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1 OVERVIEW OF THE EM&D KIT

The context 
This kit has been developed in the context of the 
following:

•	 	National Quality Framework 
The National Quality Framework (NQF) provides  
a nationwide uniform framework for assessing  
the quality of services through a set of standards.  
The quality of services is assessed under seven areas 
ranging from the programs offered to leadership  
and service management. Performance indicators for 
teachers and educators are referenced to the National 
Quality Standard and the Quality Improvement Plan 
(QIP) of the service to ensure consistency.

•	 	Enterprise agreement/industrial instrument 
Most employers offering funded kindergarten programs 
are respondent to an enterprise agreement covering 
their kindergarten teachers and educators. When 
undertaking management and development of 
teachers and educators, employers must refer to the 
enterprise agreement that is current at that time, and 
ensure that processes comply with the provisions of  
the agreement e.g. probationary period, professional 
development etc.

Any additional industrial agreements covering other 
employees at the service must be complied with  
as appropriate.

This kit has been developed to provide employers  
with information and tools to develop an employee 
management and development system in their 
organisations. ELAA encourages employers to consider 
using this kit as a guide to supporting employees to 
perform their role, and to evaluate employee performance 
and implement professional development plans.

There are a diversity of service models and practices  
in the early learning sector which makes it challenging  
to produce an EM&D kit that will meet the needs of  
all services.

In this kit we have provided information and tools that 
will provide guidance to most services on implementing 
an effective EM&D system. Services may follow these 
resources in their entirety or adapt and tailor the 
resources to meet specific organisational needs.

Definitions 
Employee: A person who is hired to provide a  
service (through labour or expertise) in exchange for 
compensation. In an early learning service, an employee 
may be a teacher, educator, Nominated Supervisor, 
Educational Leader, co-ordinator, room leader,  
regional manager etc.

Employer: This is an organisation that hires another 
person (an employee) to perform a job and pays 
compensation. In an early learning service, this could be  
a Committee of Management (CoM) or Cluster Manager. 

In this kit, the term employer refers to the organisation  
or a person delegated by the organisation to manage the 
EM&D process. For example, this may be a committee 
member in the case of an independent service, or  
a manager in a cluster managed service.
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SECTION 1  : :  OVERVIEW OF THE EM&D KIT continued

Contents of this kit
This kit contains the following information and tools. 

Section Topic Content description

1 Overview of the  
EM&D Kit

Outlines the kit contents, proposed EM&D process with key employer  
and employee responsibilities.

2 Employee Orientation 
and Probation

A guide for introducing new employees to the service and a guide  
to implementing a probationary period with sample checklists.

3 Performance Evaluation 
and Development  
Planning

Includes information to assist in providing feedback and development 
support options, defining roles and responsibilities, and the process of 
evaluating performance. This section also includes sample guides/forms  
to assist in documenting performance evaluation, gathering supporting 
evidence, maintaining the professional development process throughout  
a 12-month period and planning for the following 12 months.

4 Codes and Standards Includes links to Early Childhood Australia, Victorian Institute of Teaching 
and Australian Institute of Teaching and Leadership.

5 Literature Review and  
Further Reading

A snapshot of contemporary literature and further reading.
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SECTION 1  : :  OVERVIEW OF THE EM&D KIT continued

THE PROPOSED EM&D PROCESS

Step 1

Step 2

Step 3

Step 4

Review the information in this kit to understand EM&D and how it can be an effective  
practice for supporting employees in their professional development, and how EM&D  
benefits services through retention of employees and in ensuring that the vision for the  
service, including the Quality Improvement Plan (QIP), is being supported and achieved.

Ensure that an appropriate person is nominated to represent the employer in undertaking  
the EM&D process with employees in the service. It is important to ensure that the nominated 
person understands his/her role and responsibilities in relation to this process.

•	 	Larger	services	and	Kindergarten	Cluster	Managers	may	have	a	management	structure	 
that clearly identifies management responsibilities. In these instances, managers who have 
responsibility for employee management may undertake the EM&D process (they may 
require additional training). 

•	 	In	smaller,	independently-managed	services,	a	member	of	the	CoM	may	be	delegated	 
to undertake this responsibility and may also require training. Alternatively, the CoM may 
appoint a sub-committee that has responsibility for EM&D. Where a sub-committee is 
appointed, it is important to set clear terms of reference for the sub-committee. A sample 
Terms of Reference (ToR) for the sub-committee is provided in this section (Tool 1.1).

