The Case for a Change in Performance Management
United States employers continue to struggle with the recruitment and retention of workforce
talent. Human Resources professionals are reporting a more challenging market for recruiting
talent than in the preceding three-year period. 1 This is magnified in the service industries that are
trying to recruit and retain hourly paid employees. 2 According to research conducted by
Gallup®, employers have been struggling with low levels of employee engagement since it
started surveying employee engagement in 2010. 3
This is particularly true in the emergency medical services field. When surveyed and studied by
multiple agencies and groups, EMS leaders overwhelmingly stated that retention was a critical
workforce policy issue nationally. 4 The unique dynamics of the EMS workplace make
engagement and retention particularly challenging. The EMS profession is already struggling
with unprecedented workforce shortfalls. 5 The need for qualified EMS personnel is projected to
increase by at least 15% annually.6 This is more than twice the expected growth projected for all
other occupations.
Staffing Shortfall Dynamics In EMS
There are several factors impacting the EMS workforce shortages. EMS is a relatively low wage
job considering the difficulty and complexity of the work that EMS professionals perform. In
addition, many of those who seek work as an EMT or Paramedic are doing so to prepare for a
longer career in public safety or hospital-based medicine. However, there are many who start a
job in EMS with uncertain career aspirations, yet we fail to retain them. On its face, the altruistic
1

The New Talent Landscape Recruiting Difficult and Skills Shortages, Research Report by the Society for Human
Resources Management, June 2016.
2
Employers Struggle to Hire Hourly Workers as Turnover Rises, The Society for Human Resources Management,
Roy Maurer, July 31, 2015.
3
State of the American Workplace, Gallup Inc., 2017
4
AAA / Avesta 2018 Ambulance Industry Employee Turnover Study, Avesta Systems, Inc. & American Ambulance
Association, May 1, 2018
5
Critical Staffing Shortages, EMS Insider, Journal of Emergency Medical Services, September 9, 2015.
6
Bureau of Labor Statistics Occupational Outlook Handbook, https://www.bls.gov/ooh/healthcare/emts-andparamedics.htm.

