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SECTION 3 – Annual Cycle: Performance Evaluation & Development

Performance evaluation and development is an 
important part of the employee management 
and development (EM&D) process. It is closely 
linked to the success of the organisation as a 
whole, and helps employees understand how 
the job they perform contributes to the success 
of the organisation.

When effectively undertaken and documented, both 
the employer and employee are clear about the 
requirements of the position, desired outcomes, and how 
it will be measured.

The aims of performance evaluation are to:
• acknowledge the contribution and achievements of 

employees and encourage a culture of continuous 
improvement

• identify and acknowledge the strengths, talents and 
skills of the employee and how they might be applied 
in practice for the service

• foster and provide opportunities for reflective 
practice for employees

• identify career pathways and professional 
development opportunities for employees

• improve the employee’s understanding of how their 
performance contributes to the overall goals of the 
organisation

• improve the understanding and communication 
between employer and employees

• contribute to the overall improvement of the quality 
of the services provided by the organisation

• embrace professional learning and skill development 
that aligns with priorities for setting, service and 
network improvement

• assist the service to achieve its objectives and goals, 
and to meet legislative and funding requirements

• provide a record for future reference. 

PRINCIPLES OF PERFORMANCE 
EVALUATION
Performance evaluation should be based on the 
following principles:
• to approach evaluation in an open, positive, 

supportive and constructive way
• to ensure conversations address current areas of 

improvement and include a focus on future goals 
• to ensure respectful and clear communication
• to ensure that feedback is two-way, and both 

parties have an equal opportunity to discuss the 
performance of the employee, including any enablers 
and barriers to their performance

• to conduct constructive and timely performance 
evaluation conversations where there are no surprises 
for the employee

• to develop a culture of continuous improvement. 

The foundation of an effective 
EM&D process is communication, 

respect, collaboration and  
co-operation between employees 

and their employers.
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PLANNING AND EVALUATING 
PERFORMANCE
Performance development planning and formal 
evaluation processes are critical to effective employee 
management.

The key activities suggested to support successful 
implementation are:

• Identifying and agreeing on performance indicators, 
any goals and responsibilities to implement the 
service's Quality Improvement Plan (QIP)

• Preparing for the meeting 
• The annual performance evaluation 
• Agreeing on professional development and support for 

the employee.

Identifying and agreeing on performance 
indicators, any goals and responsibilities to 
implement the service’s QIP
Services should consider if they will implement 
performance indicators, goals, responsibilities for the QIP 
or a combination of these as a way to support employee's 
development and improvement. It is recommended that 
a consistent approach is adopted for all employees.

To ensure that the evaluation of an employee’s 
performance is meaningful and focused, it is 
recommended that employers and employees agree upon 
performance indicators against which the employee’s 
performance will be assessed over a 12-month cycle.  

For new employees, this should be done after the 
successful completion of the probationary period.

For existing employees, this should be done as part of the 
annual performance evaluation process or soon after.

It is recommended that up to a maximum of six 
performance indicators are agreed to for each employee.

Performance Indicators
Tool 3.1 List of Performance Indicators identifies 
performance indicators that align to the National 
Quality Standard and can be tailored to suit a service’s 
requirements. These performance indicators can be used 
to assist with keeping the evaluation focused on specific 
areas. The tool includes performance indicators covering 
competencies (skills, knowledge and documentation) and 
behaviours (responsiveness).

By using the performance indicators, employees and 
employers have an opportunity to discuss the areas of 
strength for the employee. Acknowledgment of strength 
can then lead to positive and constructive discussions 
around areas for improvement. The strengths of the 
employee can therefore be applied to the areas for 
improvement as related to the performance indicator. 
For example, an educator may excel at documenting 
children's learning and development, however struggles 
to keep these up to date. The performance indicators 
could be used to work through ways the educator could 
develop systems where their skill in documentation could 
be supported to be more timely.

Included in each performance indicator in Tool 3.1 are 
reference codes to the Australian Professional Standards 
for Teachers (APST). Section 4 provides more information 
about these. There are also Teacher standards in the 
current  agreement (VECTEA 2016). 

If appropriate performance indicators cannot be 
identified from the list provided in Tool 3.1, the employer 
and employee can:

• agree on a set of different indicators or develop goals 
appropriate to the role

• use the position description to guide this process.

The setting of performance indicators, 
responsibilities for the service’s QIP, and 
organisational and individual goals is a joint 
decision between the employer and employee 
and is subject to ongoing monitoring and 
evaluation at the end of each 12-month 
cycle including a mid-performance period 
evaluation and regular progress meetings.

STEP 4: ANNUAL EVALUATIONSTEP 1: PREPARE & PLAN

https://elaa.org.au/wp-content/uploads/2020/09/ELAA-EMD-Section-4-Appendices.pdf
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SECTION 3 – Annual Cycle: Performance Evaluation & Development

Organisational and Individual Goals
Contribution to any organisational goals or individual 
goals can also be considered and negotiated between 
the employer and employee. Goals should be achievable 
in the 12-month period and must be resourced 
appropriately by the employer. It is recommended that 
goals are SMART as these can be more easily evaluated. 

Preparing for the meeting
Preparation for the performance evaluation meeting by 
both the employer and employee will ensure that the 
discussion is meaningful and focused. This is beneficial to 
both parties and the successful conduct of the meeting. 
If EM&D has been implemented appropriately within a 
culture of ongoing dialogue and open communication 
between employer and employee, preparation for the 
evaluation meetings should require minimal time.

In their preparation, it is important for both the 
employee and employer to adopt a strength-based 
approach to the assessment process. This approach 
highlights the strengths and achievements of the 
employee that can be acknowledged during the meeting.  
By acknowledging the strengths, the employee is 
more likely to also build self-awareness of areas for 
improvement and take ownership of both strength and 
challenge as they move forward in their development.

Preparation should be undertaken separately by 
employer and employee. Employers and employees may 
find it helpful to structure their preparation by using the 
tools provided in this resource.

Refer to Tool 3.2 Performance Development Plan 
and Evaluation Record.

Employee preparation
Typically, an employee’s preparation involves a  
self-assessment of their performance in the last  
12 months against:
• agreed performance indicators and/or goals
• achievements
• any challenges faced
• professional development undertaken.

This in turn lays the foundations for the development 
of their performance indicators and/or goals for the 
next 12 months, and assessment of their professional 
development needs.

Employer preparation
The preparation undertaken by the employer will involve:
• reflecting on the employee’s performance during the 

year or period being evaluated
• considering any observations undertaken
• formulating an outline for discussing with the 

employee, achievements, areas for improvement, 
available supports and any goals to be achieved.

Reflecting on their own performance as a manager, and 
the support they provided the employee to achieve their 
performance indicators and/or goals will ensure that the 
process is genuinely two-way.

Refer to Tool 3.6 Recording Observations for 
Behavioural Evidence.

In discussion around the development needs 
of employees, employers are encouraged 
to consider the employee’s award or 
agreement, career progression options, 
strengths, and provide guidance and support 
as appropriate. This could include options 
for further education, training, mentoring 
and leadership responsibilities.

Preparing for evaluation meetings especially 
at the mid-performance period and annually 
is highly encouraged for both employer and 
employee. A self assessment by the employee 
can also be provided to the employer prior 
to the meetings so the meeting can be more 
focused and consultative.
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The annual performance evaluation meeting 
The annual performance evaluation meeting involves 
the employer and employee meeting to discuss the 
performance of the employee over the past 12 months, 
including successes, challenges and professional 
development undertaken. 

This is best done in a structured manner, reflecting upon 
the performance indicators and/or goals agreed at the 
beginning of the process and discussing achievements as 
well as any challenges that arose during the year.

If a mid-performance period evaluation was conducted, 
the documented progress of that can also be discussed 
to note progress between that meeting and the annual 
performance evaluation.

It may also involve the following additional steps:

1 gathering evidence as required to demonstrate 
achievements, particularly if there are significant 
inconsistencies in the assessments undertaken by the 
employer and employee

Refer to Tool 3.5 Supporting Evidence Guide  
and  Tool 3.6 Recording Observations for  
Behavioural Evidence.

2 planning, selecting and confirming the performance 
indicators, goals and QIP areas to be the focus of the 
employee for the next 12 months

Refer to Tool 3.2 Performance Development Plan  
and Evaluation Record.

3 identifying professional development requirements 
and opportunities

4 documenting the agreement reached and signing as 
proof of acceptance and/or participation.

Agreeing on professional development and 
support for the employee
This part of the evaluation process involves creating a 
plan to support the future professional development of 
the employee and includes the following:

• discussing development and support needs with the 
employee

Refer to Tipsheet: Development and  
Support Options.

• selecting appropriate courses, conferences and 
professional development strategies

• documenting the professional development in the 
individual development plan for the next 12 months

Refer to Section A of Tool 3.2 Performance 
Development Plan and Evaluation Record.

• approving the individual development plan, and

• allocating appropriate resources to enable the 
employee to undertake the agreed professional 
development.

This professional development is usually planned 
after the annual evaluation with the employee, and is 
confirmed at the start of a new year or commencement 
of a new performance period.

