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Positive Discipline
Summary of Program Elements

	Action
	What it is
	When it is used

	Informal Discussions

	Positive

Contact
	A Positive Contact is a discussion between a manager and an employee for the purpose of recognizing and acknowl​edging good performance. The discussion may or may not be formally docu​mented in a memo to the employee.
	A positive contact is used to recognize an employee who has performed some part of his or her job particularly well. It is also appropriate for someone who has measurably improved his or her performance, has maintained fully accept​able perfor​mance for a significant period of time, or has per​formed some part of his job, “above and beyond the call of duty.” 

	Informal

Coaching /
Casual 

Conversations
	Informal Coaching refers to the casual, brief, unrecorded, impromptu, day-in / day-out conversations between managers and employees to solve problems or improve performance on the spot. They are not formally documented; the only written record may be just a note in a supervisor’s calendar or performance diary.
	Informal coaching is typically the only performance improvement action ever required for the majority of employees. It is used to make immediate minor corrections or adjustments in an individual’s performance or behavior.

	Performance

Improvement

Discussion
	A Performance Improvement Discussion is a serious, planned-for discussion between a manager ​and an em​ployee about the need to improve performance. It is a not a formal step of disciplinary action. It is documented using the Performance Discussion Worksheet. The worksheet will be retained by the supervisor and will not be placed in or become part of the individual's formal personnel file unless problems continue. The supervisor may also confirm the discussion in a memo to the individual.
	A performance improvement discussion is appropriate any time a supervisor believes that an employee should be performing an element of the job more effectively, or needs to improve his/her atten​dance record, or is not following one of TCSG’s rules, procedures or expectations. It may or may not have been preceded by informal conversations or coaching discussions.

	Formal Disciplinary Transactions

	Reminder 1
	The Reminder 1 is the first step of the TCSG formal disci​pline proce​dure. It consists of a conversation between a supervisor and an employ​ee about a problem that must be solved. The transaction is documented by the supervis​or's completing the Discus​sion Worksheet, which is retained by the supervisor in the productivity file. It is active for 6  months.
	A Reminder 1 is appropriate when a supervisor decides that an issue of job performance, attendance or conduct re​quires formal notifica​tion to the employee of the need to change. It may or may not have been preceded by a Performance Improvement Discussion about the issue.

	Reminder 2
	The Reminder 2 is the second step of the TCSG formal discipline system. It consists of a discussion about a problem followed by the supervisor's writing a memo to the employee formally documenting the discus​sion and the need for immediate correction. It is active for 9 months.
	A Reminder 2 is appropriate when a supervisor decides that earlier Reminder 1’s have been unsuccessful in bringing about a performance improvement. A Reminder 2 is also appropriate when a situation arises which by itself is sufficiently serious to justify a second step disciplinary conversa​tion.

	Decision

Making

Leave
	The Decision Making Leave is the final step of the TCSG discipline system. It consists of a discussion with an employee about a problem followed by the employee's suspension from work on the following day. On the day of suspen​sion the individ​ual must decide either to solve the immediate problem and make a total commitment to acceptable performance, or decide to resign. To indicate TCSG’s hope that the employ​ee will decide to change and stay, the employ​ee will be paid for the Decision Making Leave day. It is active for 12 months
	The Decision Making Leave is appropriate when earlier Remind​ers 1 and/or 2 have been unsuccessful in bringing about a performance improvement. The Decision Making Leave is also appropri​ate when a situation arises which is sufficiently serious in and of itself to justify a final step disciplinary transaction, regardless of whether any earlier disciplinary steps have been taken.

	Termination

	Termination
	Termination represents the discharge of an employee from TCSG. 
	Termination is appropriate when earlier disciplinary trans​actions have failed to produce a sustained correction to a performance, attendance or conduct problem. Termination is also appropriate when an employee is involved in a disciplinary offense so serious that continued employment can not be justified.
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Performance Improvement Discussion:

Step-by-Step Procedures
Before the Meeting:

1 Complete the Discussion Worksheet pre-meeting checklist.

2 Review “The Five Classic Questions” to make sure that a Performance Improve-ment Discussion is the appropriate 
action. 

3 Review any notes from previous coaching sessions or informal discussions you have had with the employee about the problem.

4 Ask the employee to come into your office or other private area.

During the Meeting:

1 Describe the specific problem in terms of desired performance and actual performance:

· Say, “    [Name]    , I have a problem.”

· Explain the specific desired and actual performance.

· Say, “Tell me about it . . .” or similar statement.

2 Give the employee a chance to respond and explain. 
3 Listen respectfully to what he or she says to confirm that a Performance Improvement Discussion is appropriate.

