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Section I: Introduction 
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Learning Objectives/Agenda/Competency 

Learning Objectives 
At the conclusion of this course, participants will be able to: 
 

 Identify the steps in the performance management cycle  

 
 Recognize methods to assess, support, and enhance staff's commitment, 

confidence, and competence 

 

Agenda 

1. Introduction 

2. The Performance Management Cycle 
 

3. Setting Performance Standards, Assessing Performance, and Planning to 
Address Performance Deficits  

4. Supporting and Enhancing Staff's Commitment, Confidence, and Competence 

5. Conclusion and Evaluation 

 

Competency 
 

 
 

 
 
Child welfare supervisors, managers, and administrators can demonstrate the competency of 
Monitoring and Adjusting and Professionalism by supporting staff’s professional growth 
through coaching.   
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Notes Page: Section I 

 
 

Want to 
remember it? 
Jot it down. 
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Section II: The Performance 
Management Cycle 
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The Performance Management Cycle 

 

Performance management is the process of setting performance standards and 
expectations, monitoring progress, measuring results, appraising, and rewarding or 
correcting employee performance (Pennsylvania Office of Administration, 2011). 

 

 
  

 

 

 

Instructions: 

 

Place a star next to the step in the cycle which you are most confident to perform and 
circle the step in the cycle in which you are the least confident to perform. 
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Notes Page: Section II 
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Section III: Setting Performance 
Standards, Assessing 

Performance, and Planning to 
Coach to Address Performance 

Deficits 
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Pennsylvania Child Welfare Competencies 

 

 



 

  
The Pennsylvania Child Welfare Resource Center                             703: Coaching to Improve Performance 

            Participant Guide, Page 9 of 27 
 

 
 
 

Points on Clarifying Expectations 

 

• Never assume expectations are clear; 
• Everyone needs to take responsibility for clarifying expectations 

while being culturally competent; 
• Statements must be clear, specific, and measurable; 
• Listen to staff's ideas, negotiate the final standard, and support 

staff’s actions. 
• Always contract with employees to give and receive feedback 

when they are first hired. This contract should be renegotiated 
regularly to encourage honest and open communication. 
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Using Performance Standards to Improve Behavior 

Instructions: 

1. Circle a competency related to a challenging behavior for one of your employees:  

 

Pennsylvania Child Welfare Competencies 

Definitions 
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2. a. Define the desired behavior [From either the Caseworker (pp. 36-40) or 
Supervisor/Manager (pp. 41-50) Behavioral Indicators. Write your own performance 
standard only if a relevant one is not contained in the list of behavioral indicators.]  

 
 
 
 

 
b. If writing your own, assess the behavioral performance standard using these 
guidelines: 

YES     NO 

 

 Specific? 
 

 

 

 

 Measurable?   

(how?) 

 

 
 Action-Oriented? 

 

 
 Realistic?     

 

 

 

 

 Time Limited? 

(When will you evaluate?) 
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3. Identify any specific knowledge, skills, and abilities related to this behavior which you 
believe your employee lacks relating to this behavior.  

 

 

* Knowledge: (needed to achieve the behavior) 

 

 

 

 

 

 

 

* Skills: (needed to achieve the behavior) 

 

 

 

 

 

 

 

* Abilities: (needed to achieve the behavior)  

 

 

 



 

  
The Pennsylvania Child Welfare Resource Center                             703: Coaching to Improve Performance 

            Participant Guide, Page 13 of 27 
 

 

Diagnostic Matrix 
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Assessing for Performance: Instructions  

To decide which quadrant your staff is in relating to the challenging behavior, follow the 
instructions and answer the following questions.  

Part A:  
 
Does the staff not know, but still performs the work?  - If yes, your staff is in Quadrant #1, Luck/ 
Happenstance.   
 
Does the staff know and perform the work? -  If yes, your staff is in Quadrant #2, Good 
Performance.    
 
Does the staff not know and does not perform the work? If yes, your staff is in Quadrant #3, 
Discrepancy of Knowledge.”  Skip to Part B. 
 
Have you ever seen your staff demonstrate this competency?  

If yes, can you document that your staff has received the appropriate training to be able 
to do so?  