When developing the professional 
development and support options for 
employees, employers must ensure they 
are in accordance with the award or 
agreement applicable at that time.
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SECTION 3 – Annual Cycle: Performance Evaluation & Development

MID-PERFORMANCE PERIOD 
EVALUATION
It is good practice to have an evaluation meeting mid-
way through the performance period. This meeting is 
based on a ‘no surprises to the employee’ principle, 
meaning that this meeting is not used as the first 
opportunity to raise serious concerns (if any) about 
the employee’s performance. Both the employer and 
employee should always endeavour to raise any concerns 
at the time they occur.

The purpose of this mid-performance period evaluation 
meeting is to enable the employee and the employer to:

• meet and discuss how the employee is progressing 
with the agreed performance indicators and/or goals, 
and responsibilities in relation to the service’s QIP 

• provide feedback on the employee’s performance, 
and acknowledge successes and challenges

• ensure that the professional development plans 
that have been agreed with the employee are being 
supported by the employer.

The discussions at this evaluation meeting should be 
documented and placed in the employee’s file and 
should form part of the formal performance evaluation 
meeting held annually. 

Refer to Section B of Tool 3.2 Performance 
Development Plan and Evaluation Record.

The mid-performance period evaluation should be 
viewed as a checkpoint and opportunity for the employer 
and employee to reflect on and discuss progress, 
especially if time for ongoing dialogue has been limited. 

PROGRESS MEETINGS 
The purpose of regular progress meetings is to provide 
support to individual employees, and act as a checkpoint 
to assess the employee’s progress towards achieving 
the performance indicators and/or any goals agreed in 
Section A of the Performance Development Plan and 
Evaluation Record (Tool 3.2).

These meetings also create opportunities for both 
the employer and employee to provide feedback, and 
raise and address any concerns, questions or requests 
in a timely manner, without waiting for the formal 
performance evaluation meetings. It is also a way to 
build and maintain a professional working relationship.

Refer to Tipsheet: Crucial Conversations – 
Providing Feedback.

This one-on-one meeting is in addition to other regular 
group meetings such as staff meetings, practice 
reflection sessions and so on, which may happen 
regularly in the service. 

Refer to Tool 3.3 Progress Meeting Agenda.

Making time to conduct regular 
progress meetings and a  

mid-performance period evaluation 
will enrich the EM&D process for 
employees and the organisation.

STEP 2: PROGRESS MEETINGSSTEP 3: MID-PERFORMANCE
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Effective communication is vital to managing 
performance and a harmonious working 
relationship and workplace. This includes all 
areas of EM&D such as articulating the service’s 
philosophy and goals, expectations of the role, 
having regular and meaningful conversations 
about the performance of an employee and 
their support needs, and can be effectively 
incorporated into the EM&D process.

Creating an environment of open and honest 
communication can lead to better outcomes for children 
and their families by fostering greater understanding 
between the employer and employee, improving 
relationships and strengthening collaboration.

Feedback is the most significant way in which an 
employer can communicate to the employee how their 
work is being perceived, and is one of the critical roles of 
the employer. Most employees strive to do their best in 
their roles and receiving regular, constructive feedback 
can assist them to understand their performance and 
how it relates to the goals of the service. 

Examples of some of the crucial feedback conversations 
between an employer and an employee are:
• acknowledging areas of strength in the employee  

and how their work has contributed to the quality  
of the service

• articulating the service’s philosophy, goals and 
strategic plan

• creating a safe environment of self-reflection as part 
of quality improvement

• clarifying the role of the employee and the service’s 
expectations in relation to their employment

• determining goals and priorities for the current year
• determining the employee’s individual aspirations 

and support needs
• regular catch-up (preferably monthly) with the 

employee to ensure that they feel well supported to 
perform their role

• providing meaningful feedback about the employee’s 
performance

• discussing any concerns relating to performance as 
soon as they arise

• conducting formal performance evaluation 
discussions mid-performance period and annually

• having conversations with the employee regarding 
their professional development and career aspirations.

When communicating with an employee, employers 
should ensure the matter being communicated is 
understood clearly by the employee. Communication 
that is clear, goal-focused, depersonalised, sensitive and 
conveyed with empathy is more likely to elicit a positive 
response from the employee.

Challenges with feedback

There can be a number of challenges associated with 
providing feedback to employees. Some examples of 
unclear or unproductive feedback could include:
• employees not receiving feedback from their 

employer regarding their progress
• employees only getting feedback when something 

goes wrong
• feedback is delivered inappropriately / insensitively
• feedback is very subjective and comes across as 

criticism
• employees are told what is wrong but are not 

provided with sufficient guidance about what is 
required, what needs to change and how to make 
these changes.

Some of the challenges may arise from the employer’s 
level of comfort in providing feedback and facing 
confronting situations. However, leaving concerns about 
an employee’s performance unaddressed may, in the 
long term, impact on the service and the quality of the 
service provided. It is also unfair to the employee who 
has remained unaware of the concern, and therefore has 
not been provided with an opportunity to address and 
improve their performance.

Tips for providing feedback

Make both positive and constructive feedback regular 
and timely (i.e. as soon as possible after the event).

When providing feedback about concerns:
• plan your feedback and make it constructive, i.e. 

designed to help the employee understand and improve
• provide specific examples i.e. based upon evidence, 

facts, and the employee’s observed behaviour
• engage in dialogue and encourage the employee to 

participate. Do not make the discussion one-way
• ensure that the employee understands the concerns 

and expectations, and leaves knowing how to address 
the concerns

• ensure that the employee understands what support 
is available and how to access it.

TIPSHEET:  
CRUCIAL CONVERSATIONS – PROVIDING FEEDBACK
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Tips for providing feedback (continued)

If there is a follow-up process agreed to, ensure that the 
employee knows when it will occur, and what they are 
expected to demonstrate e.g. completion of training 
and development that has supported improvement in 
performance.
As with any conversation, building good rapport with the 
employee will make the conversation easier. Rather than 
rushing straight into feedback, be sure to take some time 
to build a positive and harmonious environment first.

Structuring Feedback

There are many models of providing feedback and these 
can help employers structure the discussion to make it 
more effective. The following are two examples that can 
be implemented in a service.

Model 1 – AID FOR FEEDBACK4 

This model is excellent for acknowledging positive 
performance or for assisting employees to understand 
why a particular behaviour is inappropriate, hence 
generating the desire for change. This model adopts a 
three-step approach as described below.

A – Actions: Define what the person is doing well or 
could improve, depending on the situation. These 
actions/behaviours must have been observed, and 
must be capable of being explained clearly to the 
employee with examples.

I – Impact: Describe the effects of these actions on 
other people including the person providing the 
feedback. The impacts can be positive or negative 
depending on whether it is to reinforce a positive 
behaviour or change an inappropriate behaviour. 
Exploring a negative impact provides the employee 
with a reason, and usually the motivation, to change.

D – Desired outcome: Identify ways in which tasks can 
be done more effectively in the future. This could be 
generated as a sharing of ideas between the employer 
and employee, rather than the employer having all the 
answers.

Model 2 – PRAISE TECHNIQUE
The praise technique is a commonly used model for 
providing feedback. This technique provides the concerns 
or areas for improvement between comments of praise. 
This model is effective when the employee’s performance 
is mostly productive and there are minor areas of 
improvement required.

Positive:  Begin the feedback by identifying something 
the employee has done well. Starting with the positive 
feedback helps build the relationship and confirms that 
the employee is generally performing well.

Constructive: Next, address the areas where the 
employee’s performance does not meet expectations 
and there is scope for improvement.  The key is to be 
constructive and focus on what the employer would like 
the employee to do instead of their current behaviour.

Positive: Finish on a positive note, highlighting the 
employee’s greatest achievement. This will ensure 
that the employee leaves the meeting secure in the 
knowledge that their contribution is acknowledged and 
valued, and is inspired to address the concern identified.

Ensuring feedback is two-way

Constructive feedback needs to be an exploratory 
discussion in which both parties contribute and equally 
share the responsibility of planning the best solution 
moving forward. 

Employers must establish facts and the context for the 
behaviour that was witnessed, acknowledging that the 
environment in which the behaviour occurred may have 
impacted on the actual behaviour. Employees should be 
encouraged to respond to feedback in a supportive manner.

An important part of this conversation is to ensure that 
the employee is offered appropriate support/strategies to 
improve performance. 

It is also an opportunity to acknowledge good 
performance.

 

TIPSHEET:  
CRUCIAL CONVERSATIONS – PROVIDING FEEDBACK (continued)

4 Landsberg, M. (2015), The Tao of Coaching, Harper Collins Business, London
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Research shows that early childhood teachers 
and educators who are actively involved in 
their own development are more motivated 
and provide better learning and development 
outcomes for the children they engage with. 
Therefore, providing opportunities for ongoing 
professional development of employees is 
a critical consideration for employers in the 
EM&D process.

There are many options for supporting employee 
development. Effective organisations utilise a variety of 
options to support targeted development for employees 
as they move through their career.

It is important that the employer and employee discuss 
appropriate development and support options that 
will meet the needs of the employee, the service and 
the employer. Consideration should also be given to 
the employee’s interest and the extent to which the 
training will support the employee’s long-term goals. 
Further guidance on options available in the local area 
may be sourced through local government, other early 
learning services, peak bodies or training organisations. 
Considerations in the choice of appropriate development 
options for each employee may include relevance, 
cost and time required. The choice of professional 
development to be undertaken should be agreed by the 
employer and employee.

