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Enrollment Forward:
Intentional Workforce Planning



Today’s Presenters
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• Dr. Bernadine Futrell, director, Office of Head Start 

• Heather Wanderski, division director, Program Operations, Office of Head Start 

• Gretchen Jurgens, program specialist, Office of Head Start

• Steven Russell, program management lead, National Center on Program Management 
and Fiscal Operations

• Jacquie Davis, professional development manager, National Center on Program 
Management and Fiscal Operations



Session Overview

• Enrollment Forward Campaign 

• Q&A 

• Staff Turnover 

• Talent Acquisition  

• Recruitment 

• Organizational Culture 

• Retention
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Enrollment Forward Campaign
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The Enrollment Forward campaign is designed to support programs as they 
continue to work towards full enrollment and in - person comprehensive services, 
as local health conditions allow. 
Through webinars, guidance, and other resources, the Office of Head Start 
(OHS) will focus on areas of concern to programs, including: 

• Program structure 
• Recruitment  
• Enrollment 
• Workforce 
• Health and safety considerations 
• Community needs



If programs are serving a reduced number of children, is a program’s over - income 
percentage based on the program’s current capacity or their funded enrollment?

The 10% of over - income enrollment is based on the program's actual enrollment. Programs 
should use the number of enrolled children rather than funded enrollment to calculate this 
percentage. 
We know programs need to be able to plan for over - income slots, and that is more easily 
accomplished using the funded enrollment. However, when programs' actual enrollment differs 
greatly from funded enrollment, the number of over - income slots should be based on actual 
enrollment to remain consistent with the intent of the law. OHS recognizes that enrollment 
numbers may fluctuate and will not be penalizing programs as they navigate this period. 

The pandemic has created and exacerbated longstanding disparities and inequities for families 
who have been marginalized for decades. The number of children and families in poverty has 
grown significantly during this time and OHS recognizes that prioritizing low - income families is 
especially needed to ensure we are serving children and families with the greatest needs. 
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What should programs do if enrolled families do not want to 
participate in in-person services?

The priority is to enroll children and families who are most in need of in - person 
comprehensive services. In - person slots cannot be held for families who have 
decided they do not want their child to return to an in - person service program. 
Programs and families may opt for regular check - in points to reassess a family's 
readiness to return. If there is no slot available at a time that a family is ready, 
families should be added to the waitlist. If families continue to express hesitancy 
for in - person services, staff and families should explore alternative placements 
that will better meet families' needs for virtual services. 
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Is temperature taking still considered a mitigation strategy 
when providing transportation?

Yes. Conducting health checks, including taking temperatures of all children 
and staff before they board the vehicle, is a strategy to ensure Head Start 
vehicles are safe places for transportation staff and children. Programs may 
consider training and equipping bus monitors to use a noncontact thermometer. 
Do not transport:  

• Individuals with a fever of 100.4F (38C) or above or who show signs of 
illness 

• Individuals who have been in close contact (within 6 feet) of someone who 
has tested positive for or is showing symptoms of COVID-19

ACF-IM-HS-22-01 Head Start Transportation Services and Vehicles During the COVID-19 Pandemic  
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https://eclkc.ohs.acf.hhs.gov/policy/im/acf-im-hs-22-01


If my program is thinking about shifting slots between approved program 
options or within the service area, what should we consider? 

Programs considering any shifts within the approved service delivery models or 
service area as stated in the Notice of Award should first engage in discussions 
with their Regional Office. 
Any considerations must include: 

• Compliance with the Head Start Program Performance Standards 
• Decisions based on community need 
• Alignment with the current budget  
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What constitutes a Change in Scope request?

A Change in Scope request is defined in the Uniform Guidance at CFR § 75.308 
as “a change in scope or the objective of the project or program even if there is 
no associated budget revision requiring prior written approval.” Some examples 
of a Change in Scope request include: 

· Head Start to Early Head Start conversion 
· Part - day to full - working - day conversion 
· Enrollment reduction 
· Add or remove a program option 
· Other programmatic change  
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Can programs use American Rescue Plan (ARP) or other 
COVID-19 relief funding to support staff?

Yes, programs can use ARP and other sources of COVID - 19 relief funding to provide supports 
for staff. Specific examples are given in ACF-PI-HS-21-03. 

• Planning sessions with staff 
• Staff wellness and mental health support 
• Additional staff 
• Professional learning and development for staff 
• Other personnel costs 

Grant recipients are in the best position to understand the needs of their staff and the 
circumstances of their communities. If programs keep in mind the cost principles – necessary, 
reasonable, and allocable – along with adequate documentation and supportive written policies 
and procedures, they can answer questions for their own unique supports. We encourage 
programs to engage in those discussions with their Regional Offices.
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https://eclkc.ohs.acf.hhs.gov/policy/pi/acf-pi-hs-21-03


“To be intentional is to act 
purposefully, with a goal in mind and 
a plan for accomplishing it.” 