© Copyright Workforce Dynamics, Inc. 2019

The Case for a Change in Performance Management
Page 2

nature of the work that EMTs and Paramedics perform would inspire those seeking work with
purpose and meaning. Unfortunately, after working one to two years in the field, many EMS
employees lose sight of the intrinsic value of this work due to a lack of recognition and feedback
from their supervisor, the management team, and other healthcare providers.
Another critical aspect is the daily work environment. Due to contractual response time
obligations and decreasing insurance reimbursement, a great number of EMS employers have
employees working from numerous remote base locations and more often, dynamically posting
on street corners. This results in long working hours with relatively little oversight from their
frontline management.
Frontline Supervision
Many EMS agencies work in a command and control management structure. The ratio of
supervisor to employees varies greatly across all industries according to research by the Society
of Human Resources Management (SHRM). 7 In EMS, the supervisor to employee ratios at most
companies can be 1 to 40 or 50. Further, many employees and frontline supervisors work
rotating shifts and days. It is more likely that the employee may have several different
supervisors over the period of a week or month. In addition, those tasked with frontline
supervision are often overwhelmed with significant administrative responsibilities and meetings.
Very little time is committed to engaging and coaching employees.
Because of this dynamic, it is very difficult to provide a measurement of performance for one
employee with any confidence. Even if the employee sees a supervisor every shift (and that’s
almost unheard of), there is currently no mechanism for multiple supervisors to enter regular
performance information and have it synthesized between supervisors for a picture of true
performance. The primary supervisor is not able to collect and process the multiple sources of
performance data in a manner that will allow them to provide more meaningful feedback. The
result, employees and the frontline supervisors become disconnected, employee engagement
suffers, and retention erodes.
Employee Engagement & Retention
Gallup® has been studying and reporting on employee engagement since 2010. Gallup®
surveyed nearly 200,000 employees in the United States and found that 16% of workers are
actively engaged at work, leaving the remaining 84% either not adequately engaged or actively
disengaged at work.8 Gallup® estimates that active disengagement costs the U.S. between $450$600 billion in lost productivity. Gallup® also found that only one in five employees felt that
they were managed in a way that motivated them.
Gallup® found that today’s employees are technologically savvy, hyperconnected, and can
access information about any employer very quickly and at any time. Logically, today’s
employee expects to remain connected when they are at your workplace and welcomes
connection with leadership through technology. Additionally, Gallup® suggests that employers
must “adapt to the needs of the modern workforce, or they will find themselves struggling to
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attract and keep great employees and therefore customers.” 8 To begin to reverse the climbing
turnover rates in EMS organizations, we need to understand the drivers of job satisfaction and
employee engagement.
Gallup® identified many factors that significantly impact employee engagement. However, the
research found that the relationship an employee has with their immediate supervisor serves as a
“vital link” in performance management and employee engagement. In fact, each encounter or
interaction between an employee and their immediate supervisor strengthens the employment
relationship and creates higher levels of employee engagement. Higher levels of employee
engagement are tied to stronger business outcomes.8 These findings, coupled with research
regarding traditional performance feedback practices, has led many large organizations to
eliminate the “annual performance evaluation” in favor of regular ongoing coaching of
performance.9
One major drawback with traditional annual performance practices is that they often serve as the
only feedback employees receive from their managers. Surveys have shown that nearly 65% of
employees felt that they were not receiving enough feedback in their positions. 10 Employers
cannot wait a full year to address performance issues or recognize employees for work
excellence.11 Both employees and managers report finding the annual performance review
process to be a waste of time and money and not correlated with driving improved
performance.12
Deloitte, the largest professional services firm in the world, discovered that their annual
performance process was consuming two million hours per year and incredibly employee
performance was dropping.9 A detailed study of their performance management processes
revealed that the reliability with which their leaders rated individual employee performance was
poor and did not drive improvement in performance. In fact, their research identified that often
there was as much as a 62% variance between ratings given by different supervisors. 9 Research
conducted by Mercer, a large Human Resources Firm, studied a manager’s ability to provide
performance feedback and found that only 14% were proficient at the task. 13This variance erodes
the employee’s confidence in the process and ultimately negatively impacts performance.
Regular and ongoing performance feedback models are playing a critical role in defining the
employee experience and have been correlated with employees feeling more valued in their
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roles.14 In fact, “over the last five years, organizations are radically changing the way they
measure, evaluate, and recognize employee performance.” 15 Nearly 90% of companies that have
redesigned and implemented these new performance feedback models have seen an improvement
in employee engagement.15 Bottom line, “high levels of engagement promote retention of talent,
foster customer loyalty, and improve organizational operational and financial performance and
stakeholder value.”16
Performance Feedback & EMS
Performance feedback at an EMS employer is incredibly challenging given these geographic and
organizational dynamics. Many ambulance service employers still utilize an annual performance
review model for feedback to employees. In many organizations, the review is assigned to a
single supervisor who may or may not have had the opportunity to directly observe the
employee’s performance. Additionally, there is not a consistent tool utilized by most frontline
supervisors to synthesize daily performance information. Often the supervisors do not have the
time to make a comprehensive analysis of the performance assessments from other supervisors
or from numerous operational systems that measure different aspects of an employee’s work
function. For example, time keeping systems track an employee’s attendance and shift
timeliness. A different system tracks employee ambulance response time and hospital clearing
time data. Each system contains important information about a few key performance metrics.
However, no individual system synthesizes these disparate data points into one performance
picture. As a result, employees rarely receive a data supported comprehensive assessment of
their overall performance. When the employee receives incomplete or inaccurate feedback, this