4 
Remind the employee of any previous discussions you have had about the problem.

5 Tell the employee the specific change in performance you expect.

6 Gain the employee’s agreement to solve the problem. 
7 Discuss any training, workload changes, system modifications, or other support the employee may need in order to meet job requirements.
8 Tell the employee that this discussion is not a formal step of disciplinary action, but if the problem continues then formal disciplinary action will result.
9 Close the meeting by expressing your confidence that he will solve the problem and perform properly in the future.
After the Meeting:

1 Make notes about your discussion using the Discussion Worksheet post-meeting checklist.

2 Follow up to make sure that the problem has been corrected.

3 Reinforce performance improvement.
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Discussion Worksheet

Pre-Meeting Checklist
Name of Employee:  ________________________________________________________
 Date: __________________

Supervisor: _______________________________________________________________

Type of Problem:  (
Attendance 
(  Performance
      (  Conduct
Dates of any previous discussions about the problem: ______________________________________________________

______________________________________________________________________________________________________



Basic Issue / Overall Concern: ___________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________



Desired Performance: __________________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________



Actual Performance: ___________________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________



Impact: (The good business reasons why the problem must be solved) _______________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________



Consequences: (The logical consequences the individual will face if he/she fails to correct the situation) ________________________________________________________________________________________________________________

______________________________________________________________________________________________________

______________________________________________________________________________________________________



The Five Classic Questions:

· Did the employee clearly understand the rule or policy that was violated?

· Did the employee know in advance that such conduct would be subject to disciplinary action?

· Was the rule violated reasonably related to the safe, efficient and orderly operation of the business?

· Is there substantial evidence that the employee actually did violate the rule?

· Is the action planned reasonably related to the seriousness of the offense, the employee’s record with the organization, and to action taken with other employees who have committed a similar offense?


Action  (This discussion is intended to be):
( Performance Improvement Discussion
( Reminder 1
  (  Reminder 2 
     (  Decision Making Leave

Discussion Worksheet

Post-Meeting Summary
	Employee Name: _________________________________________

	Discussion Date: ______________________

	Gaining Agreement:
	Did the employee agree to solve the problem / correct the situation?
	( Yes
	( No

	Notification:
	Was the employee advised of the specific action taken (Performance Improvement Discussion, Reminder 1, Reminder 2, Decision Making Leave)?
	( Yes
	( No

	Employee Assistance Program: 
	Was the employee provided information / referral to the EAP?
	( Yes
	( No

	


	Summary of discussion: ________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	


	Employee’s solution (Action the employee will take to correct the situation): _______________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	


	Other solutions (Action to be taken by yourself or other people to help the employee solve the problem):

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	


	Employee’s reaction: (Summary of employee’s comments about the situation or the discussion):

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	______________________________________________________________________________________________________

	


	Completed by:
	______________________________________

	Follow-up date:
	______________________________________













Reminder 1:

Step-by-Step Procedures
Before the Meeting: 
1 Complete the Discussion Worksheet pre-meeting checklist.

2 Review “The Five Classic Questions” to make sure that a Reminder 1 is the appropriate action. 
3 Review your notes from any previous informal 
conversations or Performance Improvement Discussions you have had with the employee about the problem.

4 Review your findings and action plan with the appropriate individuals.
5 Arrange for a management witness to be 
present.
6 Ask the employee to come into your office or other private area.

During the Meeting:

1 Describe the specific problem in terms of desired performance and actual performance: 

· Say, “    [Name]    , I have a problem.”

· Explain the specific desired and actual performance.

· Say, “Tell me about it . . .” or similar statement.

2 Give the employee a chance to respond and explain. 
3 Listen respectfully to what he or she says to confirm that a Reminder 1 is appropriate.


4 Review any previous discussions you have had and any agreements the employee may have made to correct the situation.
5 Tell the employee the specific change you expect in his performance.

6 Gain the employee’s agreement to solve the problem.

7 Discuss any training, workload changes, system modifications, or other support the employee may need in order to meet job requirements.

8 Tell the employee that the discussion is a Reminder 1 — the first formal step of the TCSG discipline procedure.

9 Tell the employee how the discussion will be documented and provide any other administrative information.

10 Close the meeting by expressing your confidence that he will solve the problem and perform properly in the future.

After the Meeting:

1 Document the discussion by filling out the 
Discussion Worksheet post-meeting checklist.
2 Provide the employee with a copy and ask him to sign another copy to acknowledge receipt.
3 File the signed worksheet in your local file.
4 Follow up to make sure that the problem has been corrected.

5 Reinforce performance improvement.



Reminder 2:
Step-by-Step Procedures
Before the Meeting: 
1 Complete the Discussion Worksheet pre-meeting checklist.

2 Review “The Five Classic Questions” to make sure that a Performance Improvement Discussion is the appropriate action. 
3 Review your notes from the Reminder 1, Performance Improvement Discussions, or informal conversations you have had with the employee about the problem.

4 Review your findings and action plan with the appropriate individuals.
5 Arrange for a management witness to be 
present.
6 Ask the employee to come into your office or other private area.
During the Meeting:

1 Describe the specific problem in terms of desired performance and actual performance:

· Say, “    [Name]    , I have a problem.”