There are several development and support options 
including those described below.

Peer support

Peer support is when two employees work closely 
together. They may be in the same work location or 
in different locations. The key to peer support is in 
the sharing of experiences, discussing practices and 
exploring ideas and options together. The peers form a 
learning partnership and share their learning journey 
with one another.

Teaming a new employee with an experienced 
employee can help the new person integrate in the work 
environment more quickly. It also promotes a feeling of 
inclusion for the new employee.

Peer networks

Peer networks can be formal or informal, and individuals 
may meet face-to-face, speak on the phone, chat online 
and/or be part of a discussion forum group. With the 
increased number of interactive technologies, the 
possibilities are endless. Peer networking is a very 
important way for people to pose questions, gain 
insight from others and share ideas in a non-hierarchical 
environment.

Peer interest groups

This takes peer networks to the next level. The interest 
group, which is often active online and could be local 
or global, brings together individuals from a variety of 
backgrounds to focus on an area of interest.

Coaching

Coaching is usually a one-on-one relationship that 
focuses on building competence or skills to achieve a 
specific goal. The process can be formal or informal, 
with the person who provides the coaching assisting the 
other person to develop in a particular area. Coaching is 
results-orientated and focused on the ‘here and now’.

Coaching can be provided by a supervisor or manager, or 
by an experienced peer e.g. an Educational Leader.

Mentoring

Mentoring can enhance performance, support 
development, and assist people to realise their career 
aspirations. Mentoring tends to be broader and more 
future-focused than coaching. Mentoring can involve a 
more experienced person supporting the development 
of a less experienced person through professional 
discussions and observations of practice which both 
lead to increased knowledge. Mentoring is also a 
relationship-based strategy where both parties share 
their experiences and insights. It is a mutual engagement 
in which both parties experience positive benefits. 
Mentoring is best provided by someone other than that 
person’s direct manager.

Mentoring can be an excellent process to offer a high 
performing employee who is keen to progress in their 
career. Mentoring could be provided by an Educational 
Leader, a Manager or an external expert.

TIPSHEET:  
DEVELOPMENT AND SUPPORT OPTIONS
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Mentoring is also a valuable approach to development 
when it is reciprocal. This means that both the mentee 
and the mentor learn from each other through reflective 
discussions around pedagogy and practice.  Reciprocal 
mentoring generally moves away from the expert/novice 
approach and brings together knowledge and experience 
from both perspectives to share in a respectful and 
equitable manner.

Professional development meetings

In addition to any formal professional development 
sessions, individuals can participate in meetings with 
people from other local services to connect, and share 
experiences and learnings. Some meetings have a formal 
structure and/or theme for discussion while others 
allow the opportunity for individuals to provide updates 
on their own services and discuss any relevant issues, 
practice, policy changes.

Professional development workshops

These are workshops organised around a particular 
development theme and are led or facilitated by an 
individual who is an expert or is highly experienced in the 
area being explored. Those participating in the workshop 
have the opportunity to discuss and explore the issues 
under the leadership of the workshop facilitator. Such 
workshops are particularly useful to explore complex 
theories or issues.

Professional development conferences

Conferences offer a multitude of opportunities for 
development. In addition to the opportunity to hear 
leading researchers and practitioners present their 
work, conferences create opportunities for delegates 
to network, discuss what they have learned at the 
conference with peers and explore the ways in which the 
learning can be applied in their own practice.

TIPSHEET:  
DEVELOPMENT AND SUPPORT OPTIONS (continued)

Cultural and linguistic diversity is an 
important aspect of the early childhood 
workforce in Victoria. When planning and 
undertaking the EM&D process, employers 
must follow inclusive policies and practices 
which ensure that all employees are 
treated equally and with respect and are 
provided with the opportunities they need 
to develop professionally.
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Observing employee performance can be a 
useful way of confirming and recognising 
employees for their efforts and also provides 
an opportunity to discuss areas requiring 
improvement based on evidence. Observations 
can also provide newly appointed employees 
with constructive feedback and support as part 
of a mentoring program. Observations that 
are conducted in a transparent and open way 
are more likely to add value to the process of 
continuous improvement, ongoing dialogue 
and performance evaluation.

While this is a useful practice for gaining insights into 
an employee’s performance, employers must take care 
that observations are done in a considered and respectful 
manner, and by a person with appropriate experience in 
observing practice.

The Educational Leader may be the most appropriate 
person to perform and/or guide the process of observing 
performance with due consideration being given to their 
role in the service and any potential conflict of interest.

What is behavioural evidence?

Behavioural evidence is a collection of observations 
describing the behaviour of individuals as they engage 
in their daily work practices. As individuals, we often 
demonstrate our knowledge, skills and attitudes through 
our behaviour. What we know, do and say can have a 
direct impact on those around us, including families, 
fellow colleagues and most importantly, children. There 
are a number of things to consider when collecting and 
documenting behavioural evidence of early childhood 
employees, including:
• how the employee communicates with children, 

families and colleagues (including words, tone of 
voice, facial expressions, body language and gestures)

• how the employee positions themselves with the 
children and their level of interaction (including the 
quality of interactions)

• the frequency and purpose of the employee’s 
interactions with other colleagues

• the manner in which the employee communicates 
and responds to the needs and engagement of 
families as they enter the service

• the manner in which the employee arranges the 
environment, and utilises equipment and program 
materials to support learning and development in 
children.

Behavioural observations can be supported by 
documentary evidence about what the employer has 
observed. This may include, for example, items from 
portfolios, assessments for learning and development, 
general program documentation and reflection journals.

Making decisions about observations

Documenting observations is mostly straightforward; 
what is seen and heard is documented. The more 
complex part is analysing the evidence and relating it to 
the observations made.

Initially this may seem difficult, particularly if it is 
the first time the employer is involved in managing 
employees and/or it is the first time they are undertaking 
such a task within an early childhood education and care 
context.

However, there are key indicators of quality practice and 
behavioural markers specifically relating to interactions 
with others that employers can refer to, and this will 
enable them to formulate sound decisions on the 
performance of the employee.  These indicators describe 
important elements of behaviour that can be observed 
and that demonstrate quality practice in varying degrees. 

Refer to Tool 3.1 List of Performance Indicators.

TIPSHEET:  
OBSERVING PERFORMANCE
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The practice of observing

Employers must keep in mind that an employee who is 
being observed is likely to feel intimidated or nervous, 
and this may impact on their performance on the day. 
It is important to ensure that the manner in which the 
observation is conducted provides evidence representing 
the normal practice and skill of the employee.

The person conducting the observation must ensure the 
following are done:
• inform the employee in advance (at least two weeks 

prior) that they will be observed as part of the EM&D 
process and provide them with the date and time of 
the observation 

• on arrival, greet the employee and discuss the 
purpose of the visit, assuring them that there will be 
very minimal or no interference with the program

• position themselves discreetly to have minimum 
impact on the employee’s natural interactions and 
implementation of the program, also ensuring that 
there is minimal impact on how children engage with 
the program and employee

• record observations and keep track of the time during 
the visit. 

Refer to Tool 3.6 Recording Observations for 
Behavioural Evidence.

To ensure that the right information is collected during 
the observation, it is important to seek clarification from 
the employee on a practice or strategy that the observer 
is unclear about. This should be done with sensitivity 
and in a manner that does not interrupt the program or 
intimidate the employee.

The following are useful hints when having discussions 
with the employee who is being observed:

• wait for an appropriate time to engage, such as a 
pause in conversation between the employee and 
child/ren or at the end of the interaction

• use a short statement of what has been observed 
followed by a non-threatening, open-ended question

• listen to the explanation and document the 
employee’s reasoning without making immediate 
judgement. It is useful to take the time to reflect on 
the employee’s answer before providing feedback

• ensure the session is not disrupted by lengthy 
discussion and consider following up at the completion 
of the session or at another appropriate time.

If the observer is of the view that children have been put 
at risk due to the behaviour of the employee, they must 
intervene immediately to ensure a safe environment for 
the child/ren.

Other factors to consider

Observations of behaviour provide a valuable insight 
into the skills and talents of the employee as well 
as areas to improve for greater effectiveness. It is 
important to acknowledge these skills and talents when 
interacting with the employee to maintain a positive 
working relationship and commitment to continuous 
improvement.

Observations of employees where the intention is to 
gain behavioural evidence will include details that are 
sensitive in nature.

It is important to understand that taking observations 
of behaviour is only one method of collecting 
evidence to inform decisions regarding employee 
performance. There are many other tools that can be 
used including other tools in this resource such as 
Section C of Tool 3.2 to gain a sound understanding 
and perspective and must be included and considered 
when evaluating employee performance.

TIPSHEET:  
OBSERVING PERFORMANCE (continued)

The observer must remain impartial, be 
objective, demonstrate respect for the 
employee and maintain the confidentiality 
of information gathered. This includes 
the approach to recording observations, 
sharing and storing of information.
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GUIDE FOR EMPLOYERS AND 
EMPLOYEES IN USING THIS TOOL
This tool identifies 28 Performance Areas with  
individual indicators that can be used by employers  
and employees to keep the performance evaluation  
discussion focused on specific areas. 