If no, you likely have a competency problem. Skip to Part B.  
 

If yes, your staff is in Quadrant #4, Discrepancy of Performance.” This 
quadrant requires further assessment to identify the root cause of the problem. 

 

 Does the staff express doubts about ability to perform the task? 

 Does the staff display hesitation in voice and action or avoid eye contact 
or responding to requests to demonstrate the needed skills? 

 Does the staff continually check in with you? 

 Does the staff express a lack of confidence after reaching for feelings? 
 

If you answer yes to any of these questions, you likely have a confidence 
problem. 
If none of these are answered yes, you likely have a commitment 
problem. 

 

Part B: Circle the type of performance gap you suspect your staff has. 

 Lack of competence 

 Lack of confidence 

 Lack of commitment 

 

Part C: If you have a commitment problem, you must ask 

 Does the staff person have the capacity to change? If no, coaching will be 
unsuccessful. You should reassign the staff or begin the disciplinary process. Pick 
another staff person with a challenging behavior and start over on page 10.  
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Planning for Performance Improvement Instructions  

 

Part D 

Plan your coaching strategy by circling the strategy for your identified staff.  

 Lack of competence: Training solutions are the most appropriate. The strategy is to 
support knowledge or skill development. Then they perform the work. 

 Lack of confidence: Your aim will be to clarify and enhance confidence. 

 Lack of commitment: You will enhance motivation for staff that lacks commitment. 
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Performance Analysis Flow Diagram 

 
Reprinted with permission from the Center for Effective Performance 
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Notes Page: Section III 
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Section IV: Supporting and 
Enhancing Staff’s Commitment, 
Confidence, and Competence  
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What is Coaching? 

Coaching is an intervention that reduces the impact of performance 
problems due to lack of skills, knowledge, and motivation. It may also be 
used to enhance performance that is already satisfactory.   

In coaching, one person improves the performance of another by:  
• questioning,  
• collaborative goal setting,  
• systematic observation, and 
• motivational and constructive feedback, and positive guidance. 

(Seymour, 1994) 

 

What is a Coach? 

A person who is responsible for guiding other people to winning results 
through a continual process of discovering individual’s strengths and 
weaknesses and matching information, resources, advice, and 
understanding to those needs.  
 

(Seymour, 1994) 

 

 

 

Steps to Coaching 

Step 1: Name the purpose or challenge and describe the desired              
outcome 

Step 2:       Assess/Brainstorm possible approaches 

Step 3: Develop a plan of action 

Step 4: Set deadlines 

Step 5: Establish standards/criteria for evaluation 

Step 6: Facilitate action 

Step 7: Follow through  
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Coaching Strategies 

 

Lack of Competence: 
 
Step 1: Explain in a clear and logical order how the skill is carried out. Here is where 
the supervisor or manager will have to attain the ability to explain what he or she does 
without thinking so that the employee can understand the skill application. 
 
Step 2: Demonstrate the skill so that the employee can observe the behavior. When 
possible, the skill should be demonstrated in the field or via a role play.   
 
If the employee appears to be confused at either the first or second step, check your 
perception by asking observation questions such as "You appear confused about what 
I've said (or demonstrated), am I right?" or "Tell me what seems to be confusing you 
about what I said (or demonstrated) just now."  Explaining and demonstrating can be 
combined wherever necessary. 
 
Step 3: Practice of the skill by the employee to move along the developmental 
continuum. Immediate and repeated opportunities to practice newly learned skills are 
necessary. 

 
Step 4: Feedback should be given by the supervisor or manager to highlight progress 
in acquiring skill components as well as demonstrations and suggestions on how to 
improve in weak areas. Remember that this feedback must be balanced identifying how 
the person is doing well (positive evaluative feedback), and clearly identifying how the 
person can improve their performance (corrective feedback).  

 
Step 5: Transfer Implications and Application should be discussed and planned 
between the supervisor and the employee. Supervisors provide opportunities for 
application of the skill in the field. Discussion of transfer implications includes strengths, 
challenges, obstacles, and strategies that affect the use of the skill on the job.   
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Lack of Confidence:   
 
Step 1: Identify that a lack of confidence exists. You will know because the person will 
tell you verbally: "I'm not sure that I'll ever be able to do this well..."; or will exhibit non-
verbal cues that indicate a lack of confidence: hesitation in voice and action, avoidance 
of eye contact, and/or avoidance of responding to requests to demonstrate the needed 
skills. 
 