· Explain the specific desired and actual performance.

· Say, “Tell me about it . . .” or similar statement.

2 Give the employee a chance to respond and explain. 
3 Listen respectfully to what he or she says to confirm that a Reminder 2 is appropriate.

4 Review any previous discussions and any agreements the employee may have made to correct the situation.

5 
Tell the employee the specific change you expect in his performance.

6 Gain the employee’s agreement to solve the problem.

7 Discuss any training, workload changes, system modifications, or other support the employee may need in order to meet job requirements.

8 Tell the employee how the discussion is a 
Reminder 2 — the second formal step of the TCSG discipline procedure.

9 Tell the employee that you will write a memo to him documenting the discussion. Provide any other administrative information.

10 Close the meeting by expressing your confidence that he will solve the problem and perform properly in the future.

After the Meeting:

1 Make complete notes about your discussion on the Discussion Worksheet post-meeting checklist.

2 Write a memo to the employee formally documenting the Reminder 2 discussion. 

3 Give the employee the original of the memo and review it with him. Ask him to sign a copy to acknowledge receipt. 
4 Distribute the copies of the memo.

5 Follow up to make sure that the problem has been corrected.

6 Reinforce performance improvement.
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 SEQ CHAPTER \h \r 1Reminder 2

M O D E L    M E M O R A N D U M
TO:

[Name of Employee]     


FROM:
[Name of Supervisor]
CC:

[Department Manager]
[Human Resources Manager]
DATE:

[Date]
SUBJECT:
Reminder 2

--------------------------------------------------------------------------------

This memo is to confirm our discussion on [date] about [describe performance problem].

This problem was previously discussed with you informally on [date/s of previous casual conversations or Performance Improvement Discussions].  You received a Reminder 1, the first step of our formal discipline procedure, on [date].  [At that time or Each time] we discussed what was expected of you and you agreed to correct the problem.  Since then, [describe continuing problem].

This [continued poor performance or problem or violation] has a major effect on [safety / our college / our students / your fellow workers].  I expect you to make the following change in your performance without delay: [describe desired performance].  In addition, I expect you to follow all of our rules and procedures and perform every aspect of your job in a fully acceptable manner.

During our discussion today, you said  [restate  the  employee's  agreement  to correct  the problem  together  with  any  other  important  comments  and  your  response. Include the actual words spoken by the individual, particularly if they are inappropriate].

I'm counting on you to solve this problem and perform effectively in every area of your job since any further problems requiring disciplinary action will result in your being placed on a Decision Making Leave, the final step of our discipline system.

                              [Supervisor’s signature]                            

[ Type supervisor’s name here ]    
Employee’s acknowledgment of receipt:

_______________________________
       


Decision Making Leave 

Step-by-Step Procedures
(Part I)

Before the Meeting: 
1 Complete the Discussion Worksheet pre-meeting checklist.

2 Review “The Five Classic Questions” to make sure that a Performance Improvement Discussion is the appropriate action. 
3 Review your notes from the Reminders 1 and 2, Performance Improvement Discussions, and any informal conversations you have had with the employee about the problem.
4 Determine how you will cover the employee's work while he is away on the Decision Making Leave.

5 Review your plan to place the employee on a Decision Making Leave with the appropriate 
individuals.

6 Arrange to have a management witness present.

7 Ask the employee to come into your office or other private area.
During the Meeting:
1 Describe the specific problem in terms of desired performance and actual performance: 

· Say, “    [Name]    , I have a problem.”

· Explain the specific desired and actual performance.

· Say, “Tell me about it . . .” or similar statement.

2 Give the employee a chance to respond and 
explain. 

3 Listen to what he or she has to say to confirm that a DML is appropriate.


4 Review your previous conversations and the employ​ee's failure to live up to the agreement.

5 Tell the employee that he must now make a 
decision about whether he is able and willing to solve the problem and perform acceptably in the future.

6 Tell the employee that he is being placed on a Decision Making Leave. Explain that the Decision Making Leave is a disciplinary suspension — the final step of the TCSG discipline procedure.

7 Tell the employee that he is to spend the following day at home making a final decision. He must decide either:

· to correct the immediate problem and make a commitment to fully acceptable performance in every area of his job, 

or
· to quit and find more satisfying work elsewhere.

8 Tell the employee that you hope that he does decide to continue working, but that another problem requiring formal disciplinary action will result in his termination.

9 Tell the employee that he will receive full pay for the day he is on Decision Making Leave.

10 Tell the employee to report to you at the beginning of the day following the leave to inform you of his decision.

11 Have the employee confirm that he knows 
exactly what is expected.

12 Tell the employee that he is now to leave. 
Consider escorting the individual off the 
premises.



Decision Making Leave 

Step-by-Step Procedures
(Part II)

Immediately After the Meeting: 
1 Make some informal notes about what you said and what the employee said during the discussion on the Discussion Worksheet — Post Meeting Summary.

