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Introduction	

Project summary	

This project was requested by Mr. Chen, director of the “W” ESL Training School, as a means of 

addressing teachers’ high transfer rate. The “W” is a relatively new venture founded in 2013. Its 

primary mission is to provide exam-focused courses through which ESL students prepare for 

IELTS, TOEFL, GMAT, and/or GRE testing. Its target market is students planning either to 

study abroad or to immigrate. The “W” is a for-profit organization, and tuition fees are its sole 

source of income. Currently, 32 formal ESL teachers work at the school, 5 of whom are 

considered “expert” teachers with stellar reputations across the entire ESL training industry. 	

The recruitment process by which new, contracted teachers are formally hired consists of two 

rounds of interviews with the director and academic manager (who is also the project manager 

for ESL courses). Prior to signing the final contract, all candidates are required to participate in a 

30-day training on ESL teaching strategies unless they possess commensurate experience. Once 

candidates pass their final exams and the final interview, they are officially hired.	

Despite this comprehensive process, the “W” suffers from a startling high teacher attrition rate: 

Mr. Chen reviewed the most recent Human Resources (HR) report and found that approximately 

30% to 40% of teachers per semester leave the “W.” HR continues to recruit new teachers as a 

result, which creates a significant drain on time and money given the extensiveness of new 

teacher training. What's more, new teachers are rarely as effective as more experienced faculty. 

Perhaps more concerning, however, is the fact that former teachers often leave the "W" to join 

another institution in the same industry, thus increasing market competition.	

In light of these findings, Mr. Chen has asked us to design a Human Performance Improvement 

campaign to determine why teachers are leaving and to provide strategies to increase the "W's" 

retention rate.	

Data collection	

The following information was gathered via a series of interviews with various “W” employees, 

including the director, teachers, and students (i.e., the customers). In order to analyze the effects 
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of environmental confounds outside the school, we are also designing a marketing survey to be 

distributed across the ESL training industry.	

 

Problem statement	

Sponsor’s request	

The project sponsor, Mr. Chen, requested a program to determine why teachers are leaving the 

“W” as well as to retain current faculty. He has emphasized instructor quality as paramount to 

the survival of ESL training schools in today's competitive industry. At present, the “W” is 

suffering great losses by losing current and potential star teachers, both in terms of its own 

success and competition with other schools. The Human Performance Improvement campaign 

has therefore been devised in an effort to decrease attrition.	

There is no specific deadline for this project, but Mr. Chen thinks it best to complete the 

campaign prior to the upcoming start of a peak period1 for ESL training programs.	

Business need	

Mr. Chen’s overall outlook for the “W” favors its long-term success over short-term profit. In 

this case, however, our initial business need is to generate revenue given a highly competitive 

ESL education market. As a for-profit training school, the "W" is likely to fail if it does not see a 

considerable increase in revenue within the next 2 years. 	

Job One: Improve the work environment to increase teacher retention.	

 

Descriptions of current performance and ideal performance	

Current Performance	

The expert teacher: Glee is an ESL teacher with 10 years’ experience at a top-rated training 

school. He left his previous position to join the “W” 12 months ago. Thanks to his reputation in 

																																																													
1	Generally	speaking,	there	are	two	peak	periods	for	ESL	training	every	year:	from	June	to	August,	and	from	
December	to	the	end	of	February.		
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the industry, strong foundation in ESL pedagogy, and extensive teaching experience, he is one of 

the most popular teachers at the “W.” He generally teaches 3 big classes2 and 2 small classes3 per 

semester. Glee is a well organized, highly efficient worker who receives overwhelmingly 

positive feedback from his students. Although he enjoys the sense of fulfillment that 

accompanies teaching, he is dissatisfied with the work environment as a whole. He stated 

recently, “Mostly, when problems occur, nobody takes action except for the teacher. I am happy 

to help freshmen, but you cannot teach them forever. They are supposed to obtain their own 

experience by themselves.” Having worked in this industry for over a decade, Glee would now 

like to turn his attention to self-improvement. The current work environment, however, is 

discouraging rather than stimulating. In fact, Glee has recently received employment offers from 

one of the largest and most successful ESL training schools in the region. He is contemplating 

leaving the "W" to pursue work at another institution that will promote personal and professional 

growth. 	

