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Use of Unplanned Leave

The primary issue that surfaces is not the use of annual leave or FMLA, but the impact of excessive use of unplanned leave.  This is any leave that was not planned in advance of using the leave.

Occasional use of unplanned leave is expected and often unavoidable.  Excessive use is a problem that can and should be corrected.   

Addressing Unplanned Leave

	Worker’s Situation:
	Supervisor will: 

	Does the worker have a health  condition that is causing ongoing absences from work?
	Look at FMLA

Online Employee Guide to FMLA:

· FMLA Guide
Online FMLA Fact Sheet:

· FMLA Fact Sheet
Also consider Reasonable Accommodation (see below)

	Is the worker needed to care for an immediate family member that has a serious health condition?
	

	Is the worker needing a Reasonable Accommodation to perform essential functions of their job?
	Look at Reasonable Accommodation Process

Online Guide to Reasonable Accommodation Process:

· Reasonable Accommodation Guide 



	The non-FMLA, non-RA leave appears to be excessive* use of unplanned leave. 
	Meet with staff to develop a plan and remedy the excessive use.  

	The worker continues to demonstrate a pattern of excessive use of unplanned leave during the remedy period. 
	Proceed with Just Cause and appropriate disciplinary action.  


* What is Excessive? 

When unplanned leave causes a burden or undue hardship on fellow employees or a reduction in productivity. 

Unplanned Leave = Leave taken without advanced notice.  

The following is not normally considered unplanned leave: 

· FMLA and Reasonable Accommodation leave 

· Annual leave planned and approved in advance

· When the worker notifies their supervisor of medical appointments or procedures as soon as they are scheduled. 

Resources for Managers

The CSO Managers should consult early in the process with Human Resources, Reasonable Accommodation and Labor Relations staff.  They can assist in designing the appropriate course of action in each individual situation.  

Employee Assistance Program (EAP)

Staff should always be made aware of assistance through EAP.  

Web link: http://hr.dop.wa.gov/eap.html 

Seven Tests of Just Cause

( Forewarning 

Did the employee know or should the employee have known the behavior could result in disciplinary action?  In many circumstances, actual communication of rules and possible penalties must be communicated in advance.

( Reasonable, Related Rules

Is the rule or order reasonable, safe, and related to operational needs of the Department? 

( Thorough Investigation

Has a thorough investigation of the facts and circumstances been conducted, to include the employee's explanation and/or evidence, prior to administering discipline? 
( Fair Investigation

Was the investigation conducted fairly and objectively?  Was it conducted even-handedly and without discrimination or pre-determination?
( Substantial Evidence

Is there substantial proof for management’s case?

( Consistent

Have the rules, orders, and penalties been consistently applied to this and other employees in the past? 
( Punishment 

Was the discipline related to the seriousness of the offense, to the employee's record, and to the employee's level of responsibility within the Department?

DATE

TO:


Employee

FROM:

Supervisor

SUBJECT:
Unscheduled/Unplanned Absences and Poor Performance

We met on October 11, 2005 to discuss your continued unscheduled and unplanned absences and the impact this has on your performance.   Despite the expectations that you received on June 24, 2005, you have continued to be absent from work without prior approval.

1.
Scope of Problem
a.  Illustrate the nature and extent of the problem

· During the past 2 months you were present at work (number of days) out of (number of days) 

· During the past two months you have been absent from work without prior approval 6 days
· This constitutes 15% of your work time and far exceeds the leave that you earned for this period
· During the last month you have arrived at work late on 10 occasions
· During the last two months you have been charged with leave without pay on (5) occasions totaling (20) hours

( May include tardiness or abuse of breaks if they are part of the problem)
b.  Effect on performance

· As a result of your unplanned leave, your (lead worker) (supervisor) has had frequent contacts with your customers attempting to resolve problems related to their grant or benefits.  This contact exceeds the support needed by any other staff in this office.
· Each time you have an unplanned absence other staff are required to do the work assigned to you.  This is in addition to their assigned work.  The result is reduced service to clients assigned to you and those assigned to the staff who are required to assume your work load.
( Customer service problems are the most effective areas to include.)
2.
Background
a.
You have exhausted all of your earned leave, both sick and vacation
b.
FMLA

· Your absences do not qualify for FMLA
· The hours you have worked in the last 12 months do not qualify you for FMLA
· You have exhausted your FMLA entitlement for this year

c. Reasonable Accommodation

· I notified you on (date) that you may request Reasonable Accommodation by calling DRAU at (phone #) but you have not done so. (att.)