Many times. employees will hide their true feelings for fear of the consequences. A 
supervisor or manager should ask observation questions to be sure that lack of 
confidence is a barrier to desired performance. The skill requires the ability to reach 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?...                   
 
Step 2: Acknowledge the feelings and reassure the employee that these feelings are 
normal in these types of situations. If the supervisor or manager has a personal 
experience that is similar to what the employee is experiencing, the supervisor or 
manager should share it. 

 
Step 3: If possible, challenge the employee's perception if the supervisor or manager 
can remind the employee of a similar experience where the employee learned the 
needed skill and achieved success in practice. Sometimes the employee feels that there 
will be significant negative consequences if they fail to execute the standard 
successfully. Reassure them, where possible, that you will be there to help them if they 
get into trouble. 
 
Step 4: Offer concrete examples of how you can help them to implement the standard. 
Be sure to commit to only those activities you are able and willing to perform to support 
the person. If you are unavailable just once after you committed to be available, the 
employee may not trust you to follow through on your commitments in the future. 
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Lack of Commitment: 
 
The key to coaching is helping someone discover or rediscover their motives and find 
the connections to the performance standards. 
 
Support and encourage the employee to take responsibility for their own motivation. The 
worst way to support an employee who is not motivated is to give advice on how to get 
the work done. The employee will tend to react to advice with reasons why it cannot be 
done, sometimes referred to as the Yes, but game.  The supervisor or manager offers 
advice, the employee says "Yes, but (fill in the blank)". Rather, the supervisor should 
ask what, when, and how questions, pushing the employee to give increasingly greater 
detail in his or her answers.  
 

What, How, and When Questions 
 

·How is what you're doing now hurting (or helping) you...? 
·What can you do about...(identified barriers)? 
·How can you make it...(better)? 
·What can you change...(in your approach)? 
·How are you going to get it done...? 
·What do you need to do...(differently)? 
·What can you do...? 
·When will you get it done...? 

 
Avoid asking why questions. They may reinforce the employee to provide an excuse for 
not meeting the required performance standard. Sometimes assertive talking skills 
might be needed by the supervisor or manager if the employee attempts to make you 
feel angry, frustrated, or guilty rather than staying focused on problem solving to 
improve excellence in practice. 
 
The use of solution-focused questions can be effective to assist staff who lack the 
commitment to engage in the change process. Examples of these types of questions 
are listed below: 
 

Exception Questions 

 
Exceptions are those occasions in employees’ lives when their problems could have 
occurred but did not – or at least were less severe. Exception questions focus on who, 
what, when, and where (the conditions that helped the exception to occur) - NOT WHY; 
should be related to the employee’s goals. 

 Are there times when the problem does not happen or is less serious? When?  
How does this happen? 

 Have there been times in the last couple of weeks when the problem did not 
happen or was less severe? 

 How was it that you were able to make this exception happen? 

 What was different about that day? 



 

  
The Pennsylvania Child Welfare Resource Center                             703: Coaching to Improve Performance 

            Participant Guide, Page 23 of 27 
 

 If your friend (coworker, relative, spouse, partner, etc.) was here and I was to ask 
him what he noticed you doing different on that day, what would he say?  What 
else? 

 
Coping Questions 

 
Coping questions attempt to help the employee shift his/her focus away from the 
problem elements and toward what the employee is doing to survive the painful or 
stressful circumstances. They are related in a way to exploring for exceptions. 

 What have you found that is helpful in managing this situation? 

 Considering how depressed and overwhelmed you feel, how is it that you were 
able to get out of bed this morning and make it to work? 

 You say that you’re not sure that you want to continue working on your goals. 
What is it that has helped you to work on them up to now? 

 
Indirect Questions 

 
Indirect questions invite the employee to consider how others might feel or respond to 
some aspect of the employee’s life, behavior or future changes. Indirect questions can 
be useful in asking the employee to reflect on narrow or faulty perceptions without the 
supervisor directly challenging those perceptions or behaviors. 
Examples: 
 
“How is it that someone might think that you are being disrespectful to your staff?” 