2 Make sure that the employee’s work is covered during the leave period.
3 Make sure that the employee does not show up for work on the Decision Making Leave day. 

When the Employee Returns: 
1 Meet with the employee in your office or some other private area. 

2 Ask the employee what decision he has made:
· If the employee has decided to correct the problem and remain with TCSG: 

· Express your confidence in his ability to perform properly.

· Advise the employee that another problem requiring formal disciplinary action will result in his termination.

· Advise the employee that you will write a memo to him documenting the discussion.

· If the employee announces that he has decided to quit, process the termination as you would a normal resignation.
· If the employee refuses to agree solve the problem and also refuses to quit, tell the 
employee to return to work with the under-standing that any further problems will result in his immediate termination.

3 Write a memo to the employee documenting the discussion. Include the employee’s decision to solve the problem and maintain fully acceptable performance (or refusal to do so), and the fact that another problem requiring disciplinary action will result in his termination.

4 Give the employee the original of the memo and review it with him.

5 Ask the employee to sign a copy of the memo to confirm receipt.

6 Distribute the copies of the memo.
7 Follow-up to make sure that the problem has been corrected.

8 Reinforce performance improvement.

 SEQ CHAPTER \h \r 1Decision Making Leave

M O D E L    M E M O R A N D U M
TO:

[Name of Employee]     


FROM:

[Name of Supervisor]
CC:

[Department Manager]
[Human Resources Manager]
DATE:

[Date]
SUBJECT:
Decision Making Leave

--------------------------------------------------------------------------------

This memo is to confirm our discussion on [date] about [describe performance problem/s].

[This problem was or These problems were] previously discussed with you informally on [date/s of previous informal discussions]. You received a Reminder 1, the first step of our formal discipline procedure, on [date]. You received a Reminder 2, the second step of our discipline procedure, on [date]. Each time] we discussed what was expected of you and you agreed to correct the problem. Since then, [describe continuing problem].

Because this [continued poor performance or problem or violation] has a major effect on [safety / our college / our students / your fellow workers], I placed you [directly] on Decision Making Leave on [date].

During our discussion I advised you that the Decision Making Leave was a disciplinary suspension from work and the final step of our discipline procedure. I also told you that while you would be paid for the day you were on Decision Making Leave, you were required to use that day to make a final decision — either to solve the immediate problem and commit to maintaining fully acceptable performance in every area of your job, or to resign and find more suitable employment elsewhere.

When you returned from the Decision Making Leave suspension, you told me that you had decided that you wanted to continue your employment with us. You agreed that you would solve the immediate problem and maintain fully acceptable performance in every area of your job.

[When you returned from the Decision Making Leave suspension, you told me that you refused to agree to solve the problem and perform in a fully acceptable manner, and you also told me that you refused to quit and find more appropriate employment somewhere else.]
As I advised you during our meeting, you must immediately correct this situation. In addition, you must maintain fully acceptable performance in every area of your job, whether related to this issue or not, since any further problems that require disciplinary action will result in your termination.


                 [Supervisor’s signature]             

[ Type supervisor’s name here ]        
Employee’s acknowledgment of receipt:

_______________________________




Discussion Worksheet

Pre-Meeting Checklist
Name of Employee:     Mary Monroe                                              
 Date: August 1, [year]     

Supervisor:        Randy White 

Type of Problem:
(  Attendance   
(  Performance  
(  Conduct
Dates of any previous discussions about the problem:    I mentioned my concern to Mary informally about a month ago.                                                                _




Basic Issue / Overall Concern         Tardiness
__________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________


Desired Performance: Be at work, fully prepared, every morning at 8:30 a.m.____________
__________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________


Actual Performance:    Mary was about twenty minutes late this morning. She had also been 15-25 minutes late on May  6 and June 11, and a couple  times in  July.          
                                                                                                                

Impact: (The good business reasons why the problem must be solved) ___Phones don’t get answered.  Other employees wonder why she doesn’t have to show up on time when they do.  I get distracted — don’t know if she’s running late or not coming at all.


Consequences: (The logical consequences the individual will face if he/she fails to correct the situation  Lose respect of co-workers.  Bad morale in office.  Move into formal discipline system.  I won’t let her serve on annual picnic committee.


The Five Classic Questions:

· Did the employee clearly understand the rule or policy that was violated?

· Did the employee know in advance that such conduct would be subject to disciplinary action?

· Was the rule violated reasonably related to the safe, efficient and orderly operation of the business?

· Is there substantial evidence that the employee actually did violate the rule?

· Is the action planned reasonably related to the seriousness of the offense, the employee’s record with the organization, and to action taken with other employees who have committed a similar offense?


Action  (This discussion is intended to be):

( Performance Improvement Discussion
( Reminder 1
  (  Reminder 2 
     (  Decision Making Leave



Discussion Worksheet

Post-Meeting Summary
	Employee Name:     Mary Monroe________________________________                                       

	Discussion Date:       August 2, [year]       .              