· On (date) I provided you with a copy of DSHS Administrative Policy 18.26, Reasonable Accommodation.  I have received information that you may have a condition that necessitates Reasonable Accommodation.  I have requested a meeting with the Disability and Reasonable Accommodation Unit to provide information to you about the process.

· Although you have been provided information regarding the Reasonable Accommodation Process and a meeting has been set up to engage in this process, on (date) you declined to participate in the process.

· At your request DRAU reviewed your medical condition and on (date) determined that your condition does not qualify you for an accommodation. (att.)
3.
Directives:  Your unplanned absences continue to be excessive and 
unacceptable, and impact your ability to perform your job duties.  I am 
directing you to comply with the following:
a.
Work Schedule
Your work schedule is Monday through Friday 8:00 a.m. to 5:00 p.m.  You are directed to be at work as scheduled or to be on authorized leave.  Excessive absenteeism will not be tolerated and has a negative impact on your customers, co-workers and your ability to perform you job
b.
Reporting your Absences
You are required to call me personally (do not leave voice-mail messages before 8 a.m.) at (360) 555-2222 by 8:15 a.m. on any occasion when you are unable to report to work at your scheduled starting time of 8:00 a.m.   In my absence, you will speak directly to, Office Support Supervisor, at (360) 475-.   If she is not readily available, you will need to speak with, Administrative Secretary, at (360) 555-.   In any case, you will leave a message concerning why you are unable to report to work and a telephone number where you can be reached.
c.
Planned Leave 

· Any leave taken for other than unanticipated sick leave must have prior approval.  Planned leave (which includes annual, sick, LWOP and administrative leave) must be requested a minimum of 3 working days in advance unless I find extenuating circumstances that would warrant approval with less notice.

· You are directed to be at work as scheduled or to be on authorized leave.

· No unplanned leave will be authorized.

· All leave will be planned in advance consistent with the CBA and office procedures.

· No leave without pay will be authorized. 

( Include similar language for tardiness or break abuse.)
d.
Reporting to work after absence or tardiness
· When you arrive at work after an unplanned absence or tardiness, you must immediately check in with me in my office.  If I am unavailable, you will check in with, Office Support Supervisor, in her office.  If she is unavailable, you will call, Administrative Secretary.  If illness requires that you leave work early, you are directed to submit a leave slip to me prior to leaving the office.
· You are required to submit a leave slip to your supervisor immediately upon your return to the office after any unplanned, unanticipated absence.
Please be warned that failure to comply with department policy, procedures, Master Agreement and any supervisory directives and expectations may result in disciplinary action, up to and including dismissal.

I have attached for your review, information regarding Reasonable Accommodation and the Family and Medical Leave Act.

If you feel that personal problems are affecting your ability to do your job, I encourage you to contact the Employee Assistance Program.  Their services are free to state employees and may be reached in Olympia at (360) 753-3260.

If you have any questions regarding this letter or my expectations, please feel free to discuss them with me.

Your signature acknowledges receipt of these directives and expectations.

________________________________________


__________________

Supervisor







Date

________________________________________


__________________

Employee







Date

Attachments:
Administrative Policy 18.26 – Reasonable Accommodation



Your Rights Under FMLA

C:
Regional Administrator


Area Administrator


HRC


HRM


Supervisor File
Attendance Scenario Analysis
Read and conduct an analysis of your assigned scenario.  Summarize your approach to this case by deciding what language to use in your directive memo.  Follow the outline below.

· Reiterate the dates on which you gave expectations and the last time you met to discuss this problem.

· Develop a statement that effectively illustrates the nature and extent of the problem.

· Articulate the effect on performance.

· Summarize background information.

· Status of earned leave, both vacation and sick leave.

· FMLA eligibility.

· Reasonable Accommodation.

· Develop the list of directives that you will use

· Decide what action you will take if the directives are not followed.

· Pay or approve leave- s/l  a/l

· Determine that leave is unauthorized.

· Take action. Oral or Written Reprimand  

· What is the next step if problems continue?
Just Cause

Just Cause and the Disciplinary Process

Supervisors in the Department of Social and Health Services are responsible to manage employees in a collective bargaining environment.  The purpose of this chapter is to provide information and resources for supervisors to effectively manage utilizing Just Cause with all employee interactions.