A complacent, non-expert teacher: Elsa has worked as an ESL teacher for 3 years. She is a 

professional ESL instructor with a solid academic background, although myriad factors have 

affected her reputation. She has yet to establish herself as a star teacher. “I was passionate when I 

graduated from school: I majored in TESOL and thought I could help students who were 

planning to go abroad. But my previous training organization was too conservative and new 

ones, like the "W", offer few opportunities to gain experience. I started working in this field 3 

years ago, and I feel like I've made no progress until now. Honestly, I have no idea about my 

future plan. I teach students; some of them like me and the rest of them don't. But so what? I 

can't see any connection between their comments and my future.” Elsa teaches 2 big classes in 

partnership with a star teacher and is also in charge of 1 small class. Her work performance is 

average, but the main issue for her is lack of motivation to change. While Elsa appears to be 

busy, she actually spends much of her workday surfing the Internet. She could be more efficient 

but admits, “I don’t want to be efficient. The more you are able to do, the more you will be 

expected to do. Why should I make more work for myself?” 	

																																																													
2	Big	classes	enroll	between	30	and	60	students.	Big	classes	are	the	most	demanding	courses	at	the	"W"	and	
require	substantial	teaching	experience	and	a	strong	foundation	in	educational	philosophy.	
3	Small	classes	enroll	between	15	and	29	students.	Small	classes	are	moderately	demanding,	requiring	teaching	
experience	and	general	familiarity	with	educational	philosophy.	



Performance	Needs	Assessment																							Yue	Liu	(Ariel)																	02/14/2016																																							5	
	

The novice teacher: Working as an ESL teacher at the “W” is Sandy’s first job after graduating 

from university. Her major was not education, but she earned high scores on her ESL exams and 

excelled in new teacher training. She was therefore considered a qualified teacher for hiring 

purposes. Now, Sandy is responsible for facilitating VIP courses, which are classes designed 

specifically for new instructors. The VIP curriculum requires little in terms of general teaching 

strategies and is quite flexible: teachers can change their lesson plans according to students’ 

performance, although there is a strict evaluation system. The academic manager devotes much 

of her time to collecting data from VIP students to assess new teachers’ performance. “The 

students in my class always give feedback according to their own preferences. They do not really 

care if they have learned anything. I mean, if I assign homework, I will definitely get negative 

comments.” Sandy is understandably confused about students' feedback. Also, she would prefer 

teacher training to be continuous rather than a one-time program. “I always ask for advice from 

other teachers about unexpected situations. I know a qualified teacher should be able to solve 

problems independently, but I have no confidence and feel incompetent.” With little self-efficacy 

or sense of accomplishment in her teaching activities, Sandy has started to question herself: is 

working as an ESL teacher really the best choice? Or should she go back to the field she studied 

in college? Even worse, Sandy's anxiety is affecting her work: this month, she got a second 

warning about her performance.	

Ideal performance	

The expert teacher: Glee exemplifies an expert teacher. Even though the “W” is a young 

training school with accordingly limited history, it has a clear mission and clear work rules to 

follow. HR has provided guidelines for recognition and supplementary materials to help establish 

a sense of community among faculty. Expert teachers like Glee are respected by their colleagues. 

Meanwhile, their accomplishments come with greater pressure compared to those of other 

instructors: Glee is committed to working hard and learning more in order to maintain or 

improve his performance. He is excited to work at the "W" and takes advantage of various 

channels and resources to enhance his teaching.	

A complacent and non-expert teacher: Although Elsa has limited experience, she has grown 

thanks to the employee recognition program implemented by HR. She realizes that her work is 

valued even if she is not as accomplished as expert teachers. She has since started to challenge 
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herself and to identify personal milestones to achieve. “Before I thought that only cash awards 

could motivate me if the manager wanted me to do more work. But now I feel that something 

else, like the sense of achievement that comes with helping my students get a higher score, is 

more motivating.” Elsa's work performance has improved significantly following her change in 

attitude.	

The novice teacher: In Sandy's VIP courses, the evaluation system is intended to be as objective 

as possible by incorporating holistic perspectives from students, peers, and management. “The 

comments I receive are mostly reliable and helpful. My performance has been evaluated by 

different people, which makes things easier to go over. I use the results of the evaluations to help 

myself improve.” Sandy is satisfied with the new evaluation system, and she corrects her 

behavior according to others' feedback.	

