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EXECUTIVE SUMMARY:

When an environmental health (EH) division lacks the workforce standards that incorporate Core Competencies and performance expectations for providing ten Essential Environmental Health Services (EssEnvHS), it is difficult for supervisors to substantively evaluate job performance of staff and develop plans to improve individual skills and competencies.  Realizing the fundamental issue is not lack of routine staff performance evaluations but rather lack of workforce standards, the EH division at South Central Idaho Public Health District initiated a project to establish the performance standards.  In the process, the EH division strives to meet National Environmental Public Health Performance Standards’ Model Standard 8.2:  Environmental Health Workforce Standards.

The EH division will develop workforce standards by incorporating required competencies and performance expectations for environmental health professionals.  CDC’s 14 Core Competencies for local environmental health practitioners and Iowa’s Environmental Health Competency Set are used as the cornerstone for the project.  Through various staff training sessions to build creative tension, the EH management team will help staff understand the current reality of the evaluation process in order to achieve shared vision.  The finished product will be a performance evaluation template to be used to assess EH staff’s grasp of the ten EssEnvHS, Core Competencies and specific technical skills related to the job function.  The findings from the performance review can be used to devise an individualized professional development plan to improve knowledge and competencies for the EH staff member.

By establishing a performance evaluation system that is based on workforce standards that integrate ten EssEnvHS and the Core Competencies, EH division can not only enhance staff individual professional development but also assure a competent workforce to deliver the essential services. 
INTRODUCTION/BACKGROUND:

For many years the EH division has used the same performance evaluation template that was developed prior to 1990 with very few modifications.  It predates the development of CDC’s 14 Core Competencies for environmental public health professionals and the ten Essential Environmental Health Services (EssEnvHS).  The performance evaluation template is not based on workforce standards that incorporate competency and performance expectations for providing essential environmental health services.  
As a result, even though annual performance reviews are done on a regular basis and opportunistic trainings are attended by EH staff periodically, there has been no noticeable improvement in staff’s competencies or understanding and applying the essential environmental health services.  The existing performance review system has not been a useful tool for analyzing competency gaps, identifying training needs or influencing behavior changes for environmental health professionals. 

Under the leadership of district administration, the EH division was charged to revamp the performance evaluation process.  The EH management focused on establishing workforce standards that incorporate the Core Competencies that are needed to provide the ten EssEnvHS into the evaluation process.  By using the new performance standards, EH management expects to identify performance gaps in staff competencies and develop plans to enhance individual skills and abilities through continuing education and training opportunities.  Consequently this process will facilitate capacity building while improving the integration of the ten EssEnvHS and enhancing environmental health program delivery.
Problem Statement:  

When an environmental health division lacks the workforce standards that incorporate Core Competencies and performance expectations for providing ten EssEnvHS, it is difficult for supervisors to substantively and objectively evaluate the job performance of a staff member and develop a plan to improve the individual’s skills and competencies.
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While the retirement of experienced environmental health specialists (EHSs) continues and the hiring freeze due to budget cuts continues to be in effect, the environmental health risks and the service workload on the remaining EHSs continue to grow.  Without continuing strengthening of EH staff Core Competencies and further individual professional development, the EH workforce will not have adequate capacity to deliver essential environmental health services.

Causal Loop Diagrams and applicable Archetypes:
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Typically, performance evaluation is the technique used to address employee performance issues by documenting the problem and the recommendation for improvement.  Sending an employee to training is frequently used as a quick fix to address a performance issue.

Over time, opportunistic training takes place of the systematic approach of establishing performance standards with well defined Core Competencies and performance expectations.  As a result, more time is devoted to the quick fixes which left no time or incentive to address the fundamental issues of Core Competencies and individual development plans. 

10 Essential Environmental Health Services:
The purpose of this project was assuring a competent workforce with the main focus placed on developing performance standards and evaluation template that incorporate CDC’s Core Competencies that are needed to provide the ten Essential Environmental Health Services.
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Figure 1: This picture is from etc...
National Goals Supported 

Healthy People 2010 Objectives
According to Health People 2010, “environmental factors play a central role in human development, health and disease.”  It further states:  “because the effect of the environment on human health is so great, protecting the environment has been a mainstay of public health practice since 1878”.  It is evident that environmental health specialists (EHSs) play a vital role in protecting public health.   With on-going budget cuts due to the economic recession and a record number of experienced EHSs are expected to retire in the next five years, the need to assure a competent workforce through continued strengthening of Core Competencies of EHSs has never been greater.  This project addresses the need and hence is critical to achieving objectives of Health People 2010.  
National Strategy to Revitalize Environmental Public Health Services
Goal I:  Build Capacity – Strengthen and support environmental public health services at the state, tribal, territorial and local levels.
This project develops a workforce performance evaluation system that assesses EH staff’s knowledge and understanding of the ten Essential Environmental Health Services (EssEnvHS).  It also uses the ten EssEnvHS as a bridge to build capacity of the environmental health division. 
Goal V:  Develop the Workforce – Promote the development of a competent and effective environmental public health services workforce.
The project uses the National Environmental Public Health Performance Standards (v 2.0), specifically Standard #8:“Assure a Competent Environmental Health Workforce”, to identify gaps in workforce standards and planning for improving individual skills and competencies.  This project focuses on developing standards to be used during performance evaluation to assess EH staff skills related to Core Competencies and grasp of the ten EssEnvHS.  The process will not only enhance staff individual professional development but also assure a competent workforce. 
Environmental Health Competency Project: Recommendation for Core Competencies for Local Environmental Health Practitioners
CDC’s 14 Core Competencies are used as the cornerstone for this project.  The Core Competencies are fully integrated into the workforce performance standards for the EH division. 