further erodes the employee’s confidence in the process, performance, and the relationship with
their employer.
Business Case for Ongoing Feedback Models
The principal goal of any performance management model is to drive the performance of an
organization’s employees to improve business metrics and results. However, most traditional
performance management models fail to appropriately evaluate or improve performance. 17
Research has shown that organizations that encourage employees to change their performance
due to regular and ongoing feedback are 45% more likely to have above average performance
and are 64% more likely to hold personnel costs at or below their competitors. 18
Regular and ongoing feedback models foster and solidify the relationship between employee and
their immediate supervisor or manager. The more the employee and the supervisor interact and
discuss performance the stronger and more transparent that employment relationship becomes.
The by-product is improved employee engagement of both employee and supervisor.
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To unlock improved team performance, EMS management commit to helping the employee
understand the company’s vision/mission and coaching employees about how their efforts fit into
the overall company direction.19 Unfortunately, in EMS most frontline supervisors dedicate most
of their work time being reactive. Rather than preventing the crisis by addressing the underlying
disease, we respond only to the symptoms. Historically, EMS personnel are trained to be
reactive. An incident occurs, a request for help is received, and EMS personnel react. Much of
healthcare has evolved this way. However, EMS and other healthcare are recognizing that a shift
from a reactive to proactive approach can greatly impact overall outcomes. It is also time for
employers to shift their approach to performance management models.
The Change Agent
For this evolution to take place, setting the stage for real change, EMS leaders need to change
how they view the frontline supervisory role. Today, many see the frontline supervisors as a
problem solver, stomping out fires as they pop up. Rather than the person who works to prevent
the fires from starting. EMS leaders charge the frontline supervisor with managing the
employees but saddle them with so much administrative obligations that it becomes obvious that
employee interaction and coaching are of secondary importance. A study across multiple
industries showed that the frontline supervisor spends as little as 10% of their time coaching
employees.19
EMS leaders have struggled for the last few years with what many call a “staffing crisis”. There
have been many theories on what has caused this “crisis”. Many blame the low wages and
benefits as the principal driver of turnover. Research has shown that wages are a significant
driver to employee burnout and turnover, followed by workload and excessive overtime. 20 Given
EMS’ limited ability, in this reimbursement climate, to dramatically change wages and
workload, we must dig deeper into the research for causes we can impact. The research showed
that poor management (30%), lack of connection between the employee and corporate strategy
(29%), and negative workplace culture (26%) were also key drivers to burnout and turnover. 20
“Everyone wants to work less and get paid more, but having skilled managers and a rewarding
culture…are the building blocks of an engaged workforce.” 20
The frontline supervisor should be tasked with making meaningful connections with as many
employees under their supervision as possible every time they work. The position should be
viewed more as a coach of a team, providing direction and support. Every effort should be made
to reduce any task that might prevent the supervisor from making those connections.
Additionally, the supervisor needs to be armed with the information to make those connections
more genuine and meaningful.
In EMS, we collect an enormous amount of organizational performance data. Included in that
data set are a great deal of employee performance information. For example, we collect
employee time card and attendance data, out-of-chute times, response times, time on task, trip
volume, patient treatment information, patient care documentation, etc. This objective data is
19
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kept in many disparate electronic systems yet very few supervisors compile and analyze the data
when providing performance feedback.
There are a few performance criteria that are not captured by most ambulance services
electronically but that significantly impact company performance. For example, an employee’s
compliance to uniform and appearance policies, vehicle and station cleanliness standards,
attitude, etc. These criteria are very subjective and can be difficult to consistently measure.
However, their importance cannot be over-emphasized. The field provider and company image
are a key factor in the public’s confidence in our ability to deliver care.
A New Tool
A new tool can assist in capturing and synthesizing employee performance data to enable EMS
organizations and their supervisors to provide more meaningful feedback to their employees.
Inspired by the emergence and success of ongoing performance feedback models adopted by
many of the large international corporations, Newton360 is a performance feedback software
tool developed specifically for EMS supervisors and employees.
Newton360 captures data from the numerous computer software programs being utilized by
ambulance organizations today. These software systems include, scheduling, time keeping,
dispatch, ePCR, and incident reporting. The frontline supervisor will log into their mobile device
at the beginning of their shift and Newton360 will access the scheduling software to identify to
which shift and division the supervisor is assigned. It will list all employees scheduled under
his/her supervision for that shift, prioritizing the employees based upon their end of shift time.
Additionally, it will identify which employees have met the company-configurable standard for
supervisor encounters for the relevant measurement period. This will allow the supervisor to
map out the shift for maximum employee contact opportunity.
Newton360 will list the shift demographics of all reports, including the assigned ambulance
number, shift times, crew members, including photographs. The supervisor to employee ratio can
hinder recognition of team member names and faces, so this will permit the supervisor to greet
all team members by name as they encounter them. Greeting an employee by name starts the
encounter off on the right foot.
As the supervisor encounters each employee, they will be expected to assess the employee’s
adherence to company policy for those company-configurable criteria that are more subjectively
measured and that are not captured by one of the existing software systems. The assessment will
take less than five seconds to complete for each employee. These micro-performance
assessments will be captured at each encounter with a supervisor. The greater the number of
encounters, the more objective and reliable the pooled ratings become.
Newton360 will include indicators to the supervisor from the disparate software systems that will
permit them to provide more customized feedback. For example, if the employee had been out
sick during the preceding shift, the software will show a thermometer graphic in the employee
demographic area so that the supervisor can inquire about the employee’s wellbeing. Under