This is a recommended list only and early childhood 
services may choose to use a different tool or to modify 
this list to suit their organisational and employee’s needs. 

The descriptions outline expected competency 
(skills, knowledge and documentation) and 
behaviours (responsiveness), and are aligned with the 
requirements in the seven Quality Areas of the National 
Quality Standard.

Employers and employees can, through mutual 
discussion, select a number of these indicators  
(a maximum of six is recommended) each year to 
ensure that there is clarity regarding the areas that the 
employee should focus on during the year. 

This then forms the basis of the discussions during 
the mid-performance period and annual performance 
evaluation meetings.

The selected performance indicators are subject to 
review at the end of each 12 month cycle. Both parties 
may agree to continue focusing on the same indicators 
for the next 12 months or choose different ones.

When a new employee commences with an employer, 
these indicators may be identified at the completion of 
the probationary period.

TOOL 3.1   
LIST OF PERFORMANCE INDICATORS

This list is aligned to the National  
Quality Standard and referenced to  
the corresponding teacher standards  
set out in VECTEA 2016 and Australian  
Professional Standards for Teachers (APST).  
(Please note that the standards in  
VECTEA apply to early childhood teachers. 
Employers must ensure that the standards 
are reviewed and updated when a new 
agreement is negotiated).
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Quality Area 1: Educational program and practice

VECTEA Standards: 1, 2, 3, 4, 5, 6, 7, 8, 9, 10, 11, 12, 13, 15, 16, 17, 18, 19, 20, 22 and 23 
APST: 1, 2, 3, 5

1 Knowledge 1.a    The employee uses a sound knowledge of child development and learning theories 
and applies this to their practice.

1.b    The employee has an understanding of the Victorian Early Years Learning 
and Development Framework and other approved learning frameworks that 
support children to develop their sense of identity, connection with community, 
strengths, sense of wellbeing, confidence as a learner and effectiveness in their 
communication skills.

2 Skills 2.a    The employee uses a variety of teaching skills and is flexible and respectful in their 
approach.

2.b    The employee uses both intentional teaching and spontaneous teachable moments 
to enhance children’s learning and development, both in the general program and 
routines.

2.c    The employee’s engagement with children is purposeful with learning intentions.

3 Responsiveness 3.a    The employee demonstrates responsiveness to children’s interests, culture, ability, 
knowledge and ideas, and uses this to plan the program while also utilising 
spontaneous moments to engage children in learning.

3.b    The employee demonstrates sensitivity and initiates warm, trusting reciprocal 
relationships with children and their families.

3.c    The employee demonstrates flexibility in all aspects of the program to ensure that 
each child is supported to engage in the program, and that children are encouraged 
to make decisions about their engagement and to influence their world.

3.d    The employee commits to high expectations for every child and shows sensitivities 
to the messages they convey about the child and family’s unique abilities. 

3.e    The employee expects and ensures that all children express their views and 
contribute to decisions that affect them including children who are not able to 
communicate with words.

4 Documentation 4.a    The employee demonstrates in their documentation a sound understanding of each 
and every child they are caring for and educating, as well as the group as a whole. 
This includes detailing a clear planning cycle where assessments for learning and 
development are recorded for individual children and for groups, and using critical 
reflection of the learning and development to form the basis of the program. The 
employee is therefore deliberate and thoughtful in their curriculum decision-
making.

4.b    The employee uses the planning cycle in partnership with children, families, kinship 
members and other professionals to question and analyse, act and reflect on 
evidence they have collected.

4.c    The employee uses reflective practice to document the effectiveness and relevance 
of their program implementation, practices and content in order to drive continuous 
improvement in their program planning for children.

4.d    The employee collaborates with other professionals in other disciplines and receives 
and considers multiple perspectives.

4.e    The employee ensures families are informed about the program and their child’s 
progress in a respectful and understandable manner.

 

TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 2: Children’s health and safety

VECTEA Standards: No corresponding standards  
APST: 4.3, 4.4, 4.5

5 Knowledge 5.a    The employee has a sound knowledge of children’s health and medical 
requirements, and uses this information to provide an environment that is 
responsive to children’s needs and requirements. This includes understanding best 
practice in nutrition, exercise and the need for rest.

5.b    The employee has a sound knowledge of how to protect children, including policies 
and procedures for dealing with and minimising the risk of infectious disease, 
emergencies and incidents, harm and hazards, the treatment of medical conditions 
and first aid, and child protection legislation, including the Child Safe Standards and 
Reportable Conduct Scheme.

6 Skills 6.a    The employee role-models and includes in their everyday program and practice 
encouragement for children to develop healthy and active lifestyles.

6.b    The employee is able to acknowledge, identify and provide opportunities to meet 
children’s individual health needs and requirements for nourishment, comfort, 
physical activity and rest, and utilises skills gained from relevant training or refers to 
those with relevant training.

6.c    The employee is able to demonstrate skills in identifying hazards for children, 
including those who may be at risk of abuse or neglect, and also recognises 
concerns within the immediate environment.

6.d    The employee is able to competently include children in discussions about health 
and safety issues and involves them in the development of guidelines to maintain a 
safe and healthy environment.

7 Responsiveness 7.a    The employee demonstrates responsiveness to children’s health needs and medical 
conditions, and takes appropriate action when required.

7.b    The employee participates in healthy meal preparation and/or eating, and physical 
activity with the children, as well as incorporates strategies to teach children how to 
be restful.

7.c    The employee responds to hazards in the environment, emergencies and incidents 
(including illnesses) promptly, can identify children at risk of abuse or neglect and 
follows policies and procedures in dealing with such issues.

7.d    The employee demonstrates responsiveness to supervision requirements and works 
within a team to ensure that reasonable precautions are made to protect children 
from harm and hazard.

7.e    The employee demonstrates sound reflective practice in their ability to identify the 
health and safety needs of children.

8 Documentation 8.a    The employee completes or contributes to the completion of appropriate 
documentation in relation to emergencies, incidents (including accident / injury / 
trauma / illness), infectious disease control, children’s medical management plans 
and excursion risk assessments, safety audits, risk assessments and observational 
requirements, as required under the service’s policies and procedures.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 3: Physical environment

VECTEA Standards: 14 
APST: 3.4, 4.1, 4.2

9 Knowledge 9.a    The employee has a sound knowledge of policies and procedures regarding the 
building and equipment. This includes knowing how to safely use structural and 
operational equipment such as cleaning equipment (e.g. vacuum cleaners), flexible 
equipment (e.g. sand pit covers, trolleys, dividers and doors, portable climbing 
equipment), operating systems (e.g. air-conditioning and heating, security system) 
and kitchen equipment (e.g. refrigerators, ovens, safety hot water service).

9.b    The employee demonstrates sound knowledge in accessing and providing 
stimulating environments and experiences for all children that are inclusive, 
purposeful and flexible. Employees understand the importance of having strong 
links to the natural environment, and maximises the use of the building, facilities, 
materials and equipment.

10 Skills 10.a   The employee takes an active part in utilising the building to its fullest capacity, 
minimising carbon emissions and maximising sustainable measures.

10.b   The employee applies knowledge of the building facilities, materials and 
equipment, and sustainability measures, to their everyday practice in educating and 
caring for children in a manner that is inclusive and supports play-based learning.

11 Responsiveness 11.a  The employee demonstrates responsiveness to the presentation of the environment 
by noticing and following up on facilities, materials and equipment that need 
repairing, cleaning and/or replacing.

11.b  The employee contributes to arranging the environment and providing experiences 
and materials for children that that enable play-based learning in their progress 
towards the five learning outcomes.

11.c  The employee responds to the children’s participation in the environment and 
demonstrates flexibility in the use of materials and equipment, and arrangement of 
the spaces within the environment, to be inclusive of all children.

12 Documentation 12.a  The employee completes or contributes to the completion of appropriate 
documentation in relation to reporting maintenance items, incident reporting 
(including near misses) safety checks and contributing ideas when purchasing new 
equipment and materials.

12.b  The employee contributes to documenting progress in providing a sustainable 
future, including their own practices and progress of embedded sustainable 
practices of the children.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 4: Staffing arrangements

VECTEA Standards: 24, 25, 26, 27, 28, 29, 30, 31  
APST: 6.3, 7.1, 7.3, 7.4

13 Knowledge 13.a  The employee demonstrates sound knowledge of ethical behaviour, professional 
practice and appropriate codes of conduct, as outlined in the service’s policies and 
procedures.

13.b  The employee is aware of and ensures that staff:child ratios are maintained at all 
times, in accordance with current legislative requirements.

14 Skills 14.a  The employee is active in applying their skills in educating and caring for children in 
a way that is responsive, respectful and appropriate, in line with approved learning 
frameworks, and demonstrates professional practice at all times.

14.b  The employee demonstrates an awareness of the capacity, skills and strengths of 
their colleagues and works collaboratively, sharing knowledge and contributing 
respectfully and appropriately.

14.c  The employee is able to critically reflect upon their own performance to drive their 
own improvement in professional practice.