First, a little history…..
Just cause is a principle that applies to correcting and disciplining employees in today’s workforce.  Prior to the United States colonizing and becoming a country, the Statute of Laborers was amended in England in 1562.  This was a statute that prevented employers from discharging employees without a reasonable cause.  American jurisdictions followed this rule until replaced by the “at-will” doctrine in 1877.

The Unions resurfaced just cause in the 1930s in response to concerns about their members’ job security.  Just Cause provisions were often negotiated into collective bargaining agreements.  Over the next three decades just cause was applied as a concept often defined by the arbiter.

In 1964, Arbitrator Carroll Daugherty attempted to capture the existing common law definition of just cause into seven independent questions.  Since that time, seven tests have been used as a guide for analyzing whether or not due process was used in disciplining employees.

While critics complain that that these seven tests are too mechanistic, in reality they assist an employer with analyzing the employment action in a manner similar to the scrutiny that will be applied by an arbiter.  
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Seven Tests of Just Cause

( Forewarning 

Did the employee know or should the employee have known the behavior could result in disciplinary action?  In many circumstances, actual communication of rules and possible penalties must be communicated in advance.

( Reasonable, Related Rules

Is the rule or order reasonable, safe, and related to operational needs of the Department? 

( Thorough Investigation

Has a thorough investigation of the facts and circumstances been conducted, to include the employee's explanation and/or evidence, prior to administering discipline? 
( Fair Investigation

Was the investigation conducted fairly and objectively?  Was it conducted even-handedly and without discrimination or pre-determination?
( Substantial Evidence

Is there substantial proof for management’s case?

( Consistent

Have the rules, orders, and penalties been consistently applied to this and other employees in the past? 
( Punishment 

Was the discipline related to the seriousness of the offense, to the employee's record, and to the employee's level of responsibility within the Department?

Just Cause Fundamentals
Requirements

Rulings on Just Cause reveal a determination requiring two separate considerations:

1. Whether the employee is guilty of misconduct. 

2. Whether the discipline imposed is a reasonable penalty under the facts of the case.

Note:    The Burden of Proof on Both Issues Rests with the Employer.

Just Cause Fundamentals

Arbiters generally agree Just Cause discipline can only exist when an employee fails to meet a fundamental obligation in the employment relationship. 

Fundamental Employee Obligations

· Attend work regularly.

· Obey reasonable work rules.

· Produce reasonable quality and quantity of work.

· Avoid conduct that reasonably interferes with an employer conducting business effectively.

Fundamental Management Obligations 

· Rehabilitate potentially satisfactory employee.

· Deter employee’s repeated unsatisfactory conduct and similar conduct of     others.

· Protect ability to operate business successfully.

Fundamental Employee Protections

· Due Process.

· Progressive discipline.

· Industrial equal protection (standards are equally applied).

Just Cause Discipline
Arbiters apply two central principles to evaluate just cause: 

1. Due process.

2. Progressive discipline. 

 The CBA’s recognize:

1. Directing and supervising employees is a management right.
2     Just Cause discipline

             Discharges
            Written reprimands      
            Oral reprimands

Note:  To appeal disciplinary actions, employees must use the grievance procedure.

 Progressive Discipline
Just Cause Test – Punishment:
Was the discipline related to the seriousness of the offense, the employee’s record and the employee’s level of responsibility within the Department?

Generally, minor offenses and first occurrences should result in less severe discipline. Major offenses and repeated occurrences should result in more severe discipline.  The degree of discipline should also relate to the seriousness of the proven offense and the employee’s record of service.

Progressive Discipline

Arbiters define progressive discipline as beginning with an oral reprimand, moving to a written warning or reprimand, suspension (although not always required within the progression and does not apply to job performance discipline) and termination.    

Arbiters view progressive discipline as a fundamental employee protection.  Therefore, in most instances, discipline is to be imposed in gradually increasing degrees.  The exception is in extreme breeches of an employee’s general obligation to provide satisfactory work or for interfering with the employer’s ability to operate the business successfully.

Progressive discipline is a central tenet of “Just Cause”.  It requires an employer to communicate expectations to employees with behavior problems before imposing discipline.  An employer must also warn employees of the consequences of their actions and/or when their jobs are in jeopardy.  Many arbiters are reluctant to uphold suspensions or discharges when employers fail to issue warnings for lesser offenses.  This is grounded in the theory that the employer failed to provide the employee with an opportunity to correct their behavior. 