© Copyright Workforce Dynamics, Inc. 2019

The Case for a Change in Performance Management
Page 7

existing software systems, absence information is present, just not compiled in a manner that
makes it available when the supervisor needs it most.
This new tool, by itself, does not solve all the feedback related challenges in an EMS workplace.
However, having this tool encourages the encounter between the employee and their immediate
supervisor and brings value to every interaction. In addition, this will provide the leadership team
with critical data on how often the frontline supervisors are engaging and providing feedback to
the employees. This data can be utilized in multiple ways to drive organizational performance.
For example, when a new employee starts at the organization, the supervisor can address them
by name and welcome them to the company. This dramatically improves the new employee’s
perception of the organization and its cohesiveness. Additionally, the application will provide an
accounting of which supervisors/managers have introduced themselves and welcomed the new
team member. In a high turnover industry, of which 40% occurs in the first few months,
leadership teams have very little time during which to make a great impression. The
organization can utilize these statistics to advertise and promote their company culture and
outreach efforts.
To fully realize the power of Newton360, the performance feedback information should be
shared with the employees. Upon the completion of an entry by the frontline supervisor, the
company can select the timing of a notification to the employee. The employee can login to
view the performance feedback and provide an evaluation of the supervisor’s performance as
well. In most instances, the employee will be aware of the feedback provided in person by the
supervisor. According to a Blanchard® study which measured the impact of leader
trustworthiness and coaching behaviors on employee intentions. The analysis revealed a
significant correlation between trust and employee engagement and retention. 21
Software Analytics
Newton360 will synthesize multiple employee performance related data points across numerous
platforms. Newton360 will provide comprehensive performance information regarding company
and employee performance. The information will be collected and synthesized in real time and
will be available for the members of the leadership team to enrich the employee encounter and
improve employee engagement.
The real power of Newton360 is its ability to correlate disparate organizational data with
employee performance feedback. As the system collects data from management and employee
input, it will analyze against the information being captured in other company software systems.
For example, employee attitude ratings may be correlated based upon the number of hours
worked, call volumes, call types, etc. Newton360 will analyze relationships between the
disparate data systems to allow for policy or system design improvement and optimization.
Today, the majority of analysis is performed on call volume, response times, and deployment.
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There is little or no analysis of company performance data and employee performance feedback
ratings. Often these management of system data is siloed within each department and the
correlations between performance metrics are not identified. If they are identified, it is after
there was a major incident or event that injures the patients, employees, or the company.
Newton360 provides an important compliance role as well. Because employees will be receiving
feedback by multiple supervisors over a period, an EMS leader will be able to compare
performance feedback data for the purposes of ensuring the consistent treatment of employees.
Often, favoritism or bias at the frontline management level can cause significant workplace
morale and legal problems. These problems are frequently not discovered until they have
impacted multiple employees causing turnover, or legal complaints. Newton360 will trigger
alerts when any supervisor evaluation scores are statistically outside of the mean ratings for one
employee or supervisor. Additionally, the system can serve as support when disputing an
accusation of disparate treatment from an employee. Currently, such accusations are frequently
defended with anecdotal evidence and rarely with success.
Survival is Not Mandatory
Newton360 leverages critical data to improve organizational performance while reconnecting
and balancing the employer-employee relationship. Ongoing feedback models, like Newton360,
are resonating with all employees, particularly Millennials.22 Employers who fail to understand
that their organizational mission must include ongoing and meaningful bi-directional feedback
with their employees will continue to struggle and ultimately fail. The EMS agency that can
attract and retain employees will outperform their competitors.
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