groups by reading the situation 
and soliciting responses to all 
issues.  

 Ensure that the primary cause of 
the performance gap and the 
appropriate coaching strategy has 
been properly identified.  

 Use the following information as a 
guide. 

 

Trainer note: 
Competencies and behavioral indicators 
are not always mutually exclusive and 
groups may not agree with the 
competency to which the behavioral 
indicator relates. Differing competencies 
are acceptable if participants can 
strongly connect a competency to a 
behavioral indicator. A brief conversation 
between groups is encouraged as it is 
giving participants opportunity to become 
familiar with the competencies. However, 
do not allow such discussions to go past 
two minutes. Acknowledge there is no 
definitive right or wrong answers when 
identifying the competency. However, it 
is important for supervisors, managers, 
and administrators to be clear with staff 
on performance expectations. 
Competencies and behavioral indicators 
are a resource to aid in that task.  

 
Pat: 
List the competency to be improved. 

Monitoring and adjusting is the 
preferred response.  

 
What appears to be the primary cause of 
Pat's performance gap? 

  10  
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Pat is not committed to the 
standard of performance. 

 
Which coaching strategy should be used 
with Pat? 

Coaching to enhance motivation 
 
What will you do when meeting with Pat 
on this issue? 

Support Pat to take responsibility 
for her own motivation. Ask what, 
when and how questions, pushing 
for details. 

 
Juan: 
List the competency to be improved. 

Engagement is the preferred 
answer. 

 
What appears to be the primary cause of 
Juan's performance gap? 

Juan does not have the 
competence to meet the standard 
of performance. 

 
Which coaching strategy should be used 
with Juan? 

Coaching to build skills 
 
What will you do when meeting with 
Juan on this issue? 

 Explain in a clear and logical 
order how the skill is carried 
out. 

 Demonstrate the skill so that 
Juan can observe the 
behavior. 

 Provide Juan resources such 
as the Enhancing Critical 
Thinking: A Supervisor’s 
Guide to use during 
supervision. 

 Allow Juan to practice the skill 
on the two cases needing 
plans. 
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 Provide balanced feedback to 
Juan on his progress. 

 
What resources are available to assist 
you in coaching Juan? 

Transfer of Learning activities can 
help to reinforce what was 
learned in STS. The two of you 
can review pre and post work 
from STS.   

 

Estrella: 

List the competency to be improved. 
Professionalism is the preferred 
answer. 

 
What appears to be the primary cause of 
Estella's performance gap? 

Estella is not confident that she 
can meet the standard of 
performance. 
 

What coaching strategy should be used 
with Estella? 

Coaching to clarify and enhance 
confidence. 
 

What will you do when meeting with 
Estella on this issue? 

 Reassure Estella that it is 
normal to feel nervous and 
afraid. Share a similar 
personal experience with her. 

 Remind Estella of her recent 
effective use of skills of 
engagement. 

 Offer Estella concrete ways 
that you will help her to 
implement the standard. One 
example might be agreeing to 
be being present on 
speakerphone rather than in 
the room during a meeting 
with the employee. This will 
allow her to experience some 
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success while gradually 
establishing autonomy.  

Additional 
Notes 

    

Activity: Coaching My Staff with Challenging Behavior: Section IV, Step 4 

Type of 
Activity/ 
Purpose 

This is a pair’s activity. Its purpose is to 
provide participants with the opportunity 
to develop a proposed coaching 
intervention and receive feedback from a 
colleague.  

   

Set-up and 
Alternatives 

Instruct participants to pair up with 
someone from a different county and 
with whom they do not know well. 
 
The activity can be adapted for groups 
whose participants share the same 
position in their organization and are not 
responsible for direct supervision of 
other participants in the room. In such 
cases, the activity can be facilitated in 
small groups.  

 4  

Facilitation 
Tasks 

Slide 13 

Do: Display Slide 13. 

 Refer participants to page 28 in 
the PG. 

 Ask participants to read the 
instructions on the slide and to 
complete the activity in 
consultation with their partner. 

 

PG, p. 28 
(Coaching My 
Staff with 
Challenging 
Behavior)  

25  

Debrief 

 

Do:  

 Reconvene the large group. 

 Allow for questions and answers 

 Encourage participants to answer 
each other’s questions and to 
provide the guidance. 
 