	

Tasks to be accomplished in this program	

Job One: Improve the work environment to increase teacher retention.	

1. Build a sense of community among all teachers.	

2. Monitor course quality.	

3. Identify teachers’ attitudes about work.	

4. Correct teachers’ misbehavior according to the work rules.	

5. Recognize teachers’ value based on their contributions and hard work.	

6. Minimize negative carryover from teachers’ previous work experience.	

7. Develop unambiguous, consistent performance expectations for teachers.	

 

Description of performers	

Performers are separated into three groups according to their level of experience and work 

efficiency.	
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The expert teacher: Extensive experience, highly efficient;	

The complacent, non-expert teacher: Significant experience, inefficient;	

The novice teacher: Limited experience, inefficient.	

Expert teachers are experienced, reputable, and efficient. They are considered the cornerstone 

and troubleshooters of the teaching team. When problems occur, they are expected to devise 

solutions without outside help. Overdependence on expert teachers increases their workload and 

pressure. They feel frustrated with the work environment, and their passion is hindered as a 

result. Most of them are debating leaving the “W” entirely in search of better opportunities.	

Complacent, non-star teachers are complex: they have worked in the field for more than 3 years 

but are not famous. There are no problems with competence or experience, but most complacent 

teachers are apathetic. Some can be arrogant and resistant to introspection, while others continue 

to indulge bad habits carried over from previous employment. They tend to engage in the same 

tasks day in and day out and prefer not to take on challenges. Additionally, some of them receive 

biased evaluations due to anonymity. This group is unmotivated to improve or collaborate with 

others.	

Novice teachers have worked in the industry for less than one year. They are young and 

optimistic, but they lack the knowledge and experience necessary to improve themselves. Even 

though they work hard, their work performance is suboptimal. Lack of proper guidance leads to 

arrested development. In the long term, they lose their confidence and passion.	

Performance context	

Organizational and contextual issues are explored using Stolovitch and Keeps' (2004) adaptation 

of Gilbert’s Behavior Engineering Model.	

Environmental  

Information  Teachers are unaware of performance expectations. Much performance 

feedback is biased and relies solely on students’ comments. There is a 

lack of peer evaluation and self-reflection. The performance management 
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system is subjective according to directors’ personal preferences in the 

absence of corresponding written standards. 

Resources  There are insufficient materials and training programs regarding teaching 

strategies and knowledge sharing. There is limited support for employees 

(i.e., teachers) for goal-setting and career expectations and a lack of 

guidance related to professional development. 

Incentives The payment system is not commensurate with employees’ contributions 

and their physical and mental workload. There is a lack of encouragement 

to improve and limited feedback regarding positive changes. 

Individual  

Knowledge  Most teachers possess a solid background in and understanding of ESL, 

but the transfer rate is low. Knowledge- and experience sharing 

opportunities are limited. There is no cross-training, and teachers are not 

aware of others’ roles. 

Capacity  Most instructors are willing to learn and to do what is needed to perform 

well. The standard of recruitment is somewhat biased: too much focus on 

ESL exams with comparatively too little attention paid to past teaching 

experience. Teachers are generally sensitive and easily influenced by 

negative emotions.  

Motives Most teachers intend to perform their jobs as required but lack confidence 

and persistence. Teachers’ motives are aligned with their work but not 

with the work environment. Younger teachers are unsure of their 

anticipated career development. Overall inertia hinders genuine passion 

and productivity. 
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Constraints	

1. Budgetary constraints:  

The “W” is a for-profit training school; as such, the budget for this program should be 

less than 30% of the school's annual revenue.	

2. Time constraints: 

The Human Performance Improvement campaign will take time but should be completed 

before the next peak period for ESL training, per the director's request. This leaves only 4 

months to design and implement this program.	

 

Program requirements	

Business objectives: Establish a modified management system to improve the "W's" work 

environment and increase teacher retention.	

Performance Objectives	

1. Establish a recognition program to cultivate a sense of community among teachers.	

2. Provide relevant job aids on how to prepare and deliver courses effectively to ensure 

course quality.	

3. Implement a monitoring system to assess teachers’ work performance and organize a 

permanent profile to examine and compare teachers’ attitudes toward work.	

4. Publicize work rules and the "W's" mission clearly in order to address teachers’ negative 

behaviors.	

5. Provide a series of awards and appreciation activities to reinforce teachers’ value 

according to their contributions and hard work.	

