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Part 1 · Slides
The Uncomfortable Truth About PIPs
Uncovering Hidden Costs

The Core Question
"Professional Improvement Plans should be exactly what their name suggests—tools for
improvement. Yet in many organizations, they've become weapons of termination disguised as
support. Are our PIPs truly serving their stated purpose or have they become legal paper trails for
predetermined departures?"

The Hidden Costs
• Destroyed organizational trust
• Fear-based cultures
• $75K average turnover cost
• Reputation damage
• Increased legal risks

The Real Question
Are we failing to hire capable professionals, or are we failing to support the professionals we hire?

The Supervision-PIP Connection
Often PIPs Reveal Supervision Failures

"Every PIP you write is also a reflection on your supervision. Before documenting a clinician's
'failures,' ask yourself: What support did I fail to provide?"

How Poor Supervision Creates PIP Issues
• Absent coaching leads to predictable struggles
• Unclear expectations guarantee failure
• Lack of support ensures burnout
• PIPs document supervision failures, not clinical incompetence

The Cycle
Poor supervision → Performance issues → PIP documentation → Termination → Repeat with next
hire

Legal & Ethical Considerations
When PIPs Become Liabilities

Legal Risks
• When PIPs consistently fail, courts view them as pretextual
• Demographic patterns suggest discrimination
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• PIPs after whistleblowing = retaliation evidence
• Lack of support = bad faith

Ethical Standards
• Transparency commitment
• Genuine support provision
• Real opportunity for success
• Respectful process
• Human dignity always
"True improvement plans include robust support mechanisms. Documentation should show
investment, not just deficiency."

From Punitive to Supportive
Rewriting PIP Philosophy

OLD APPROACH
• "Employee X has failed to meet standards..."
• "Failure to improve will result in termination..."
• "Employee must demonstrate..."

NEW APPROACH
• "We recognize growth opportunities in the following areas..."
• "We commit to providing these supports..."
• "Together, we will work toward..."

Success-Oriented PIP Structure
Essential Components

1. Collaborative Assessment
Joint problem identification • Mutual goal setting • Shared responsibility • Resource negotiation •
Timeline agreement

2. Support Specification
Supervisor commitments • Organizational resources • Mentorship provision • Training
opportunities • Workload adjustments

3. Progress Tracking
Weekly check-ins • Celebration milestones • Adjustment protocols • Success indicators • Growth
documentation

4. Outcome Planning
Success transition • Continued development • Recognition plans • Future goals • Sustainability
support
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Transformation Approaches
Four Strategic Options

Option 1: PIP Transformation Initiative
6-month complete overhaul: Truth & Reconciliation → Redesign → Full Implementation

Option 2: Supervision Excellence
Focus on supervisor development, accountability, and support systems to prevent PIPs

Option 3: Prevention-Focused Model
30-60-90 day proactive support system that addresses issues before PIPs needed

Option 4: Radical Transparency
Open documentation, shared access, public metrics, and mutual accountability

Creating True Accountability
Multi-Level Responsibility

Clinician Accountability
Engagement • Communication • Support utilization • Effort • Collaboration

Supervisor Accountability
Support provision • Clear communication • Resource advocacy • Skill development • Outcome
responsibility

Organizational Accountability
Resource allocation • Culture creation • System support • Barrier removal • Success investment

"Organizations that invest in improvement create cultures of excellence. Those that document for
termination create cultures of fear."
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Part 2 · Self-Assessment
PIP Philosophy & Intent

Are PIPs truly developmental?
Rate each statement from 1 (Strongly Disagree) to 5 (Strongly Agree)

1. PIPs are genuinely designed to help employees succeed
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

2. Leadership views PIPs as investment in staff development
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

3. PIPs include substantial support and resources
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

4. Success is celebrated when employees complete PIPs
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

5. PIPs are rare because proactive support prevents issues
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

6. Multiple employees have successfully completed PIPs and thrived
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

7. PIPs address systems issues, not just individual performance
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

8. Supervision quality is evaluated when PIPs are initiated
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

9. PIPs include supervisor accountability measures
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

10. The organization tracks PIP success rates honestly
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Strongly Disagree · Neutral · Strongly Agree

PIP Outcome Analysis

Do PIPs actually work?
1. Most employees on PIPs successfully complete them
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○ 1 ○ 2 ○ 3 ○ 4 ○ 5