15 Responsiveness 15.a  The employee is proactive in acknowledging the skills and strengths in colleagues 
and works collaboratively to implement the program by adopting best practice that 
reflects professional standards and utilises individual skills and talents.

15.b  The employee is active in supporting their colleagues to recognise their potential 
and strengths, and to learn from one another, and guides others in professional 
reflection to improve practice as a team and further develop skills.

15.c  The employee demonstrates professionalism at all times in their responsiveness to 
children, families, colleagues and the wider community.

16 Documentation 16.a  The employee completes or contributes to the completion of appropriate 
documentation in relation to reflective journals of best practice, reporting 
concerning behaviour of a fellow colleague (if applicable), relevant legislative forms 
and documents regarding staffing arrangements.

16.b  The employee completes documentation relating to their individual  
performance plan.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 5: Relationships with children

VECTEA Standards: 1, 2, 3, 5, 7, 10, 11, 13, 16 
APST: 1.1, 1.2, 1.3, 1.4, 1.5, 1.6, 3.3, 3.5, 4.1, 4.2, 4.3, 5.2, 5.3

17 Knowledge 17.a  The employee demonstrates sound knowledge of children’s social and emotional 
wellbeing and development, as well as strategies to support their development and 
growth, including their sense of identity, social relationships and wellbeing.

17.b  The employee has a sound knowledge and understanding of behavioural theories, 
as well as inclusion support approaches that provide strategies and guidance in 
supporting strong relationships, social cohesion, dignity and respect.

18 Skills 18.a  The employee utilises their knowledge of children and behavioural theories to 
implement appropriate strategies to support children’s progress in developing and 
maintaining respectful relationships with others.

18.b  The employee demonstrates sensitivity and patience, and uses a non-biased 
approach to supporting children’s wellbeing, maintaining their dignity and respect.

18.c  The employee provides opportunities for children to learn how to work 
collaboratively with each other, promoting and developing learning programs that 
are responsive to each child and build on their culture, strengths, interests and 
knowledge.

19 Responsiveness 19.a  The employee contributes to a responsive and predictable environment, creating 
an atmosphere of positivity for children and supporting them to develop a sense of 
trust and belonging.

19.b  The employee demonstrates sensitivity and initiates trusting and reciprocal 
relationships with children and their families.

19.c  The employee is responsive to children’s participation in the program, and supports 
them to engage, develop a sense of trust in the employee and others, and build 
confidence.

19.d  The employee is proactive in responding to children’s abilities in regulating their 
own behaviour and demonstrates a calm and supportive approach to guiding 
children’s behaviour when resolving conflicts.

20 Documentation 20.a  The employee demonstrates ability in documenting children’s social connections, 
actions and relationships in order to plan for them appropriately, acknowledging 
progress and achievement, identifying areas requiring additional support and 
recognising concerning behaviour.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 6: Collaborative partnerships with families and communities

VECTEA Standards: 11, 24, 25, 27, 28, 29, 32, 34  
APST: 7.1, 7.3, 7.4

21 Knowledge 21.a  The employee has a sound understanding of the enrolment and orientation process 
in relation to the service’s policy and procedures.

21.b  The employee has a sound understanding of support services that can be linked 
with families, as well as community organisations that can support children’s 
learning, wellbeing and transitions.

22 Skills 22.a  The employee demonstrates respectful relationships with parents and their 
involvement in their child’s learning and wellbeing, diversity in child rearing practices 
and lifestyle choices, and family preferences.

22.b  The employee adopts a proactive and responsive attitude to working with external 
organisations and links such as inclusion support services, community agencies and 
the local community, that will enable support for the child and family.

22.c  The employee demonstrates skill in effectively implementing transition experiences 
that are relevant and meaningful to children and support them as they move from 
one style of learning environment to another, including other early childhood 
education and care settings and schools.

22.d  The employee demonstrates skills that recognise the strengths and capabilities of all 
involved in transition, reflected in high expectations and a commitment to equity.

23 Responsiveness 23.a  The employee is proactive in involving parents in the decision-making process 
regarding planning for their child and works in partnership, exchanging meaningful 
information to support the child’s progress and individual needs.

23.b  The employee is responsive to children’s needs and uses a respectful and 
professional approach to working with families when there may be concerns 
regarding their child’s behaviour, learning or development; and recognises the 
family’s critical importance in their child’s life. The employee is proactive in sharing 
knowledge gained from inclusion support and/or family agencies to support a child 
and/or family’s inclusion into the program with fellow employees of the service.

23.c  The employee is proactive in establishing and maintaining strong partnerships 
with other learning environments such as local community services (e.g. library), 
education services (e.g. schools), support services (e.g. allied health, child 
protection) and local businesses.

24 Documentation 24.a  The employee completes or contributes to the completion of appropriate 
documentation in relation to inclusion support plans for children, referrals to 
agencies for children and families, and documents required by legislation or 
government funding policies such as:

          • transition learning and development statements
          •   kindergarten inclusion support funding
          •    assessments and declarations for children to receive a second year of  

    funded kindergarten.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 7: Governance and Leadership

VECTEA Standards: 8, 9, 12, 19, 21, 23, 25, 27, 28, 30, 31, 33, 34 
APST: 6.1, 6.2, 6.3, 6.4, 7.1, 7.2

Note: Please select or develop areas applicable to your service, and appropriate to the leadership role being evaluated

25 Knowledge For Nominated Supervisors only:
25.a  The Nominated Supervisor demonstrates sound knowledge and understanding 

of the Education and Care Services National Law Act (2010) (National Law) and the 
Education and Care Services National Regulations 2011 (National Regulations) to 
ensure compliance of the service at all times.

25.b  The Nominated Supervisor demonstrates knowledge and experience in supporting 
the team to operate in compliance with additional legislation such as the Privacy 
Act 1988 (CW), Disability Discrimination Act 1992 (CW) and Equal Opportunity Act 
2010 (Vic).

25.c  The Nominated Supervisor demonstrates sound understanding of approved learning 
and development frameworks, knowledge of how to access services and support 
(including funding support), receive advice and guidance, and use administrative 
systems that are effective for the service and minimise risk.

For Educational Leaders only:
25. d  The Educational Leader demonstrates sound knowledge and understanding of 

the Education and Care Services National Law Act (2010) (National Law) and the 
Education and Care Services National Regulations 2011 (National Regulations) to 
ensure compliance of the service at all times. to ensure compliance of the service at 
all times.

25.e  The Educational Leader demonstrates sound understanding of approved learning 
and development frameworks as well as theories promoting positive behaviour and 
a strong sense of wellbeing.

25.f  The Educational Leader demonstrates knowledge and experience in teaching and 
learning approaches and is up to date with current contemporary theories, while 
understanding long-standing theories and research.

For all employees:
25.g  The employee demonstrates sound knowledge and understanding of the Education 

and Care Services National Law Act (2010) (National Law) and the Education and 
Care Services National Regulations 2011 (National Regulations)  and operates in 
compliance at all times.

25.h  The employee demonstrates knowledge of additional legislation such as the Privacy 
Act 1988 (CW), Disability Discrimination Act 1992 (CW) and Equal Opportunity Act 
2010 (Vic).

25.i  The employee has read and understands the policies and procedures of the service 
and how to apply them in practice.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 7: Governance and Leadership (continued)

VECTEA Standards: 8, 9, 12, 19, 21, 23, 25, 27, 28, 30, 31, 33, 34 
APST: 6.1, 6.2, 6.3, 6.4, 7.1, 7.2

Note: Please select or develop areas applicable to your service, and appropriate to the leadership role being evaluated

26 Skills For Nominated Supervisors only:
26.a  The Nominated Supervisor demonstrates effective management and leadership 

skills that promote a positive and effective working environment and sound 
understanding of approved learning and development frameworks, in accordance 
with the requirements of their position description.

26.b  The Nominated Supervisor adopts effective leadership strategies that support 
other employees to plan, develop and implement effective programs for children 
that are stimulating, of high quality to enhance learning and development and are 
responsive to children’s health and wellbeing. This includes nominating a suitably 
qualified and experienced Educational Leader, under the guidance and approval of 
the Approved Provider, to lead the development of the curriculum and programs for 
children.

26.c  The Nominated Supervisor role-models best practice to educators and develops 
clear goals and expectations to guide the operation of the service. The Nominated 
Supervisor ensures that the Educational Leader is supported in their role to lead the 
development of the curriculum.

For Educational Leaders only:
26.d  The Educational Leader adopts leadership strategies to support other educators 

to plan, develop and implement effective learning programs for children that are 
responsive, stimulating and of a high quality.

26.e  The Educational Leader role-models best practice to educators and develops clear 
goals and expectations to guide the development of the curriculum.

For all employees:
26.f  The employee contributes to promoting a positive and effective working 

environment and works in accordance with the requirements of their position 
description.

26.g  The employee demonstrates skills in performing administration and operational 
duties, is efficient and thorough, and attends to the required detail.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 7: Governance and Leadership (continued)

VECTEA Standards: 8, 9, 12, 19, 21, 23, 25, 27, 28, 30, 31, 33, 34 
APST: 6.1, 6.2, 6.3, 6.4, 7.1, 7.2

Note: Please select or develop areas applicable to your service, and appropriate to the leadership role being evaluated

27 Responsiveness For Nominated Supervisors only:
27.a  The Nominated Supervisor demonstrates commitment to their leadership role and 

supports other educators in their individual performance plans to reflect upon their 
strengths and commit to continuous improvement.