Note: The Educational Leader may be able to assist the employer in the EM&D process  
and provide valuable input into evaluating the performance of an employee against the  
Quality Areas and the organisation’s QIP. However, the employer must determine if this is an 
appropriate practice in their particular service and consider any implications this may have  
on the role of the Educational Leader.

Communicate with employee(s) to confirm who will be implementing the  
EM&D process, and provide documentation to be completed by the employee. 
Also provide any relevant supporting documentation to guide the employee  
such as the EM&D kit, position description, strategic plan, Code of Conduct, 
organisational goals, values and the service’s QIP etc.

Meet with the employee to clarify and confirm the Performance Indicators (refer to Tool 3.1:  
List of Performance Indicators) and the formal dates for discussion during the 12-month 
performance cycle (e.g. at six months and at 12 months) included in the individual  
development plan. Discuss expectations and responsibilities.

(continued over)
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SECTION 1  : :  OVERVIEW OF THE EM&D KIT continued

Step 5

Step 6

Step 7

Step 8

Step 9

Step 10

Step 11

Conduct informal feedback sessions regarding progress at regular intervals. If any significant 
modifications are made to goals, Performance Indicators and expectations etc., these should  
be documented. (Refer to Crucial Conversations in Section 3: Performance Evaluation and 
Development Planning).

Conduct the formal six-monthly discussion meeting, summarising the performance tracking  
to date. Document the discussions at this meeting and any modifications or significant issues 
that may impact on an employee’s overall progress in the 12 month assessment period.

Conduct the formal annual review, summarising the performance discussions, and 
documenting and preparing the performance and professional development plans. 

If any significant discrepancies or disagreements arise, 
finding a resolution and planning a way forward may 
require further discussions between the employer  
and employee with supporting evidence. 

In consultation with the employee plan, prepare the Performance Indicators and individual 
development plans for the next 12 months. Ensure these align with the requirements of the 
relevant industrial agreement.

Ensure the document is signed off by a person with the authority to approve the plan.

File the report/documentation in the employee file, adhering to confidentiality/privacy policies, 
and provide details at handover to a new committee, if applicable.

If both 
parties 
agree
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SECTION 1  : :  OVERVIEW OF THE EM&D KIT continued

•	 	familiarising	themselves	with	the	EM&D	process	and	
seeking appropriate training and support to fulfil this 
responsibility

•	 	maintaining	confidentiality	and	ensuring	appropriate	
documentation is completed and stored securely.

The employee’s key responsibilities include:

•	 reviewing	information	provided	by	the	employer

•	 actively	participating	in	the	EM&D	process	

•	 	evaluating	his/her	own	performance	and	being	
prepared for meetings

•	 	attending	and	contributing	meaningfully	to	formal	 
and informal meetings

•	 	making	a	genuine	effort	to	resolve	any	differences	with	
the employer in relation to performance evaluation, 
assessment and rating 

•	 	updating/communicating	with	the	employer	regarding	
any challenges or issues that may impact on 
performance as soon as reasonably possible

•	 	adhering	to	any	applicable	laws,	award	or	enterprise	
agreement in participating in the EM&D process

•	 completing	required	documentation

•	 undertaking	agreed	PD.

Appointing a sub-committee  
to undertake the EM&D process
An employer may choose to delegate the responsibility for 
the EM&D process to a sub-committee. This may be the 
case particularly in an independent service managed by  
a CoM where an individual committee member may not 
have the necessary expertise or experience in managing 
this process. Care must be taken by the employer to 
ensure that the membership of the sub-committee 
constituted for this purpose is kept at a minimum, and 
that members collectively have the skills necessary to 
perform the tasks. The employer should also ensure that 
sub-committee members are trained in implementing  
the EM&D process.

The terms of reference (ToR) for the sub-committee must 
clearly articulate the roles, responsibilities and authority 
of this sub-committee. A sample ToR is provided in this  
kit (refer to Tool 1.1).

Roles and responsibilities  
of employers and employees
The employer is responsible for ensuring there is an 
appropriate EM&D system in place at the service, and 
implementing it for all employees. Participating in the 
EM&D process is a shared commitment between the 
employer and employee.