6. Ensure that discipline and awards are directly aligned with current work performance to 

minimize negative carryover from teachers’ previous work experience.	
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7. Deliver a complete employee orientation to outline unambiguous, consistent performance 

expectations.	

Causes analysis 

By using the Chevalier’s (2003) Cause Analysis Worksheet4, the main factors of the current 

performance are centralized on environmental factors. 

Factors Driving forces 

+4    +3    +2    +1    0 

Restraining forces 

0    -1    -2     -3     -4 

Information  

Clear expectations   

Relevant feedback   

Relevant guidelines   

Performance management system   

Resources 

Materials / tools   

Time    

Clear processes / procedures    

Safe organized environment   

Incentives 

Financial   

Other incentives   

Enriched jobs   

Positive work environment   

Motives 

Motives aligned with work   

Employees desire to perform   

Expectations are realistic   

Recruit / select right people   

																																																													
4	In	this	worksheet,	environmental	factors	and	individual	factors	are	presented	as	driving	and	restraining	forces	for	
the	current	performance.	±1	to	±4	scale	illustrates	the	strength	of	the	inputs	of	the	factors.	
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Capacity 

Capacity to learn   

Capacity to do what is needed   

Recruit / select right people   

Emotional limitations   

Knowledge / skills 

Necessary knowledge   

Necessary skills   

Proper placement   

Cross trained    

 

From the performance analysis form, the biggest problem in the “W” is environmentally: the 

work environment is unhealthy and unrewarding.  

The high-efficiency employees are tired of motivate the whole team without the support of an 

unbiased and rewarding system. Therefore, they lost their passionate and feel frustrated about the 

environment. That is the main reason for their leaving. The medium-efficiency employees have 

no motivation to improve themselves without a timely evaluation system, as well as appropriate 

encouragement. The low-efficiency employees are struggling with effective methods to improve 

and engaging into the work environment. Since there is lack of professional support, as well as 

continuous guidance. Their passionate have been impaired and reduced, which results in worse 

performance. 
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Appendix  

Summative evaluation instruments 

Level 1: Engagement 

The first level of the campaign evaluation will use a questionnaire for participants and will be 

focused on the performers’ engagement. The scale where the answers for statement range from 1 

to 3 with 1 being agree, 2 indifferent, 3 disagree. 

Statement 1 2 3 

The activities during the performance improvement campaign make me 

feel comfortable. 

   

I have a clear understanding of my role in the school.    

I have a better relationship with my team members/ other teachers.    

I feel easier to communicate with my manager and the director.    

I feel confident in sharing my knowledge and skills with my colleagues.    

I feel satisfied with my payment according to my contributions.    

I have confidence of the future development of the “W”.    

Online management tools save the time and improve my efficiency.    

The instant feedback channel is available to access.    

I am better able to transfer my knowledge into practice.    

 

Level 2 and 3: Individual Performance 

The impact on individual performance will measure the degree of accomplished tasks, and will 

determine if resource and information are being met. The scale where the answers for statement 

range from 1 to 3 with 1 being agree, 2 indifferent, 3 disagree. 

Statement 1 2 3 

When I feel confused of my career development, I know where to ask for 

help or find necessary information for solutions. 

   

When I check the milestone form, I am able to understand my situation and 

focus on the shortage parts. 
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When I get biased feedback, I am able to communicate and discuss the 

problem with manager or director and looking for fair solutions. 

   

When I have some new ideas about work, I am able to share my experience 

and knowledge with my colleagues timely. 

   

When I feel full of stress, the work environment and cohesiveness among 

colleagues helps me to transfer the pressure into motivation. 

   

 

Level 4: Organizational performance 

Organizational benefits of the improved performance will be measure in the number of enrolled 

students, the average working length for teachers and the general feedback of the “W” from 

different perspectives (e.g., mainstream media, ranking list of ESL training school, popularities 

among students, etc.) in the next year.  

Index 

Summer 

semester in 

2016 

Autumn 

semester in 

2016 

Winter 

semester in 

2017 

Spring 

semester in 

2017 

Number of enrolled students     

Working length     

Ranking list of ESL training 

school 
    

Recommendations from 

mainstream media – how 

many times have been 

recommended by mainstream 

media? 

    

Popularities among students – 

how many students have 

heard about the “W”? 
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