2. PIP completion leads to continued employment
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

3. Employees report PIPs as helpful experiences
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

4. PIPs result in genuine skill development
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

5. Post-PIP support continues beyond completion
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

6. PIPs don't disproportionately affect certain groups
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

7. PIPs aren't used after conflicts or complaints
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

8. Supervisors are held accountable for PIP failures
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

9. PIPs include objective, measurable goals
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

10. Legal counsel isn't involved in most PIPs
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Supervision Quality

Is proactive support provided?
1. Regular supervision occurs as scheduled

○ 1 ○ 2 ○ 3 ○ 4 ○ 5

2. Supervision includes skill development, not just case review
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

3. Clear expectations are provided from day one
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

4. Ongoing feedback prevents surprises
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

5. Coaching occurs before correction
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

6. Strengths are developed alongside addressing weaknesses
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

7. Professional development is actively supported
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

8. Supervisors are trained in supervision skills
○ 1 ○ 2 ○ 3 ○ 4 ○ 5
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9. Supervision documentation reflects support provided
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

10. Early intervention prevents most performance issues
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Organizational Culture

Investment or documentation?
1. The organization invests in prevention vs. documentation

○ 1 ○ 2 ○ 3 ○ 4 ○ 5

2. Staff development is prioritized organization-wide
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

3. Performance issues are seen as growth opportunities
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

4. Failure is treated as learning, not punishment
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

5. Transparency exists around PIP processes and outcomes
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

6. Trust levels are high between staff and management
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

7. Fear doesn't drive organizational culture
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

8. Resources are allocated to support struggling employees
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

9. Success stories are more common than termination stories
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

10. The organization 'walks the talk' on valuing people
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Scoring guide
Your PIPs are genuinely developmental. Continue modeling best practices and share your
approach with others.

Some supportive elements exist, but gaps remain. Focus transformation on lowest-scoring areas.

PIPs likely function more as termination tools than development opportunities. Significant
transformation needed.

PIPs are weaponized, creating fear-based culture. Immediate comprehensive transformation
required to avoid legal/ethical consequences.

• Redesign PIP philosophy and approach
• Analyze and improve PIP success rates
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• Invest in supervision training and accountability
• Transform organizational culture around development
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Part 3 · Mind Map
PIP Transformation Strategy Map
From Termination Track to Development Tool

THE CORE ISSUE
PIPs weaponized as termination tools disguised as support

Hidden costs: Destroyed trust • Fear culture • $75K turnover costs

Often reveal: Supervision failures more than clinical incompetence

Legal risks: Discrimination patterns • Retaliation evidence • Bad faith

OPTION 1: PIP TRANSFORMATION
6-Month Complete Overhaul

Months 1-2: Truth & Reconciliation
Data analysis • Stakeholder feedback • Honest assessment • Culture shift commitment

Months 3-4: Redesign & Pilot
New framework • Support systems • Supervisor training • Pilot testing

Months 5-6: Full Implementation
System-wide launch • Policy finalization • Culture embedding • Success tracking

Outcome: Completely transformed PIP culture
OPTION 2: SUPERVISION EXCELLENCE
Prevent PIPs Through Support

Supervisor Development
True clinical supervision • Early intervention • Documentation with heart

Accountability Systems
Satisfaction scores • Retention rates • PIP prevention metrics • Growth indicators

Support Infrastructure
Consultation groups • Mentorship • External supervision • Peer circles

Outcome: PIPs become rare due to prevention
OPTION 3: PREVENTION-FOCUSED
30-60-90 Day Proactive Model

30-Day Integration
Orientation excellence • Clear expectations • Mentor assignment • Skill assessment

60-Day Development
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Intensive skill building • Coaching sessions • Peer observations • Competency development

90-Day Success Checkpoint
Comprehensive review • Achievement recognition • Continued growth • Long-term strategy

Outcome: Issues addressed before PIPs needed
OPTION 4: RADICAL TRANSPARENCY
Open Documentation Systems

Shared Access Model
All supervision notes visible • Co-created documentation • Joint goal setting

Public Metrics
PIP rates • Support scores • Success/failure ratios • Demographic data

Mutual Accountability
Supervisor PIPs for failures • Leadership metrics • Investment tracking

Outcome: Complete accountability system
Success-Oriented PIP Framework

1. Collaborative Assessment
Joint identification • Mutual goals • Shared responsibility

2. Support Specification
Supervisor commitments • Resources • Mentorship • Training

3. Progress Tracking
Weekly check-ins • Celebrations • Adjustments • Success indicators

4. Outcome Planning
Transition • Continued development • Recognition • Sustainability

Multi-Level Accountability Framework

Clinician
Engagement • Communication • Support utilization • Effort • Collaboration

Supervisor
Support provision • Clear communication • Resource advocacy • Outcome responsibility

Organization
Resource allocation • Culture creation • System support • Success investment

Measuring Transformation Success

>80%
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PIP completion target

>90%

Continued employment

↓75%

Reduced PIP volume

↑4.5+

Staff satisfaction scores