 
“Has anyone ever told you that they think you have a drinking problem?” 
 
“How do you think your coworkers will react when you make the changes we talked 
about?”  
 

Scaling Questions 

 
Scaling questions invite the employee to put his/her observations, impressions, and 
predictions on a scale from 0 to 10, with 0 being no chance, and 10 being every chance.  
Questions need to be specific, citing specific times and circumstances.  

 On a scale of 0 to 10, with 0 being not serious at all and 10 being the most 
serious, how serious do you think the problem is now? 

 
 On a scale of 0 to 10, what number would it take for you to consider the problem 

to be sufficiently solved? 

 
 On a scale of 0 to 10, with 0 being no confidence and 10 being very confident, 

how confident are you that this problem can be solved? 
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 On a scale of 0 to 10, with 0 being no chance and 10 being every chance, how 
likely is it that your employee will be able to successfully complete safety 
assessment thoroughly? 

 
 What would it take for you to increase, by just one point, your likelihood of saying 

“No”? 

 
 What’s the most important thing you have to do to keep things at a 7 or 8? 

 
 

The Miracle Question 

 
The Miracle Question is the opening piece of the process of developing well-formed 
goals. It gives a staff permission to think about an unlimited range of possibilities for 
change. It begins to move the focus away from current and past problems and toward a 
more satisfying life. 
 
“Now, I want to ask you a strange question.  Suppose that while you are sleeping 
tonight and the entire house is quiet, a miracle happens. The miracle is that the problem 
which we are discussing this afternoon is solved. However, because you are sleeping, 
you don’t know that the miracle has happened. So, when you wake up tomorrow 
morning, what will be different that will tell you that a miracle has happened and the 
problem is solved?” 

 
  

Follow-Up Questions  
 

Through follow-up questions, the supervisor further extends and amplifies the impact of 
the miracle by a series of questions designed to guide the employee in exploring the 
implications of the miracle in the employee’s life. 
Examples: 
 
“What will be the first thing you notice that would tell you that a miracle has happened, 
that things are different?” 
 
“What might others (coworkers, spouse, friends, etc) notice about you that would tell 
them that the miracle has happened, that things are different or better?” 
 
“Have there been times when you have seen pieces of this miracle happen?” 
 
“What’s the first step that you can take to begin to make this miracle happen?” 
 
(adapted from de Shazer, 1988 and Shulman, 2010) 
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Implementing Coaching Strategies 

 

Instructions:  Review your situation and respond to the issues listed at the 
bottom of the page.   

 
SITUATION 1 
 
Pat is a fairly experienced supervisor. Recently you noticed that her 
caseworkers started having trouble completing all of the written 
justifications for case plan decisions in Safety and Risk Assessments and 
Family Service Plans and Child Permanency Plans. From supervisory 
conferences with her and discussions with direct service caseworkers, you 
believe that Pat is actively supporting her caseworkers to engage with 
families consistent with the Child Welfare Competencies of Engagement 
and Teaming. However, the work is not being documented properly. You 
overhear her complaining to other supervisors that the level of required 
documentation is exclusively for licensure.   
  
 
 List the competency to be improved. 

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

 
 
 
 Which coaching strategy should be used with Pat? 

 
 
 
 What will you do and say when meeting with Pat on this issue?
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SITUATION 2 
 
Juan is a new supervisor just back from Supervisor Training Series. He is 
very excited about what he has learned, but needs to improve his skill of 
engaging his caseworkers in critical thinking. You know from his casework 
practice that he has critical thinking skills to successfully perform this task. 
However, his supervisory conferences generally involve tracking his 
caseworkers’ written progress with families and providing direction and 
advice. He has two supervisory conferences scheduled next week with new 
caseworkers.   
 
 List the competency to be improved. 

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

 
 
 
 Which coaching strategy should be used with Juan? 

 
 
 
 What will you do and say when meeting with Juan on this issue? 