	Gaining Agreement:
	Did the employee agree to solve the problem / correct the situation?
	( Yes
	( No

	Notification:
	Was the employee advised of the specific action taken (Performance Improvement Discussion or formal disciplinary action)?
	( Yes
	( No

	Employee Assistance Program: 
	Was the employee provided information / referral to the EAP?
	( Yes
	( No

	


	Summary of discussion:_____Mary said the same thing she had said when I talked to her before —  her car is not reliable and sometimes her mother arrives late to take care of her children .                                                                                    . 

	


	Employee’s solution (Action the employee will take to correct the situation):  Mary said that she would  take  her car in for a tune-up as soon as she got her next paycheck. I told her that whatever the problem was, whether it involved her car or baby-sitting or anything else, she was responsible for making the arrangements so she could be here every day on time.                                                                                        .

	


	Other solutions (Action to be taken by yourself or other people to help the employee solve the problem):  I told Mary that I would write her a memo summarizing our conversation.  I also told her that if we  had to talk about this again, it would be a formal disciplinary transaction. She said she would solve the problem .                                          .

	


	Employee’s reaction: (Summary of employee’s comments about the situation or the discussion):  Mary said that she didn’t think it was fair for us to expect her to be here when she had a good excuse. I told her that regardless of the excuse, she had to maintain an acceptable attendance record

	


	Completed by:
	____Randy White__________________________________

	Follow-up date:
	______August 22, [year]________________________________





Discussion Worksheet

Pre-Meeting Checklist
Name of Employee:     Bill  Morgenson                                             
 Date: April  1, [year]     

Supervisor:        Randy White 

Type of Problem:   (
Attendance 
(   Performance   (   Conduct
Dates of any previous discussions about the problem:    None                                              _



Basic Issue / Overall Concern         Smoking outside the official smoking area
__________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________


Desired Performance: Only smoke in the company’s designated smoking area________________________________________________________________________________
__________________________________________________________________________________________________________________


Actual Performance:    Bill was smoking outside the main entrance to the building. Although he was outside the building, he was not in one of the designated smoking areas.                                                                                                          _                                                      


Impact: (The good business reasons why the problem must be solved) ___Bad impression on visitors  Makes a mess  . Sends a message to other employees that we’re not really concerned with the rules.                                                                                                       _  


Consequences: (The logical consequences the individual will face if he/she fails to correct the situation  Restriction of smoking beaks.  Closer supervision . Lose respect of co-workers.  Bad morale in office.  Move into formal discipline system.  .


The Five Classic Questions:

· Did the employee clearly understand the rule or policy that was violated?

· Did the employee know in advance that such conduct would be subject to disciplinary action?

· Was the rule violated reasonably related to the safe, efficient and orderly operation of the business?

· Is there substantial evidence that the employee actually did violate the rule?

· Is the action planned reasonably related to the seriousness of the offense, the employee’s record with the organization, and to action taken with other employees who have committed a similar offense?


Action  (This discussion is intended to be):
( Performance Improvement Discussion

( Reminder 1
  (  Reminder 2 
     (  Decision Making Leave

Discussion Worksheet

Post-Meeting Summary
	Employee Name:     Bill Morgenson ________________________________                                       

	Discussion Date:       April  2       .              

	Gaining Agreement:
	Did the employee agree to solve the problem / correct the situation? ?
	( Yes
	( No  

	Notification:
	Was the employee advised of the specific action taken (Performance Improvement Discussion or formal disciplinary action)?
	( Yes
	( No

	Employee Assistance Program: 
	Was the employee provided information / referral to the EAP?
	( Yes
	( No

	


	Summary of discussion: _____Bill was upset and angry about being talked to about smoking. He said that as long as he was outside the building it should be OK to smoke anywhere.  I explained our policy again and the reason for it.            .                                                                                    

	


	Employee’s solution (Action the employee will take to correct the situation):  When I asked Bill to agree that he would never smoke anywhere except the official smoking area, he just said, “Yeah, whatever . . .” but didn’t actually say that he would follow the policy.                                                                                                                 .

	


	Other solutions (Action to be taken by yourself or other people to help the employee solve the problem):  I will check on Bill during smoke breaks to see if he is  in the designated smoking areas.    

    ____________________________________________________________________________________________                                                   

	


	Employee’s reaction: (Summary of employee’s comments about the situation or the discussion):  Bill was hostile and gave no indication that he would follow the company’s policy.                . 

____________________________________________________________________________________________

	


	Completed by:
	____Randy White__________________________________

	Follow-up date:
	______For the next few days at smoke break times_________





Discussion Worksheet

Pre-Meeting Checklist
Name of Employee:     Margie  Johnson                                 
 Date:   November 1, [year]     

Supervisor:        Randy White 

Type of Problem:
(   Attendance    (   Performance    (  Conduct
Dates of any previous discussions about the problem:    10/23 - Reminder 1 (and serious  talk later that day) , 10/16 – Performance  Improvement  Discussions , casual coaching  sessions  twice  in  September.   