27.b  The Nominated Supervisor uses an approach that supports employees in their 
development, and provides strategies, training and resources to build their skills.

27.c  The Nominated Supervisor demonstrates responsiveness in dealing with staffing 
concerns, complaints, incidents and regulatory requirements in a manner that 
demonstrates ethical and professional practice. This includes developing and using 
administrative systems that minimise risk and ensure effective management.

For Educational Leaders only:
27.d  The Educational Leader demonstrates commitment to their role as Educational Leader 

and organises time to support other educators to progress the development of the 
curriculum using an effective planning cycle.

27.e  The Educational Leader uses an approach that supports educators in their 
development and provides strategies, connections and resources to build their skills.

For all employees:
27.f  The employee demonstrates commitment to continuous improvement, both in the 

development of the service and through their own individual development plan.

27.g  The employee is proactive in working towards their individual goals and the goals of 
the service.

27.h  The employee contributes effectively and positively to the self-assessment process 
of the service and demonstrates commitment by attending to areas of improvement 
that they are responsible for, as outlined in the service’s Quality Improvement Plan 
(QIP).

27.i  The employee demonstrates responsiveness and professional behaviour when dealing 
with feedback, and applies reflective practice to their everyday work.

27.j  The employee diligently follows policies and procedures that have been established by 
the service and provides feedback when appropriate and in a professional manner.
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TOOL 3.1   
LIST OF PERFORMANCE INDICATORS (continued)

Quality Area 7: Governance and Leadership (continued)

VECTEA Standards: 8, 9, 12, 19, 21, 23, 25, 27, 28, 30, 31, 33, 34 
APST: 6.1, 6.2, 6.3, 6.4, 7.1, 7.2

Note: Please select or develop areas applicable to your service, and appropriate to the leadership role being evaluated

28 Documentation For Nominated Supervisors only:
28.a  The Nominated Supervisor completes or ensures completion of documentation 

according to legislative requirements and develops reports where necessary, 
ensuring that these are maintained in a confidential manner:

           •    enrolment and other records (such as staff records, medication records and     
     accident/injury/illness/trauma records)

           •    serious incidents that are reportable to the regulatory authority within specified  
     time frames

           •    record of complaints and action taken in response to any complaints
           •    administrative procedures according to their position description or delegation     

     to the appropriate employee (e.g. accounting, ordering supplies, logging  
     correspondence, food safety audits, WorkSafe audits, maintenance checklists  
     and reports etc).

 For Educational Leaders only:
28.b  The Educational Leader completes or contributes to the completion of appropriate 

documentation in relation to reflective practice to support, enable and empower 
educators to improve their practice, skills and implementation of the programs, 
using an effective planning cycle.

For all employees:
28.c  The employee completes, or when appropriate, supports the completion of the 

following documentation according to legislative requirements and develops 
reports where necessary, ensuring that these are maintained in a confidential 
manner:

          •    enrolment and other records (such as staff records, medication records and  
    accident/injury/illness/trauma records)

          •   serious incidents that are reportable to the regulatory authority within specified  
    time frames

          •    record of complaints and action taken in response to any complaints
          •    administrative procedures according to their position description (e.g. accounting,  

    ordering supplies, logging correspondence, food safety audits, WorkSafe audits,  
    maintenance checklists and reports etc.).
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TOOL 3.2   
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD

GUIDE FOR EMPLOYERS AND EMPLOYEES  
IN USING THIS TOOL 
This tool contains a form organised into three sections 
to assist in documenting the performance development 
plan and evaluation process. For each section (A, B and C) 
there is a description and instructions for completion. 

This tool should be reviewed and tailored to meet the 
needs of the service.

SECTION A:  
PERFORMANCE AND DEVELOPMENT PLANNING  
Green section of the form

SECTION B:  
MID-PERFORMANCE PERIOD EVALUATION 
Blue section of the form

SECTION C:  
ANNUAL PERFORMANCE EVALUATION 
Peach section of the form 

This tool aligns with the annual cycle proposed in the 
EM&D steps process.

SECTION A: PERFORMANCE AND 
DEVELOPMENT PLANNING
This section enables the employer and employee to 
record the planning undertaken that will form the basis 
of the evaluation during the performance period.

When to complete Section A
For existing employees, this form will be completed at or 
soon after the annual performance evaluation meeting, 
and will be reviewed and updated annually thereafter. 

For new employees, this will be completed for the first  
time after the successful completion of the probationary 
period, and reviewed and updated at the annual 
performance evaluation meeting thereafter.

Identifying the Performance Indicators
Tool 3.1 List of Performance Indicators provided in this 
resource can be used by employers and employees to 
select performance indicators. This is a recommended 
list only and early childhood services may choose to 
use a different tool or to modify this list to suit their 
organisational and employee’s needs.

Identifying the Goals
Organisational and/or individual goals relating to the 
strategic plan, the employee’s career aspirations and 
professional development can also be included. Any 
specific responsibilities of the employee relating to the 
organisation’s Quality Improvement Plan (QIP) for the 
following 12 months should also be recorded in this 
section. Under the National Quality Framework, an 
employee may be expected to contribute to the service’s 
overall quality improvement by taking responsibility for 
some areas in the service’s QIP.

Goals that are SMART do not require performance 
indicators as they are developed to be measurable. 
Using SMART goals is helpful to assess if they have  
been achieved.

Employers and employees can identify the 
performance indicators with reference to  
Tool 3.1 List of Performance Indicators 
or develop their own set of indicators as 
appropriate to the service and the role 
performed by the employee. Organisational 
and/or individual goals can also be developed. 
It is important that performance indicators 
and/or goals are achievable, realistic, relevant 
to the employee's position description and 
reflective of continuous improvement.

When developing a plan with an early 
childhood teacher, you can support the 
development of their practice by referencing 
the Australian Professional Standards  
for Teachers (APST) Proficient level  
and the Victorian Teaching Profession  
Code of Conduct.

STEP 1: PREPARE & PLAN
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TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (cont.)

Identifying professional development 
opportunities
Professional development to be implemented over the 
next 12 months should be planned in consultation with 
the employee at the same meeting in which the final 
evaluation takes place or soon after.

Professional development should reflect areas in which 
the employee requires further support, improvement or 
career development. 

Furthermore, strategies, including any resources, support, 
training or professional development, should be discussed 
and agreed, in addition to identifying the responsible 
person who will organise and approve such activities. 
Employers should ensure any associated costs (course, 
back-fill etc.) can be accommodated prior to approving. 

Employers and employees may choose to include 
professional learning that takes place for the employee in 
their course obtaining further qualifications. For example, 
if an educator is completing a Diploma level, and some of 
the current learning is around child protection modules, 
this may be recorded as professional learning. 

Once the professional development activities are agreed 
upon, the employee should maintain a detailed record 
of approved and attended courses and activities. Where 
an employee is working towards a qualification, regular 
progress towards completion can be recorded here.

For employees registered with the Victorian Institute of 
Teaching, the employer may accept that the professional 
learning undertaken to maintain registration as sufficient. 

The employer may also require additional professional 
development to be undertaken by the employee to meet 
the needs of the service or development of the employee.

When completing the professional development plan for 
employees, employers must ensure that it is consistent 
with the provisions in the agreement or award which is 
applicable at that time.

SECTION B: MID-PERFORMANCE 
PERIOD EVALUATION
This section will assist with identifying any additional 
steps that the employer or employee may need to take 
prior to the annual performance evaluation meeting to 
help the employee achieve the expected performance or 
undertake agreed professional development.

When to complete Section B
This section of the form is recommended for employers 
and employees that meet during the course of the year 
(usually mid-performance period) to review and identify 
progress on performance indicators, any agreed goals 
and professional development.

Where a mid-performance period evaluation is 
undertaken and documented (using this or any other 
tool), it is important to ensure that this record forms 
part of the discussions at the annual performance 
evaluation meeting.

STEP 3: MID-PERFORMANCE
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TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (cont.)

SECTION C: ANNUAL PERFORMANCE 
EVALUATION 
This section of the form is a record and summary of 
the performance of the employee during the previous 
12-month period. It records the employee's areas of 
strength and achievements, and areas requiring further 
attention for continued improvement and development.

When to complete Section C
This section of the form is for completion at the end of 
the performance evaluation period.

Performance Indicators
Performance indicators should be reviewed to assess if 
they have been achieved.  Section C allows for comments 
and it also records the agreement reached between the 
employer and employee regarding the performance 
rating if your service has implemented ratings as part of 
the evaluation process. 

Goals and QIP
Goals and/or any responsibilities for the QIP should be 
reviewed to assess if they have been achieved and the 
outcome recorded.

Professional development
The employee should complete this section ensuring 
they comment regarding the usefulness of the 
completed professional development in meeting their 
performance indicators and/or goals. Early childhood 
teachers could also use this opportunity to reflect 
on professional development as it relates to teacher 
registration requirements.