The following are the employer’s key responsibilities:

•	 setting	up	and	implementing	the	EM&D	process

•	 	providing	the	employee	with	all	relevant	information	
about the EM&D process

•	 	communicating	with	the	employee	regularly	to	 
provide feedback

•	 	delegating	responsibility	for	all	aspects	of	EM&D	
(including induction) to: 

 –  appropriate people within the CoM if the service  
is managed independently, or

 –  to a manager or senior staff member if the service  
is managed through a Cluster Manager

•	 	setting	Performance	Indicators	and	any	goals	with	 
the employee 

•	 	in	consultation	with	the	employee,	developing	an	
implementation plan for the 12-month performance 
cycle, noting key milestones (e.g. monthly informal 
meetings, six-monthly and annual formal meetings)

•	 	tracking	performance	(informally	and	formally)	and	
supporting the employee throughout the year 

•	 	ensuring	that	appropriate	resources	are	allocated	to	
support employee development activities such as PD

•	 	resolving	any	differences	with	the	employee	in	relation	
to performance evaluation, assessment and rating 

•	 facilitating	meetings	

•	 	where	the	EM&D	responsibilities	are	handled	by	 
a CoM or a sub-committee appointed for this purpose, 
ensuring that there is an appropriate handover to a  
new committee, including any relevant documentation 
and information on agreed performance goals and 
professional development plans for the next 12-month 
performance cycle

•	 	adhering	to	any	applicable	laws,	current	awards	 
or enterprise agreements in implementing the  
EM&D process
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SECTION 1  : :  OVERVIEW OF THE EM&D KIT continued

•	 	With	the	approval	of	the	full	CoM,	a	member	whose	
term ends due to other reasons, such as cessation of 
membership on the CoM (or no longer being an 
employee of the Cluster Manager), may continue to 
hold the position until the purpose for which the 
sub-committee was set up has been achieved.

Meetings
•	 	The	sub-committee	will	meet	as	required	to	fulfil	its	

duties, and will be led by the Chair.

•	 	The	sub-committee	shall	maintain	confidential	notes	 
of the discussions, and make these notes available, as 
appropriate, to the full CoM at each meeting along with 
a summary report.

Duties and responsibilities
The main duties and responsibilities of the sub-committee 
are to:

•	 	implement	all	aspects	of	the	EM&D	process	as	described	
in this kit for nominated employees, including 
responsibility for organising induction, managing the 
probationary period, and conducting performance 
evaluation and assessment

•	 	support	employees	to	achieve	their	career	aspirations	

•	 	consult	with	the	employee	in	a	respectful	and	
confidential manner 

•	 	encourage	employees	to	participate	in	the	EM&D	
process 

•	 	prepare	a	confidential	summary	report	of	progress	and	
any recommendations for the full CoM to consider  
and approve.

Reporting 
Prior to each full CoM meeting, the sub-committee will 
submit a written report including:

•	 	a	summary	record	of	actions	performed	and	current	
status 

•	 any	issues	of	substance	or	concern.

EMPLOYEE MANAGEMENT AND 
DEVELOPMENT (EM&D) SUB-COMMITTEE 
TERMS OF REFERENCE

Objectives
The EM&D sub-committee has been formed to 
implement the EM&D process, and to report to the 
Committee of Management (CoM)/Cluster Manager  
of [insert service name/Cluster Manager name].  
The sub-committee must provide regular feedback  
to the full CoM/Cluster Manager and prepare  
an annual summary report for approval.

Membership
The members of the sub-committee will comprise  
the following:

•	 	One	executive	member	of	the	CoM,	if	applicable,	 
or nominated employee of a Cluster Manager. This 
executive member or nominated employee will  
also be the Chair of the sub-committee. 

•	 	One	ordinary	members	of	the	CoM,	if	applicable,	 
or other employee of a Cluster Manager. This ordinary 
member can include a parent representative or  
expert member.

For the efficient functioning of this sub-committee,  
ELAA advises a maximum of two members including  
the expert member if appointing one.

Expert member
The sub-committee may include a member who is an 
expert in a relevant area e.g. human resource management, 
early childhood etc. Selection of an expert member would 
depend on a service’s EM&D requirements.

Term of office of the sub-committee
•	 	All	members	of	the	sub-committee	will	hold	their	

position until the purpose for which the sub-committee 
was set up has been achieved, or until they are replaced 
by the CoM with another member. 

SAMPLE TERMS OF REFERENCETOOL 1.1