National Environmental Public Health Performance Standards (v.2) Model Standard 8.2:  Environmental Health Workforce Standards

Model Standard 8.2 is used as a guide for developing the workforce standards for the EH division.  All three components of Standard 8.2 - specific position descriptions, routine performance evaluations, and specific plans for individual skills enhancement - are incorporated into the workforce standards.  



PROJECT OBJECTIVES/DESCRIPTION/DELIVERABLES:
Program Goal
Strengthen environmental health workforce standards through integration of CDC’s 14 Core Competencies and the 10 EssEnvHS.
Health Problem
Without a competent EH workforce and sufficient capacity, an EH division cannot adequately deliver the essential environmental health services that are necessary to protect its community from environmental health risks.
Outcome Objective
New workforce standards will be developed to guide the staff performance evaluation and individual professional development process.
Determinant
The number of staff performance evaluations and individual professional development plans completed using the newly developed performance standards.
Impact Objective
By July 2009 the completed competency-based staff performance evaluation template and individual professional development project will be ready for implementation.

Contributing Factors
1. The existing environmental health performance evaluation format is out dated.  It was developed in the 1990s with very few modifications since.  It predates the Core Competencies for Local Environmental Health Practitioners and the ten Essential Environmental Health Services (EssEnvHS).

2. The existing performance evaluation template is not based on workforce standards that incorporate Core Competencies and performance expectations for providing essential environmental health services.  It is often used as a corrective “quick fix” to address a specific performance problem.  It lacks the well defined standard methods for analyzing competency or performance gaps, identifying training needs for EH staff, influencing behavior changes, or assessing and monitoring progress.  

3. EH staff lacks the understanding of the Core Competencies and the ten Essential Services of Environmental Health.  Consequently staff is unclear of the performance expectations or necessary skills for providing essential environmental health services.
4. Since workforce development planning is practically non-existent, specific individual professional development plans are seldom made.  As a result, EHSs do not visualize career advancement opportunities or are not motivated to prepare themselves for future advancement.  This results in stagnation of long-time employees as well as difficulty in recruiting and retaining new employees.

5. EH division was tasked by the agency leadership to revamp the performance evaluation process with the goal of integrating Core Competencies and ten EssEnvHS in the process.
Process Objectives
1. By August 2008 inform, educate and empower EH staff about the Core Competencies and the ten Essential Services of Environmental Health.

2. By February 2009 inform, educate and empower EH staff about CDC’s 14 Core Competencies.  Conduct self assessment of EH staff.
3. By March 2009 develop workforce performance standards, complete new performance evaluation template for EH staff, and conduct review of standards/template with supervisors.
4. By May 2009, train supervisors on how to use the new performance evaluation template and devise plans for individual professional development. 

5. By July 2009 start implementation of the new program.

METHODOLOGY:
Events and Activities

Event:  Presenting ten Essential Environmental Health Services information at August 20, 2008 EH Staff Meeting

Activities:

· Use Carl Osaki’s Essential Services of Environmental Health training module to educate EH staff.

· Ask staff to demonstrate how ten Essential Environmental Health Services can be integrated into their areas of responsibility.

Event: Presenting Core Competencies information at February 2009 EH staff meeting.

Activities (agenda):

· Handout and discussion of CDC’s 14 Core Competencies for Local EH Practitioners 

· Handout and discussion of Environmental Health Competency Set (Iowa Project)

· Discussion on of core competencies and its relationship to EH performance evaluation and individual development process.
· Conduct Core Competency self assessment.
Event:  Conduct review of performance evaluation template with supervisors in March 2009.

Activities (agenda):  

· Complete review and obtain senior staff buy-in by April 2009.

Event:  Conduct training for supervisors in May 2009
Activities (agenda):  


· Use examples for training

· Demonstrate how to plan for individual professional development

· Provide information on relevant training opportunities
Event:  Implement new performance evaluation in July 2009
Activities (agenda):  


· Use new performance evaluation template for annual reviews
· Design specific individual professional development plan 
NEXT STEPS:
1. Continue to lead the effort in developing EH workforce standards that incorporate 14 Core Competencies and the ten EssEnvHS.  
· Use  National Environmental Public Health Performance Standards (v2.0) as a guide to aid the development of workforce standards

2. Continue to lead the effort in completing performance evaluation template that is based on the newly developed workforce standards.
· Work with EH management to complete the performance evaluation template.