 10  

Additional 
Notes 

    

Step 5 Ask: What are some reasons why it is 
important for a child welfare professional 
to document progress on goals, 
objectives, and tasks with families? 
Record ideas as they are called out on a 
flip chart.   
 

 
 
 
 
 
 
 

5  
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 It identifies each party’s 
expectations; 

 It identifies strengths and areas 
needing improvement; 

 It keeps all parties on the same 
page regarding the plan for 
change; 

 Provides data for parties to 
monitor progress; 

 It holds self and staff accountable; 

 It builds evidence for court 
testimony and   

 It is required by policy. 
 
Do: Explain that the parallel process 
applies here to the reasons why a 
supervisor, manager, or administrator 
should monitor and document individual 
employee’s progress goals, objectives, 
and tasks within the context of the 
performance management cycle.  
 
Ask: How do you currently document 
your staff’s performance progress on an 
ongoing basis? 
 
Do: Engage participants in a large group 
discussion on how they document 
supervision with their staff. 
 
Refer participants to PG, page 29 
 
Say: Some agencies choose to use a 
specific form to document supervisory 
interventions to address a serious 
infraction or a chronic performance 
problem. This is a sample of such a 
form. The important pieces that need to 
be documented on such a form are the 
desired behavior (desired future state), 
the specific intervention provided to the 
employee to help reach the desired 
behavior, the employee’s response to 
the intervention, and mutually 
understood next steps.  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

PG, p. 29 
(Sample 
Coaching Note) 
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You will need to do a thorough review of 
documentation of past supervisions in 
those cases when you decide to move 
forward with the disciplinary process. 
When previous attempts to correct a 
performance problem have not been 
documented appropriately, you may not 
be able to move forward with discipline. 
 
Do: 

 Refer to PG, page 30. 

 Explain the importance of 
monitoring and adjusting through 
the continuous provision of 
feedback.  

 Review the fallacies about feedback 
and tips to provide motivational and 
constructive feedback. 

 

 
 
 
 
 

PG, p. 30 
(Monitoring and 
Adjusting) 

Activity: Coaching through Continuous Feedback: Section IV, Step 6 

Type of 
Activity/ 
Purpose 

This is an individual activity. Its purpose 
is to provide participants with the 
opportunity to identify three things they 
can do to enhance the effectiveness of 
the feedback they will provide to their 
identified staff.  

   

Set-up and 
Alternatives 

If time allows, this can be done as a 
pair’s activity. 

   

Facilitation 
Tasks 

Slide 9 

Do:  

 Display Slide 14. 

 Instruct participants to answer the 
question in PG, page 31.  

PG, p. 31 
(Providing 
Feedback) 
 

5  

Debrief 

 

Do: Reconvene the large group. 
 
Ask: Would anyone like to share what 
he or she wrote? 
 
Do: Allow for questions and answers for 
sharing ideas and successful practices 
among participants. Encourage 
participants to answer each other’s 
questions and to provide the guidance. 

 

 5  
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Additional 
Notes 

    

Step 7 
 
Slide 15 

Do: Display Slide 15 and refer to the 
fifth phase of the Performance 
Management Cycle on Poster 1. Explain 
that all of the tasks done in the first four 
steps of the cycle inform this step.  
 
Say: For this reason, let us quickly 
review the levels of evaluation because 
all three are important to effectively 
inform the next steps in the cycle.  
 
Do: Refer to PG, page 32, and review 
the three levels of performance 
evaluation.  
 
Say: American Public Human Service 
Association (2010) identifies three levels 
of evaluation for an organization that 
when applied to the performance 
management cycle, can be used during 
performance evaluations. They are: 1. 
Implementation reviews, 2. Impact 
review, and 3. Lessons learned.  
 
The implementation review measures 
whether the employee complied with or 
utilized the supports or interventions 
identified in the coaching strategy and to 
what extent the interventions contributed 
to behavior change. Such examples 
might be they attended training or 
transfer of learning support sessions, 
participated in opportunities to practice 
the skill, incorporated feedback into 
practice and accepted on-the-job 
support. For example, Juan might be 
evaluated on to what extent he is 
utilizing the Enhancing Critical Thinking: 
A Supervisor’s Guide during supervision 
and if the guide is beneficial in helping 
Juan to engage staff in critical thinking.  
 