                                                              



Basic Issue / Overall Concern         Doing personal business on company time
__________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________


Desired Performance:  Work  only  on  assigned  duties  while  at  work .  Advise  me  as  soon  as  assigned  projects  have  been  completed .  If  I  am  unavailable, provide  assistance  to  co-workers  on  any of their  projects.                                       


Actual Performance:    Today Margie was in the lunch room when she should have been working.  On two occasions  last week  she had  been  doing personal business and was late  back from lunch.  On 10/16 she was doing income tax and  earlier had been writing letters and making  personal phone calls .


Impact: (The good business reasons why the problem must be solved) ___Bad impression on visitors .  Other employees  may complain of unfair treatment.  Wastes my time — I’m always checking up on her.  My boss is annoyed.   The Miller project got done late. _  


Consequences: (The logical consequences the individual will face if he/she fails to correct the situation   Closer supervision . Lose respect of co-workers.  Bad morale in office.  DML and then discharge unless there is an immediate  and permanent correction .  


The Five Classic Questions:

· Did the employee clearly understand the rule or policy that was violated?

· Did the employee know in advance that such conduct would be subject to disciplinary action?

· Was the rule violated reasonably related to the safe, efficient and orderly operation of the business?

· Is there substantial evidence that the employee actually did violate the rule?

· Is the action planned reasonably related to the seriousness of the offense, the employee’s record with the organization, and to action taken with other employees who have committed a similar offense?


Action  (This discussion is intended to be):
( Performance Improvement Discussion
( Reminder 1
  (  Reminder 2 
     (  Decision Making Leave


Discussion Worksheet

Post-Meeting Summary
	Employee Name:     Margie Johnson ________________________________                                       

	Discussion Date:       November  2       .              

	Gaining Agreement:
	Did the employee agree to solve the problem / correct the situation? 
	( Yes
	( No  

	Notification:
	Was the employee advised of the specific action taken (Performance Improvement Discussion or formal disciplinary action)?
	( Yes
	( No

	Employee Assistance Program: 
	Was the employee provided information / referral to the EAP?
	( Yes
	( No

	


	Summary of discussion: _____Once again, Margie said that she was truly sorry and said that it would never happen again. I told her that she  must immediately correct the problem completely or she would be placed an a DML.                  .                                                                                    

	


	Employee’s solution (Action the employee will take to correct the situation):     Margie said that she  knew she was wrong and wouldn’t do any kind of personal business again and would always stick strictly to the break and lunch period  policy.  She said she knew she  was causing a problem for me and  the other people in the office.                                                                                                                  

	


	Other solutions (Action to be taken by yourself or other people to help the employee solve the problem):  I will check on Margie regularly and move to a DML if there  are any more  problems with her doing personal business when she should be working.    

	


	Employee’s reaction: (Summary of employee’s comments about the situation or the discussion):  Margie said that I would never have to talk with her again about this. I told her that if we did have to talk, she would be placed on a Decision Making Leave.                . 

	


	Completed by:
	____Randy White__________________________________

	Follow-up date:
	____For the next few days at break times, full review on  12/1______




THE MARGIE JOHNSON STORY

Different supervisors, facing the same situation, may react in different ways.

I am going to read a case study about an employee with a problem of doing personal business when she should be working. After each incident in the case I will say, “ACTION.”

Each time we get to the “ACTION” point, write a short summary of the action you would take at this point. Actions can include anything from holding a casual conversation, issuing a written warning, doing nothing at all, recommending that Margie Johnson be terminated, placing her on probation — obviously there are many possible actions. If at some point you should decide to recommend termination, just write down the word “terminate” and don't go any further … the problem has now been “solved”).



THE STORY

1. Margie Johnson is an accounting clerk who started with your company seven months ago. She's one of eight people in the clerical division, all of whom work for you. She is an average performer.

One day as you walked by her desk you noticed that she was writing a personal letter. You said, … “Margie, is that a personal letter you're writing?” Margie replied, “Yes, it is. I started it on my lunch hour and wanted to get it finished before the mail goes out this afternoon.”


Action:

2. Later that week you were walking through the clerical area and heard Margie on the phone laughing. Without intending to snoop you realized the call had nothing to do with her work. When she had finished the call you had asked what the call had been about. “Oh, I'm sorry,” Margie replied. “I meant to make that phone call on my break but the phones were tied up and I didn't get a chance to.”


Action:

3. A few days later you noticed that Margie was reading a book at her desk. When you stopped by her desk she explained that she had enrolled in an accounting course and was spending a few minutes doing her homework. She said that she didn't think it would be a problem since her work was completed. She went on to explain that since so many other people seemed to do work for outside college courses during their work day, she thought that it was OK for her to do the same. 