It is important to discuss and document the following in 
the annual performance evaluation:
• areas of strength and achievement that both parties 

agree have occurred throughout the year (these can 
include how they demonstrate the service’s values)

• highlight areas, if any, in which the employee requires 
further support, improvement, and any achievements 
and challenges faced by the employee in contributing 
to the development and implementation of the QIP 
for the service

• differences, if any, between the employee’s self-
assessment and the employer’s assessment of 
the employee to ensure that ratings are fair and 
equitable, and reflect the employee’s performance 
during the entire evaluation period

• professional development undertaken by the employee 
and its effectiveness in improving their performance

• any support accessed by the employee and the 
effectiveness of the support provided.

Refer to Tipsheet: Crucial Conversations –  
providing feedback.

When completed
At the conclusion of the annual performance 
evaluation, the employer should implement the 
service's approval and sign off process. The employee 
should be provided with a complete copy of Tool 3.2 
and a copy filed in the employee's record following the 
organisation's privacy policy. 

At the final evaluation meeting or soon after, the employer 
and employee should prepare and plan for the next 
performance period and complete Section A of a new 
Performance Development Plan and Evaluation Record.

Meeting dates for the next 12 months should also be 
scheduled.

It is assumed that both the employer 
and employee have undertaken some 
preparation prior to the performance 
evaluation meeting and, in most cases, 
the employer and employee will have 
also undertaken the mid-performance 
period (Section B) evaluation and have 
been meeting regularly throughout the 
year (monthly progress meetings are 
recommended – refer to Tool 3.3 Progress 
Meeting Agenda).

STEP 4: ANNUAL EVALUATION
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Service Name: Performance Period:

Employee Name & ID: # Direct Reports:

Position Title: Qualifications:

Other Responsibilities:           Management Authority            Nominated Supervisor           Educational Leader           OH&S Officer           Other

A. PERFORMANCE & DEVELOPMENT PLANNING B. MID-PERFORMANCE PERIOD EVALUATION C. ANNUAL / FINAL EVALUATION

Performance 
Indicator # 
(e.g.3b)

Relating to National 
Quality Standard 
Quality Area:

Knowledge, Skills, 
Responsiveness, 
Documentation 
(KSRD):

Strategies, Resources 
and Actions to be 
taken by employer / 
employee

PROGRESS / STATUS Next Steps / 
Comments

Rating and Comments

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)
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A. PERFORMANCE & DEVELOPMENT PLANNING B. MID-PERFORMANCE PERIOD EVALUATION C. ANNUAL / FINAL EVALUATION

Goal # Organisational and/or 
individual employee goals, QIP 
responsibilities (if applicable)

Strategies, Resources and Actions 
to be taken by employer / 
employee

PROGRESS / STATUS Next Steps / Comments Were the goals achieved?

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)
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PROFESSIONAL DEVELOPMENT PLANNING
Note: please include all compulsory training or professional development required by the service. This may be updated as professional development is confirmed/approved. 
For employees registered with VIT relevant professional learning can be attached

Selected course/
training
(description of  
the activity)

Attendance 
day/time

Course 
duration

Employer approval 
(please sign and date  
each activity)

Progress / Status Quality standards that 
were addressed in this 
activity 

Employee: How did this support 
/ not support you achieving 
your performance indicator(s) 
and any other applicable goals 
or responsibilities?

 

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)

Note: Please ensure the allocated time for professional development complies with the relevant agreement that applies to the employee.



Section 3: A
nnual Cycle: Perform

ance Evaluation &
 D

evelopm
ent  |  30

Em
ployee M

anagem
ent + D

evelopm
ent Resource

SECTION A: PERFORMANCE AND DEVELOPMENT PLANNING

I agree that the performance indicators and any goals and strategies set are fair and reasonable to continually improve my performance / the performance of the 
employee during the next 12-month performance period.

[For the employee only] I agree that the areas and my responsibilities to contribute to the service’s overall Quality Improvement Plan (QIP) are fair and reasonable, 
and I commit to contributing to continuous improvement during the next 12-month performance period and undertaking the approved professional development. 

Employee

Name: 
  
 

Position Title: Signature: Date:

 

SECTION B: MID-PERFORMANCE PERIOD EVALUATION
Employee

Name: 
  
 

Position Title: Signature: Date:

 

Employer

Name: 
  
 

Position Title: Signature: Date:

 

Employer

Name: 
  
 

Position Title: Signature: Date:

 

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)
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SECTION C: ANNUAL PERFORMANCE EVALUATION

To be completed by the employer in consultation with the employee. 

Guiding note: Please record any differing views and tailor the questions for your service.

What did / does the employee do well?

What areas require further development? (Consider how the values have been demonstrated)

Were there any significant challenges that impacted upon the employee’s performance during the last 12 months?  
If so, include descriptions of the challenges, support offered or further support required.

Outline any areas that require further review and/or additional evidence to demonstrate performance.

 

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)
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Has the employer or employee identified any additional support required to perform their responsibilities? If so, describe the support that the employer needs to consider 
for the employee/confirm what can be provided.

Any other matters to be raised or recorded relevant to this performance evaluation?

 

TOOL 3.2  
PERFORMANCE DEVELOPMENT PLAN AND EVALUATION RECORD (continued)

SECTION C: ANNUAL PERFORMANCE EVALUATION
Employee

Name: 
  
 

Position Title: Signature: Date:

 Employer

Name: 
  
 

Position Title: Signature: Date:
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TOOL 3.3   
PROGRESS MEETING AGENDA

GUIDE FOR EMPLOYERS AND 
EMPLOYEES IN USING THIS TOOL

The tool provides an outline to guide regular, informal 
discussions between employers and employees during 
the course of the year. After each meeting, the agenda 
should be filed in the employee's record. This tool should 
be reviewed and tailored to meet the needs of the service. 

If significant issues are raised, a further meeting or 
additional discussions can be arranged to explore and 
document any actions or changes to Section A of Tool 3.2 
Performance Development Plan and Evaluation Record 
as necessary.

These meetings should be held between the employee 
and the person they report to (Line Manager) or the 
person who has been appointed to manage the process 
of employee development with the individual employee 
(e.g. Teacher, Nominated Supervisor or Educational 
Leader). 

The following is a brief description of the matters 
that can be discussed under each of the items in this 
sample agenda. Please note that not all matters need 
to be discussed at every meeting, and depending on 
how regularly these meetings occur, the agenda can be 
tailored to suit individual needs. 

1. Welcome

• Welcome the employee, ensure they are comfortable, 
and explain the purpose of the meeting.  

• Some employees may be nervous when they come to 
a meeting, and it is important to set a positive and 
welcoming tone at the start and reassure them that 
the meeting is informal and will help them to reflect 
on their progress, and assist in identifying other 
support they may require. 

2. Employee wellbeing and OHS check

• Seek clarification/feedback about any practices at 
the service about supporting the health, safety and 
wellbeing of the employee. 

• If the employee raises any concerns about their 
health, safety or wellbeing, these should be 
documented. In consultation with the employee, 
explore ways in which the employee’s concerns 
may be addressed. Further discussions or a follow-
up meeting may be required in some instances 
depending on the nature of concern raised.  

• Provide the employee with a clear understanding of 
the actions you will take to explore these concerns 
further. Document the actions you will take and a 
timeframe within which you can complete them if 
that is appropriate.

3. Update on current work priorities and progress 
towards agreed performance indicators / goals

• Refer to the performance indicators / goals agreed 
at the start of the performance period and seek an 
update from the employee on current work priorities 
and how they are progressing towards achieving them.

• Encourage the employee to raise any concerns they 
may have or barriers they may be facing in achieving 
their goals, and what additional support they may 
require.  

• Document these concerns and support needs 
identified by the employee and the actions you will 
take to address them. Provide a clear timeline for 
when you will implement these actions. This may 
require a further discussion.
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TOOL 3.3   
PROGRESS MEETING AGENDA (continued)

4. Professional development update/progress

• Refer to the professional development in Section A
of Tool 3.2 Performance Development Plan and
Evaluation Record that has been identified and
seek an update from the employee on how they
are tracking towards undertaking the identified/
approved professional development.

• Identify any barriers to achieving the professional
development plan, and together with the employee,
identify solutions.

• Document the above and clearly indicate the
actions you will take and the timeline within which
it will be done.

• If an employee is working towards a qualification
relevant to their profession/role, discuss how it is
progressing.

5. Employer and employee feedback

• Use this part of the meeting to provide feedback to
the employee on their performance and acknowledge
any achievements. Validating an employee’s
contribution is a great way to improve morale and
employee engagement.

• Seek feedback from the employee on how they
feel about the support you are providing and
whether anything needs amending in Section A
of Tool 3.2 Performance Development Plan and
Evaluation Record. This will also assist the employer
representative/Manager to reflect on the way they
are supporting and guiding the employee.

• In situations where an employee’s performance is not
meeting the standards in your service, this part of the
meeting is an ideal opportunity to raise the concerns
and have an open and constructive conversation
about the matter.

• Document any concerns raised, and any improvement
plan/strategy that you have agreed with the
employee.

Refer to the Managing Performance Related 
Concerns resource for information and tools 
on this process.  

6. Any other matters

• This is an opportunity for both employer and
employee to raise any other matters that are not
covered in the agenda that are appropriate to be
discussed in these meetings e.g. child safety.