EXPECTED OUTCOMES:

· A clear vision of workforce standards is shared by all EH staff members.
· Increased EHSs’ knowledge of the ten EssEnvHS and its application.

· Increased EHSs’ awareness of Core Competencies and their motivation to improve.

· Improved consistency in training new staff as a result of workforce standards. 

· Increased supervisors’ ability to conduct substantive performance evaluations 

· Better alignment of continuing education with individual professional development.

· Better integration of training opportunities with EH division’s vision to provide EssEnvHS.

· Increased EH division capacity and enhanced staff capability to serve the community.

LEADERSHIP DEVELOPMENT OPPORTUNITIES:
Melody L. Bowyer
I have truly appreciated the opportunity to sharpen my leadership skills over the last year by participating in the Environmental Public Health Leadership Institute Cohort IV.  Through the Institute curriculum, I learned many valuable lessons and acquired tools from the experts in the EH field.  By doing my leadership project, I applied what I learned to solve real work problems.  As a result, I am better equipped to take on new challenges today as well as in the future.  The Skillscope 360 and individual development plan have proven invaluable.  I was able to achieve more goals than I had initially planned simply because I made an Individual Development Plan to improve.  The opportunity to network with mentors, directors, and coaches and my peers from around the country was excellent.  Because of what I have learned and the dynamic leaders I have met at EPHLI, I am more inspired than ever to continue the journey of personal leadership development and I hope to inspire others along the way.
My sincere thanks to the South Central Public Health District, the district director and my division director for giving me the time and support needed to fully participate in this exceptional leadership development opportunity.  I would also like to express my deep appreciation for our outstanding mentor, Gary Carter, for his valuable time and effort spent supporting our team learning as well as individual assignments for EPHLI.  Lastly, I would like to thank the directors and the administrative staff of EPHLI for their support and encouragement throughout the year.
ABOUT THE EPHLI FELLOW(s)

Melody L. Bowyer, MBA, REHS 

Melody joined South Central Public Health District in 2002 as an environmental health specialist.  She became the Food Program Coordinator in 2004.  Since 2005 she has served as the program manager for Food Safety, Child Care and Public Water System at South Central Public Health District.  Her current duty includes oversight of program deliverables, program improvements, identifying training needs for staff in the program areas.

In 2006, Ms. Bowyer spearheaded the effort to form a local Food Safety Awareness Coalition with members from industry, academia, institutions, consumer and other governmental agencies.  In 2008, the Coalition was named as the Health Hero of South Central Idaho because the coalition’s continued effort to increase food safety awareness through advocacy, education and collaboration (ACE).  In the same year, FDA recognized the Coalition’s achievement and awarded the Coalition $5,500 of the FDA Partnership Fund to support the on-going activities.  FDA acknowledges that the Food Safety Awareness Coalition can serve as a model for community outreach for other public health agencies.    
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Behavior


Increased competency of EH staff


Lasting behavior changes in EH staff








Results


Improved integration of ten EssEnvHS


Improved program capability to serve the community


Improved health of populations





Learning


Increased supervisors’ ability to conduct meaningful performance evaluations and identify individual development needs


Enhanced demonstration of Core Competencies


Improved consistency in training new staff as a result of job standards


Better alignment of continuing education with individual professional development


Better alignment of training opportunities with division’s capability to delivery EssEnvHS.





Training


Conduct training for supervisors on how to use the new performance evaluation template.


Conduct staff performance review


Identify individual training priorities


Devise individual professional development plans


Align continuing education opportunities with EssEnvHS delivery needs and  individual development needs











Funding


South Central Public Health District


EH Division Training budget
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# of individual development plans implemented


# of continuing education opportunities are utilized











Learning


A clear vision of workforce standards is shared by all staff members 


Performance standards incorporates ten EssEnvHS and Core Competencies


Incresased knowledge of ten EssEnvHS 


Increased staff’s understanding and applying the ten EssEnvHS


Increased staff’s awareness of Core Competencies




















Program Design and Development


Obtain top management support


Enroll EH director and supervisors


Conduct staff training on ten Essential Environmental Health Services (EssEnvHS)


Conduct staff training on CDC’ 14�Core Competencies


Develop new workforce standards


Work with EH task force to revamp performance evaluation format based on the new workforce standards











Project Logic Model 


Goal:  Improve Performance Evaluation Process by Establishing Workforce Standards that Integrate ten EssEnvHS and Core Competencies





Approval from top management


Shared vision for the EH division


Completion of Environmental Public Health Performance Standards Local Environmental Health Program Assessment Instrument Version 2


# of EH staff trained


# of ten EssEnvHS incorporated into new workforce standards


# of Core Competencies incorporated into new workforce standards


New performance evaluation template completed








Short & Long Term Outcomes, Impacts
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People need motivation. This will motivate people to change.  Giving  inflated performance reviews will keep the pay increase higher.  And pay increases will motivate them too.
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It is easier to send an employee to training.  It does not require any change in behavior from anyone.

Staff members need to know what are the expected knowledge, skills, and abilities for their job. Core Competencies and the ten EssEnvHS will help us set the standards and tailor the prof. development plan to the individual.