Impact reviews evaluate the extent to 
which the employee has improved the 

Poster 1 
(Performance 
Management 
Cycle) 

 
 
 
 
 
 

 

PG, p. 32 
(Three 
Questions to 
Consider 
During 
Evaluation) 

 

10  
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challenging behavior and how the 
behavior has contributed to agency 
results. For example, in the case of 
Estrella, the evaluation focuses on 
Estrella’s improvements in managing her 
staff independently and any decrease in 
complaints and/or an increase in the 
number of team members attending 
Family Group Decision Meetings. It is 
optimal to make links whenever possible 
to behaviors and agency outcomes of 
safety, permanence, and well-being. 
However, caution must be practiced to 
avoid making faulty cause-effect claims 
when data does not support the claim. 
 
Lessons learned evaluates what the 
employee has learned through the 
coaching process. For example, Pat, 
after considering answers to coping and 
scaling questions posed by the manager, 
realizes that her skills and temperament 
are better suited to supervising the 
agency’s family finding efforts. Pat is in 
the process of transferring departments. 
 

Activity: Performance Evaluation: Section IV, Step 8 

Type of 
Activity/ 
Purpose 

This is an individual activity. Its purpose 
is to provide participants with the 
opportunity to identify three things they 
can do to enhance the effectiveness of 
the feedback they will provide to their 
identified staff.  

   

Set-up and 

Alternatives 

If time allows, this can be done as a 
pair’s activity. 

   

Facilitation 
Tasks 
 
Slide 16 

Do: Display Slide 16 and ask 
participants to answer the questions on 
the bottom of PG, page 32.  
 

PG, p. 32 
(Three 
Questions to 
Consider 
During 
Evaluation)  

5  

Debrief 

 

Do: Reconvene the large group. 

Ask: Would anyone like to share what 
he or she wrote? 
 

 5  
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Do: Facilitate a large group discussion 
for sharing ideas and successful 
practices among participants.  
 

Additional 
Notes 

    

Step 9 Say: Throughout this session, you have 
been creating your own action plan for 
your staff with a challenging behavior. 
Back at your office, keep this Participant 
Guide handy and plan to put the ideas 
you recorded into action over the next 
month.  
 

 2  
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Section V: Conclusion and Evaluation 
 
Estimated Length of Time: 
 
10 minutes 
 
Corresponding Learning Objective:  
 

 Identify the steps in the performance management cycle  
 Recognize methods to assess, support, and enhance staff's commitment, 

confidence and competence 
 
Materials Needed 
 

 PowerPoint Slide #17: Section V: Summary and Evaluation 

 PowerPoint Slide #18: Learning Objectives 

 PowerPoint Slide #19: Evaluation Instructions 

 Participant Guide (PG) (pages 34) 

 Training Evaluations 
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Section V: Conclusion and Evaluation 
 Instructor Materials Time Instructor 

Notes 

Step 1 
 
Slide 17 

Do: Display Slide 17 
 
Say: We are at the end of our workshop. 
What questions remain? 
 

 4  

Step 2 
 
Slide 18 

Do: Display Slide 18 
 
Ask: Did we meet our learning 
objectives? 
 

 1  

Step 3 
 
Slide 19 

Do: Thank participants for their 
participation and attention. Display Slide 
19. 
 
Do: Write the workshop ID on a piece of 
flip chart paper. 
 
Do: Thank participants for their 
participation and attention. Explain that 
this is their opportunity to provide 
feedback on the training and that the 
Resource Center values their critical and 
candid feedback.  
 
Say: We are piloting electronic feedback 
forms for our in-person courses at the 
Resource Center, which can be 
completed on any mobile device. Please 
go to the website listed on the slide, click 
on “Participant Feedback Form,” and 
then enter the workshop ID. Once you 
have done this, you will see the 
workshop title and date. Using your e-
learn username, please proceed to 
complete the form and click “submit” 
when you are done.  
 
If you are having difficulty or prefer to 
use a paper form, please let me know 
and I will provide it.  

 

Note: While in the electronic form, 
participants will enter their participant ID 

Training 
Evaluations 

5  
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(which is now their e-learn username), 
and there is a tooltip below the field to 
remind them of how to determine their 
username. The form was built in 
responsive design, so it is a phone and 
mobile device friendly. If trainees are 
concerned with data usage on their 
phones, they connect to free Wi-Fi in the 
room. 
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