Action:


4. About three weeks went by and the problem of doing personal business arose again. This time Margie was filling out her income tax form. When you asked her what she was doing she explained that she needed to use the calculator at work since she didn't have one at home and she thought it would be okay since all of her work was caught up.


Action:

5. The following week you noticed that Margie had returned from lunch about 20 minutes late. When you asked her why she was late getting back she explained that she had been running an errand during her lunch hour but because the traffic was very heavy it took a lot longer than she had expected to get back to work.


Action:

6. Later that same day, about ten minutes before her shift ended, you noticed Margie reading a magazine. She explained that she had finished her day's work and since the next thing she had to do would involve a couple hours of concentrated effort she had set all the materials aside so she could immediately begin on it the next morning. She said she had no work that she could be doing during the final ten minutes of her shift.


Action:

7. The following week you noticed that Margie and one of the other file clerks were away from their desks. You walked into the lunchroom and found the two of them looking at the wedding album that the other clerk who was recently married had brought into the office that day to show her co-workers. They explained that they hadn't realized they were overstaying lunch.


Action:


Positive Discipline 

Core Principles

The great majority of people want to do a good job, make a significant contribution to their company, and be successful on the job.

Organizations have legitimate and enforce​able rights: the right to expect employees to attend regularly and to show up on time; to put in a full day’s work; to be mentally and physically prepared; to adapt to change; to get along well with customers, supervisors and fellow employees; to respond positively to direction; to learn the job at hand and the jobs to come; to know and to follow the rules and procedures; and to meet the ethical standards of the organization. 

Behavior is a function of its consequences. Managers therefore are responsible for arranging positive consequences for those who choose to perform well and meet the organization’s expectations, and for arranging adverse consequences for those who choose not to do so.

The fundamental purpose of a discipline system is not to punish misbehavior and enforce compliance. The fundamental purpose is to build individual responsibility and re-inspire commitment.

Before managers can hold employees respon​sible for doing a good job, they must hold themselves responsible for creating the con​ditions that allow people to do a good job.

Confronting performance deficiencies is one of the most difficult and distasteful parts of the supervisory job. Organizations fail their supervisors when they do not give them the tools they need to do this tough job competently and confidently.



Supervisors hesitate to confront performance deficiencies for three primary reasons:

· The organization has not given them the skills they need to confront performance problems successfully.

· The organization has not given them the answers to all of the questions the employee is likely to ask.

· They doubt that they will be supported by HR and senior management if the employee challenges the action they have taken.

The critical step in correcting an employee performance problem is to define ( clearly, accurately and unarguably ( the gap that exists between Desired performance and Actual performance.

The responsibility for defining the gap rests with the manager. The responsibility for closing the gap rests with the individual.

The primary objective of a performance improvement / disciplinary conversation is to gain the employee’s agreement to change behavior, close the gap, and return to fully acceptable performance.

We confront and correct performance deficiencies not only to achieve organization objectives but also because we owe it to the great majority of our good employees who are forced to shoulder the burden created by their non-contributing colleagues.


We can punish people into compliance.

We cannot punish people into commitment.

Dick Grote 
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System Comparison


Traditional


“Progressive Discipline”�
�
Positive �Discipline�
�
Informal Transactions�
�
Informal Transactions�
�
Coaching and Counseling�
�
Positive Contacts


Performance


Improvement Discussions�
�
�
�
�
�
Formal Disciplinary


Transactions�
�
Formal Disciplinary


Transactions�
�
Step 1�
Verbal Reprimand�
�
First�
Reminder 1�
�
Step 2�
Written Warning�
�
Second�
Reminder 2�
�
Step 3�
Unpaid suspension/ �Final warning/


Probation/


PIP�
�
Final�
Decision Making Leave�
�
�
�
�
�
�
Step 4�
Termination�
�
Termination�
�
�
�
�
Termination�
�






�








Positive Contact — 


Step-by-step Procedures








State WHAT.


(Describe what it was the person did.)


Tell WHY.


(Explain why what they did was a good thing.)


Say “THANKS”.


(Say, “Thank you for doing that.”)





Example: 


“Pat, when Mrs. Edwards was about to leave our office, she said that she was concerned because she was had a 12:30 reservation at Maggiano’s restaurant and was running late. You offered to look up the number and call them to let them know that she was on her way and would be a few minutes late getting there. (WHAT)


“When you did that, you showed her that we’re more than just a dental service provider. She saw that we’re really concerned with being helpful to our patients. (WHY)


“Thanks. I really appreciate that.” (THANKS)
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I have explained our policy several times to Margie.
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I have explained our policy several times to Margie.
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How to Gain Agreement








“ [Name] , may I have your agreement �to ______________?”


After the employee has agreed, say:





“I don’t think we’ll ever need to talk �about this again, will we?”


After the employee has agreed, say:





“Do we have a deal?”


Shake hands and get back to work.