 
 
 
 What resources are available to assist you in coaching Juan? 
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SITUATION 3 
 
Estella is an experienced department manager. After some difficulty getting 
started, with your help, you have seen her succeed in addressing 
performance deficits with her supervisees. However, you believe she is 
nervous and afraid when you are not with her when addressing challenging 
behaviors of her supervisors and tends to make excuses for her 
supervisors’ performance deficits. 
 
Currently, one of her supervisors consistently misses deadlines and has 
generated several complaints from families, court personnel, and service 
providers for making disparaging remarks about families. You also note 
that many Family Group Decision Meetings for this unit are cancelled or 
never scheduled because of a lack of interest on the part of team 
members. You and Estrella agree that it is likely that the agency will need 
to initiate the disciplinary process on this supervisor. However, you do not 
believe this supervisor has been provided with sufficient opportunities to 
remediate the behaviors.   
 
 
 List the competency to be improved. 

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

 
 
 
 Which coaching strategy should be used with Estella? 

 
 
 
 What will you do and say when meeting with Estella on this issue? 
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Coaching My Staff with Challenging Behavior 

Instructions: Complete for each partner  

1. Explain your staff’s challenging behavior and your assessment.  

2. Answer the questions below in consultation with your partner.  

3. Ask for feedback  

 

 

Which coaching strategy should be used with your staff? 
 
 
 
 
What resources do you have to support your coaching strategy? 
 
 
 
 
How will you involve your staff in the coaching? 
 
 
 
 
What specifically will you do and say when meeting with your staff on this 
issue? 
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Sample Coaching Note  

 
Desired behavior:  
 
____________________________________________________________________________ 

 

 
 

 
Intervention provided:  
 
____________________________________________________________________________ 

 

 

 

 
Response: 
 
____________________________________________________________________________ 

 

 

 
Next steps: 
 
____________________________________________________________________________ 
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Monitoring and Adjusting 

Base monitoring on the established performance standards and performance goals 
through ongoing feedback. 

 

Fallacies about Feedback: 

 People with good experience do not require feedback. 

 Positive feedback will just inflate people's egos. 

 Belief that supervisees don't really want to know their weaknesses.  

 Competitiveness is built into us. 

 The only people who hate performers are non-performers. 

 It makes people angry. 

 

Making feedback effective: The goal of feedback is to improve performance, while at 
the same time increasing morale and/or increasing confidence.   
 
For motivational and constructive feedback to be effective, it must: 
 

 Be balanced between motivational and constructive feedback 

 Be about specific behavior, rather than an interpretation of behavior (refer to PA 
Child Welfare Competencies as needed) 

 Objective 

 Understandable 

 Participative 

 Be relevant to goals (for the individual, unit, and agency) 

 Be consistent and fair 

 

For constructive feedback to be effective, it must: 

 Follow immediately after the identification of a gap in performance 

 Fit the individual and must create in that person the motivation to change 

 Include a discussion of actions on how to improve in areas where the gap is 
identified 

 Be delivered face-to-face in a private and quiet place where there are no 
interruptions 

 Be well thought out and delivered hierarchical instead of just blurted out 

 
Source:  Practical Coaching Skills for Managers, ETC w/CareerTrack, 1994 and University of 
Pittsburgh, (2003).  
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Providing Feedback 

 

Instructions:  

 

Identify three strategies or activities from the previous page you can commit to enhancing in the 

area of feedback to support your staff’s performance.  

 

1. 

 

 

 

 

2. 

 

 

 

 

3. 
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Three Questions to Consider During Evaluation 

 

1. Have you done what you were supposed to do to master those skills? 
(Implementation Review) 
 
 

2. Have you improved through those efforts? (Impact Review) 
 

 
3. What lessons have you learned about yourself as you have worked 

toward improving your skills? (Lessons Learned)  
 
 

American Public Human Service Association. 2010. 
 
 
Instructions:  
 
Answer the following questions: 
 
 

 Do your performance evaluations address all three types of questions? If not, which type 
of question are your evaluations lacking? 
 
 

 

 Are you gathering enough data and providing sufficient feedback throughout the year on 
your staff to be able to sufficiently evaluate them at the annual performance evaluation?  

 
 
 

 If not, what can you do differently within the performance management cycle to allow for 
this level of evaluation?  
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Notes Page: Section IV 
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Section V: Summary and 
Evaluation 
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