7. Next meeting and matters for discussion at next
meeting

• Agree/confirm the date and time for the next
progress meeting.

• Agree on items for discussion at that meeting, such
as the action items agreed in this meeting, any
other known events, etc. Please note, this does not
preclude either the employer or employee from
adding other matters to the agenda when the
meeting is actually held.

https://elaa.org.au/resources/free-resources/managing-performance-related-concerns/
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TOOL 3.3   
PROGRESS MEETING AGENDA (continued)

PROGRESS MEETING AGENDA

Date:

Participants:

Employee Name:

Employer representative/Manager:

ITEMS FOR DISCUSSION:

1.  Welcome

2.  Employee wellbeing and OHS check 

3.   Update on current work priorities and progress towards agreed performance indicators / goals

4.  Professional development update/progress

5.  Employer and employee feedback 

6.  Any other matters

7.   Next meeting and matters for discussion at next meeting  
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TOOL 3.4   
PERFORMANCE RATINGS TABLE

GUIDE FOR EMPLOYERS AND 
EMPLOYEES IN USING THIS TOOL
This tool provides a set of ratings and a description for 
each rating, which can be used by the employer and 
employee in the performance evaluation process.

Employers may choose to use these ratings or agree  
on another appropriate set of ratings with the  
employee to assess achievement against the selected 
performance indicator. 

Employers should decide whether including a performance 
rating in the evaluation is appropriate for their service.

The five ratings noted in the table below can be used by 
an employee to self-assess or by an employer to rate the 
performance of an employee for each of the performance 
indicators agreed as part of the performance evaluation 
process. Please consider the descriptions for each rating 
provided below to guide your rating process.

Assessing the performance of an employee 
and assigning a rating is a subjective 
exercise. To ensure that there is a level of 
consistency in undertaking this task, a set  
of performance ratings has been developed.

Knowledge Skills Responsiveness Documentation

WT The employee is working 
towards gaining required 
knowledge in this area 
and/or demonstrates 
immediate need for 
improvement.

The employee is working 
towards developing 
skills in this area and/or 
demonstrates immediate 
need for improvement.

The employee requires 
immediate improvement in 
their responsiveness in this 
area and is working towards 
achieving this.

The employee requires 
immediate improvement 
in their ability to complete 
or contribute to completing 
required documentation 
in this area and is working 
towards achieving this.

PA The employee 
demonstrates some 
knowledge in the area but 
not all required, and there 
is room for reflection and 
improvement.

The employee demonstrates 
and utilises some skill in 
the area, however there 
is room for reflection and 
improvement.

The employee has partly 
achieved the requirements 
and requires some 
improvement in their 
responsiveness in this area.

The employee has partly 
achieved the requirements 
and requires some 
improvement in their ability 
to complete or contribute 
to completing required 
documentation in this area.

A The employee 
demonstrates sound 
knowledge in the area and 
reflects upon what they 
know and can further learn.

The employee demonstrates 
and utilises their skills in this 
area and reflects upon what 
they can do and how they 
can improve.

The employee is responsive 
in this area and uses 
their knowledge and 
skills effectively and 
appropriately.

The employee demonstrates 
sound ability in this area and 
completes or contributes 
to completing required 
documentation appropriately.

E The employee demonstrates 
knowledge that is beyond 
requirement for this area 
and continually updates 
their information to ensure 
their understanding is 
current, relevant and 
comprehensive.

The employee consistently 
demonstrates skills that 
are beyond requirement for 
this area and continually 
reflects upon their abilities 
to ensure their practice is 
effective, meaningful and of 
a consistently high standard.

The employee demonstrates 
consistent responsiveness 
that is beyond requirement 
for this area and is proactive 
in their reflective practice 
to establish further 
effectiveness and exceeding 
practice.

The employee demonstrates 
ability to document in this 
area that is of exceeding 
practice, and completes or 
contributes to completing 
documentation in this area 
beyond all requirements.

N/A It is not required for 
the employee to have 
knowledge in this area, OR 
the reviewer was unable to 
gather evidence in this area 
or evaluate performance.

It is not required for the 
employee to demonstrate 
skills in this area, OR the 
reviewer was unable to 
gather evidence in this area 
or evaluate performance.

It is not required for the 
employee to participate or 
be responsive in this area, OR 
the reviewer was unable to 
gather evidence in this area 
or evaluate performance.

It is not required for the 
employee to document or 
contribute to documentation in 
this area, OR the reviewer was 
unable to gather evidence in this 
area or evaluate performance.

 

DESCRIPTIONS OF ASSESSMENT RATINGS 
The rating system focuses on evaluating competency (skills, knowledge and documentation) and behaviours 
(responsiveness). It is recommended that any areas rated as ‘Working Towards’ should have further accompanying 
comments recorded for clarification.

WT – Working Towards  PA – Partly Achieved    A – Achieved  E – Exceeded N/A – Not applicable

PERFORMANCE RATINGS
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TOOL 3.5   
SUPPORTING EVIDENCE GUIDE

GUIDE FOR EMPLOYERS AND 
EMPLOYEES IN USING THIS TOOL
This guide provides a list of evidence that can be 
collected to assist with performance evaluation. This 
is not an exhaustive list and employees may choose to 
provide other evidentiary material to demonstrate their 
performance to the employer. 

It is essential to ensure that the evaluation is a fair 
and true account of the employee’s knowledge, skills 
and responsiveness in the current performance period. 
Enabling authenticity for the evaluation may require 
collecting evidence to illustrate and support an accurate 
evaluation of the employee.

Evidence may also be required if there is significant 
inconsistency between the employee’s self-assessment 
and the employer’s performance evaluation. It can 
provide a basis for further discussion and agreement. 

The list below has been adopted from Vocational 
Education and Training Assessment Services 
(VETASSESS), who conduct the validation process for 
early childhood teachers under the VECTEA 2016 and 
related Instruments. The VETASSESS list has been 
recommended when there is a need for additional 
evidence to demonstrate performance, to reduce the 
workload for the employee given they may have already 
collected relevant evidence for their validation or 
registration with the Victorian Institute of Teaching (VIT).

Evidence may include any of the following:

Training / Professional Development activities
• individual professional development plan
• contributions to professional journals and programs
• notes on reading program, professional articles etc.
• network meetings, programs and notes, and

resultant action
• professional presentations to colleagues, parents,

community (including promotional material)
• training results, certificates, diplomas, degrees
• training session workbooks and notes
• job descriptions, work experience
• conference or seminar contributions
• participation in reference or pilot groups
• membership of professional bodies
• sessional teaching at relevant institutions,

accompanying program and notes.

Operational Practice Documents
• program planning documents
• implemented teaching activities
• student work samples
• work journal, diaries
• statements of philosophy or planning
• photos, videos
• records of contact with support agencies or

educational professionals
• minutes of appropriate meetings
• organisational plans and programs
• family/teacher conferences, meetings
• observations of professional practice
• learning outcomes samples
• Department of Education and Training service rating

and assessment
• specific examples of professional interactions with

learners.

Other
• awards or agreements
• references from colleagues, mentors, employers,

parent groups, community groups.

https://www.vetassess.com.au/
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GUIDE FOR EMPLOYERS IN USING THIS TOOL 
This tool provides a template that can be used in collecting 
and recording the observations made of an employee's 
performance focusing upon their interactions with 
children, colleagues and families. This tool should be 
reviewed and tailored to meet the needs of the service. 

Collecting evidence relating to the performance of 
an employee can be helpful in facilitating discussions 
around their strengths and challenges. Using behavioural 
observations assist with gathering authentic and 
meaningful information that can support the employee in 
acknowledging what they are doing well in and areas they 
might like to consider for enhancement or improvement. 

Employers may like to use this tool to highlight the 
practices employees engaged in that generated positive 
and productive outcomes in their work as well as 

potential missed opportunities. Recording behaviours 
must be authentic and it is important that the observer 
remains objective whilst documenting what they see.  

The background information section gives some context 
of the 'moment in time' the employee is being observed 
to make sure that all circumstances have been accounted 
for during the time of observation. 

The observation recording tool then provides space for 
the observer to document the behaviours and actions of 
the employee and consider which NQS quality area the 
particular behaviours might relate to. 

This tool is also useful for the service's quality improvement 
process to assist with reflection and planning.

Employee to be observed: Qualifications:

Group name: Position title:

Observer: Position title:

Date: Time frame:                      am/pm to:                           am/pm

Areas specific to observation:

 

TOOL 3.6   
RECORDING OBSERVATIONS FOR BEHAVIOURAL EVIDENCE
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BACKGROUND NOTES

Set up of physical environment

Provide a brief description of the arrangement of equipment and materials.

 

OBSERVATION
This page may be photocopied.

Date Observer Quality Areas

1  2  3  4  5  6  7

Time Observation

 

TOOL 3.6   
RECORDING OBSERVATIONS FOR BEHAVIOURAL EVIDENCE (continued)
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OBSERVATION (continued)
This page may be photocopied.

Date Observer Quality Areas

1  2  3  4  5  6  7

Time Observation

 

TOOL 3.6   
RECORDING OBSERVATIONS FOR BEHAVIOURAL EVIDENCE (continued)
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