Copyright  © Grote Consulting Corporation 1990 - 2007








Copyright ( Grote Consulting Corporation 1990 - 2007

















Copyright ( Grote Consulting Corporation 1990 - 2007





�








Problem Identification Worksheet








In the spaces below, identify a couple of performance issues or “people problems” that supervisors at TCSG have to discuss with staff members:








____________________________________________________________________________________________________


____________________________________________________________________________________________________


____________________________________________________________________________________________________


____________________________________________________________________________________________________


____________________________________________________________________________________________________
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Goals for a Discipline System














Solve the problem


Enhance the relationship


Build personal responsibility


Generate compelling defensibility











�
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Positive


Discipline
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Traditional “Progressive Discipline”


(The old way)








Informal Transactions


�
�



Coaching and Counseling


�
�



Formal Disciplinary Transactions


�
�
  Step 1�
Oral Warning�
�
  Step 2�
Written Warning�
�
  Step 3�
Suspension without pay/


Final warning/


Probation/�PIP  �
�
  Step 4	�
Termination/Discharge�
�
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Termination








Informal Discussions





Formal Disciplinary Transactions





�





Positive Discipline











�
�
Positive Contacts


Performance


Improvement Discussions�
�






�
�
     First 	Reminder 1�
�
     Second 	Reminder 2�
�
     Final 	Decision Making Leave�
�



�
�
Termination�
�
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System Issues�
Skill Issues�
�
(Policies and


Procedures)


�
(Good Management �Practices)


�
�
Specific steps 


Supervisory �authority


Approvals


HR / Line responsibilities


Documentation


Active period


Deactivation


Number allowed


Appeal rights�
Preparing for the discussion


How to identify �the exact gap


How to open the discussion


How to gain �commitment


How to close the discussion


Follow-up and �recognition


Building respect and responsibility�
�
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How to Open the Discussion





“ [Name] , I have a problem.”


Describe the specific desired �and actual performance.


“Tell me about it . . . ”
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Why is


Gaining Agreement Critical?











An individual who agrees to change �is more likely to change


Should the problem continue, the next discussion will concentrate on:


The continuing problem


and


The employee’s failure to �live up to the agreement
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What is a


Decision Making Leave? 








A Decision Making Leave is a one-day disciplinary suspension with pay. It is the final step of the Positive Discipline procedure.


On “decision day” the employee must decide:





Either:


Solve the immediate problem


and


Commit to maintaining fully acceptable performance in every area of the job.


Or


Quit, and find more satisfying work�elsewhere.
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Why Suspend ?








Allows a “cooling-off” period.


Communicates the seriousness of the issue.


Demonstrates management’s resolve.


Provides time to think.


Previews unemployment.


Sends a message to others.


Accepted by third parties as “sufficient notice.”
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Why Pay ?








Changes supervisor’s role from adversary �to coach.


Demonstrates organization’s good faith.


Consistent with organizational values.


Eliminates money as an issue.


Doesn’t harm employee’s family.


Reduces anger, hostility and risk of �workplace violence.


Makes you look good to a jury.
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Decision Making Leave 


Concerns and Misconceptions





It rewards misbehavior.


Employees won’t take it seriously — �people will take advantage of it in order �to get a “free day off.”


It's too gentle / soft / tolerant / permissive.


It increases costs.


It won't be upheld by third parties.


Good employees will resent it.


Supervisors won't be satisfied unless �they get their “pound of flesh.”
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Program Objectives








The objectives of the Positive Discipline training program are to equip all TCSG supervisors and managers to:


Build genuine commitment to the organization and its values among all employees.


Conduct effective “Positive Contact” discussions and use recognition to encourage excellent performance.


Describe the difference between desired performance and actual performance in a specific and objective manner, without using labels, generalities, judgments, or concerns about “attitude.”


Explain the good business reasons why a performance problem must be solved and the logical consequences that will follow if the situation is not corrected.


Conduct effective discussions with employees about the need for performance improvement that result in the employee's agreement to change.


Be able to conduct a disciplinary discussion at each level of the procedure (Reminder 1, Reminder 2, Decision Making Leave) properly and confidently.


Document all discussions about performance, both informal �conversations and formal disciplinary transactions quickly, �confidently and accurately.


Understand all procedural issues involved in the program, including approval levels, active periods, documentation requirements, deactivation requirements, seriousness levels, transition issues, etc.


Be able to answer common questions from employees about the system and explain why the organization has decided to invest in this program.


Understand, accept and enthusiastically support the non-punitive, personal responsibility philosophy of the program.
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What’s Wrong With �the Old Way?





System reflects 1930’s “labor vs. management” adversarial assumptions.


Employs a criminal-justice mentality,�not a problem-solving approach.


Disciplinary action is seen as appropriate �only for blue-collar / operations jobs.


Focuses on the past, not on the future.


Ignores good performers.


Conflicts with organizational values.


Insufficiently demanding. 


Goal is compliance, not commitment.
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Participant’s Workbook
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