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TOOL:  Sample Suggestions for Effective Probation Periods
POSTED:  March 2012
SUGGESTIONS FOR EFFECTIVE PROBATION PERIODS

This document is meant to assist senior supervisors and act as a supplementary to the Probation-Stages and Expectations document as they support new employees during this period.  

To effectively support a new staff a supervisor must first be aware of their own assumptions regarding the expectations of the employee and perceptions of different work styles.  Getting to know the new employee and beginning to understand their value systems is vital to successful coaching.  It is suggested that the new employee be strongly encouraged to learn about learning organizations by reading the “Caring to Question”, and “Building A Social Capital Mosaic” and/or other various resources in the __________ library on this topic.  

Notes of discussions should be kept throughout the probation period.  They need not be formal minutes, but must provide sufficient information to demonstrate the process, actions and feedback given during the probation period.  

Following are suggestions for each stage of the probation period as outlined in Probation-Stages and Expectations.  It is meant to be adjusted to reflect the particular work site and persons involved.  

Stage 1 Welcoming 

· Personal space for the new staff has been cleared, cleaned up and made ready for them.

· Label any personal items that will be set aside for the new staff, ex. mugs, shelves.

· Show them the adult only cupboard spaces (where the treats are!)

· Find out in advance if they are coffee or tea drinkers and have it on hand.

· Find out if they have allergies or food preferences and allow for this at staff meetings.

· Provide them with a list of the children and parents names that they can keep handy for reference.  

· Have a pre-first day meeting to cover the basics, so they are less lost and confused on the first day.

· Have a key, parking pass and emergency card ready for them.

· Early on, tour the office and give them an orientation to Child Care Services

· Create a mini-orientation document that is specific for your centre examples of things to include are; when you have your staff meetings, how and where you communicate with each other, the process for requesting vacation etc.  

· Ask for an “all about me book” that can be put out for the parents and children.  

· Have all staff do an “all about me book” to share with the new employee to help them get to know their co-workers.

Stage 2 Investing Time

· Allow the new staff to take “ownership” of the program and space by providing opportunities for them to integrate ideas and make changes.

· Provide time to explore storage rooms and cupboards so they know what resources are available to them.

· Refer back to information you heard during the interview process.  How is that showing up now?  Encourage them and allow them to follow through on what they said was important to them.  

· Make time to speak with them frequently.  Short 5-minute conversations on a regular basis model the expectation of self-reflection and discussion.  Periods of time set aside each week (15 mins) takes the “sting” out of meeting with the supervisor as they become known as a comfortable place for discussion and exploration.

· Develop a questionnaire for the new employee to complete every 2 weeks, include questions about what’s working for them, what questions do they have, what information do the need etc.  Keep this record for future reference for yourself and the employee. It will be useful at the end of the probation for review.

· Begin to ask yourself questions like “how does this new employee learn”, “are they able to self-reflect”, “are they responding to feedback”.  Adjust the style you have used with them to reflect what you have learned.  Ex. Can they have short, effective conversations or do they need time to process a question before responding fully.

Stage 3 Reviewing

· If you have concerns about the new employee’s ability to do the job as expected, it is time to be giving very clear statements with concrete goals to the employee.  

· Have you seen the information and feed back you have given integrated into their work performance? If not, why not?

· Can the employee articulate the expectations or are they still confused or uncertain? If they are still confused, when will they be clear? 

· Listen, Listen, Listen.

· If there are challenges is there a value difference?  Can this be resolved? Are you sure?

· Avoid statements like “at this centre we do..”, use instead; “often this works” or  “what do you think?”.  

· Are you focusing on basic performance issues or able to move forward with on-going skill development?  

· Is the employee following through with goals that have been set? Are they able to set personal goals and honestly measure their growth?  

· What are you hearing from the other staff?  Is the information consistent?  Are healthy relationships developing? If not, why not and when will this change?

· Are you having the same conversations with the employee? If so acknowledge that with them ex:  “We’ve discussed this in the past and I am concerned that I have not seen changes… “ 

· Speak to the director about any concerns you have and be able to provide clear examples that demonstrate these concerns.  

Stage 4 Evaluation

There should be no surprises for the new employee as you near the end of the probation period and prepare for the evaluation.  If the probation period has not been successful, the employee should be well prepared for that already, and know that extension of the probation period is likely to happen or that termination is also a possibility.  The director should be well apprised of the situation and be working with the senior prior to the evaluation regarding the process and direction to be taken.  If the probation period has been successful, the employee should be equally aware of that.  This is a time to again acknowledge strengths and set future goals.  

Stage 5 Development

On-going staff development is key to a learning organization.  It is important to direct staff in their learning and work this into goal setting and professional development recommendations.  
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