                                           -                                           Ann Epstein
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CatalyticProactive Inclusive

Contrasting Persistent

Illustrations of Thinking Strategically
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7 Major Reasons for Staff Turnover

FEELS DEVALUED/ 
UNRECOGNIZED 

TOO LITTLE 
COACHING AND 

FEEDBACK

DISLIKE STRESS AND 
WORK/LIFE IMBALANCE

MISMATCH  
BETWEEN THE JOB  

AND PERSON 
TOO FEW GROWTH 

OPPORTUNITIES LOSS OF CONFIDENCE  
IN LEADERSHIP

THE JOB 
IS NOT WHAT 
THEY EXPECTED 
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Recruitment and Talent Acquisition



Recruitment
Strategic Sourcing 

• Lead Generation 
• Pipeline Management 
• Social Recruiting 
• Passive Candidate

Assessment & Selection

Hiring

Onboarding

RECRUITMENT
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Staff Qualifications Briefs

Staff Qualifications: Steps for Programs to Consider

Resources on ECLKC
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https://eclkc.ohs.acf.hhs.gov/human-resources/article/head-start-staff-qualifications


Job Analysis
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Observation Interview Questionnaire Technical 
Conference Diary

Job Analysis Methods
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Job Analysis Questionnaire
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Values-based Recruitment

When values  
of the  

potential 
employee and 
the employer 

meet  
BEFORE  
the hire



Values-based Recruitment Strategies



Values-based Recruitment Strategies
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Interview Techniques



Employee Onboarding
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“Systems change starts  
with a spark of courage.”  

   —    Dan Heath, Upstream, page 109 

“In planning upstream interventions, 
we've got to look outside the lines of  
our own work. Zoom out and pan 
from side to side. Are we intervening 
at the right level of the system?”  

— Dan Heath, Upstream, page 176 



2675.430 Compensation(f): Incentives 

Other 
Stipends 

Retention 
Pay

Hazard 
Pay

Return-to-
Work Pay
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Fiscal

Sustainability
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Organizational Culture
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Re-recruit Your Workforce

Train

Coach/provide 
feedback

Mentor

Create better 
work/life balance  
(aka lower stress) 

Communicate Instill a positive culture
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Gallup’s 12 Engagement Elements
At work, my opinions seem 
to count.

My fellow employees 
are committed to doing 
quality work.

The mission or purpose 
of my company makes 
me feel my job is 
important.

There is someone at work 
who encourages my 
development.

At work, I have the 
opportunity to do what 
I do best every day.

In the last six months, 
someone at work has 
talked to me about my 
progress.

My supervisor or  
someone at work  
seems to care about  
me as a person.

I know what is expected of 
me at work.

I have a best friend 
at work.

This last year, I have  
had opportunities at  
work to learn and grow.

I have the materials 
and equipment I need 
to do my work right.

In the last seven days,  
I have received 
recognition for doing 
good work. 



Stay Tools
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Turnover and Retention Metric Cards
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Overall 
Turnover 

Rate

Retention 
Rate of 
Stars

Retention 
Rate of  

Low 
Performers

Voluntary 
Turnover

Involuntary 
Turnover

Manager’s 
Satisfaction 

with 
Retention 

Rate

Turnover 
Costs

Overall 
Retention 

Rate





Managing the Multi-generational Workforce
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Communication Loyalty

Decision-making Meetings

Dress code Policies

Feedback Respect

Fun at work Training

Knowledge transfer Work ethic

Shaw’s 12 Sticking Points



Contingency Plans
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CONFIDENCE
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“To be intentional is to act 
purposefully, with a goal in mind 
and a plan for accomplishing it.” 

                                           -                                           Ann Epstein



Contact PMFO

pmfo@ecetta.info

https://eclkc.ohs.acf.hhs.gov/ncpmfo

Call us: 888.874.5469

This training is supported by the Administration for Children and Families (ACF) of the United States (U.S.) Department of Health and Human Services 
(HHS) as part of a financial assistance award totaling $10,200,000 with 100% funded by ACF. The contents are those of the author(s) and do not 
necessarily represent the official views of, nor an endorsement by, ACF/HHS, or the U.S. Government.



Resources

• Strategy Resources to Address the Early Care and Education Workforce Shortage
• Individualized Professional Development (iPD) Portfolio 
• Steps Local Agencies Can Use to Determine Credential or Degree Equivalency 
• EarlyEdU Alliance learning modules  (0   -   5 workforce)  
• Early Educator Central (infant/toddler) 
• Head Start Coaching Companion
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https://www.acf.hhs.gov/ecd/strategy-resources-address-early-care-and-education-ece-workforce-shortage
https://eclkc.ohs.acf.hhs.gov/professional-development/individualized-professional-development-ipd-portfolio/individualized-professional-development-ipd-portfolio
https://eclkc.ohs.acf.hhs.gov/professional-development/individualized-professional-development-ipd-portfolio/individualized-professional-development-ipd-portfolio
https://eclkc.ohs.acf.hhs.gov/publication/steps-local-agencies-can-use-determine-credential-or-degree-equivalency
https://eclkc.ohs.acf.hhs.gov/professional-development/article/earlyedu-alliance-higher-education-learning-modules
https://earlyeducatorcentral.acf.hhs.gov/
https://eclkc.ohs.acf.hhs.gov/professional-development/head-start-coaching-companion/head-start-coaching-companion


Enrollment Forward Webinar Series

Clarifying Expectations for Expanding Reach in Uncertain Times
Available on - demand now 

Recruitment and Strategic Approaches to Enrollment
Available on - demand now 

Grant Recipient Strategies to Address Challenges  
Related to Enrollment

Tuesday, March 15, 2022, 1  -  3 p.m. ET  

Top FAQs from the Enrollment Forward Series
Tuesday, April 12, 2022, 1 - 2:30 p.m. ET 
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https://eclkc.ohs.acf.hhs.gov/video/enrollment-forward-clarifying-expectations-expanding-reach-uncertain-times
https://eclkc.ohs.acf.hhs.gov/video/enrollment-forward-recruitment-strategic-approaches-enrollment


Upcoming Event

ERSEA Institute 2022
April 5 - 7, 2022 

Registration now available!
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https://vshow.on24.com/vshow/oun012111_ve_01/registration/20065
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