Severe Penalties

Some employee behaviors are considered generally unacceptable and severe disciplinary action should be expected even when a rule is not explicitly stated.  In these cases progressive discipline may not apply as a tenet of just cause.  

Examples include:

1. Client abuse or neglect
5.   Drinking or using illegal drugs on the job

2. Insubordination (sometimes)

6.   Theft of employer property

3. Fighting on the job
7.   Harassment

4.  Coming to work intoxicated
8.   Workplace Violence
Supervising Performance Issues

in a Just Cause World

Set and Communicate Job Expectations

(Just Cause Tests: Forewarning & Reasonable, Related Rules)

Supervisors meet with employees to communicate job expectations and standards that are clear and objective.  It is appropriate to do so when:

· An employee begins a new job

· When job expectations change

· Doing periodic performance reviews

Communicate Job Performance Concerns

(Just Cause Tests: Forewarning & Reasonable, Related Rules)

Supervisor must talk with the employee when concerns about performance are first noticed.  Early communication of issues and being clear about expectations and standards is important information sharing.  It also provides an opportunity for the employee and supervisor to share information which might help assess the cause of the performance issue.

Assess the Cause of the Performance Issue

(Just Cause Tests: Thorough Investigation, Fair Investigation & Substantial Proof)

In assessing the cause of performance issue, determine the following:  

· Are the employee’s job expectations consistent with the employee’s job     classification? 

· Were the job expectations and standards clearly communicated to the employee?  

· How does this employee’s performance compare with co-workers performing the same job?

· Has the employee received the necessary training and/or equipment?  

· Has the employee previously demonstrated the ability to meet the job expectations? 

To effectively address performance issues, the supervisor should include the employee in identifying the cause of the performance issue and developing a performance improvement plan. This may include training or other identified resources etc. 

Provide Reasonable and Fair Opportunity to Improve

(Just Cause Tests: Forewarning & Reasonable, Related Rules)

Once the supervisor and employee have identified a performance improvement plan, allow the employee the opportunity to perform the job consistent with expectations.  If coaching and counseling is successful, the job is performed in a manner consistent with stated expectations and standards.  If performance problems continue, the supervisor should continue to meet with the employee to clearly define the performance issues, outline appropriate strategies for improvement, and to establish a timeframe.  At this point, it is appropriate for the supervisor to inform the employee that continued performance deficiencies, within the timeframe specified, could result in progressive discipline including discharge.
Job Coaching and Counseling

(Just Cause Tests: Consistent & Punishment)

Once the supervisor has assessed the cause of the performance issue and is confident that the employee has the resources, skills and ability needed to meet job expectations and standards, it is the employee’s responsibility to perform the job adequately.  

If the employee is still not performing at a level consistent with the expectations and standards, the supervisor can, and should, proceed with progressive discipline.  

Using these steps when supervising employees can help ensure that employees are treated consistently (Just Cause Test - Consistency).  In the event an employee is terminated, odds are an arbiter will uphold the termination.  Meaning, the employee was terminated from DSHS employment due to the employee’s inability to meet job expectations, after the employee was provided a fair and reasonable opportunity to correct the performance issue.  These supervisory actions can thwart an attempt to erode the level of discipline due to failure to apply just cause.

Coaching and Counseling

Performance Coaching 

Performance coaching is a supervisor’s shaping of employee behavior to teach, model or reinforce job skills.  Coaching is usually verbally and is used to reinforce employee skill development and employer expectations. 

Performance Counseling  

Performance counseling is a supervisor’s formal shaping of specific employee behavior, usually documented in writing, used to teach, model, reinforce or correct job skills. Oral or written performance counseling provides an opportunity for employees to correct behavior before discipline is required.  Performance counseling establishes a fair notice and clarity of the employer’s specific expectations.  
Arbiters generally do not consider performance counseling as a form of discipline. Performance counseling is generally considered a form of providing notice (or adequate warning) of the work rules or expectations and are not considered to be forms of discipline – even if documented in the employee’s personnel file.  However, oral reprimands are defined as “reprimands” in the CBA.  Other written notices should be issued to employees advising of rules, policies and statutes.  As long as communications have no adverse impact on employees, arbiters will not typically consider this disciplinary.
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REQUEST FOR RELEASE UNION ACTIVITIES


Use a separate form for each request.

	EMPLOYEE’S NAME (LAST, FIRST, INITIAL)

     
	DIVISION, SECTION, OR UNIT

     

	TIME BEGINNING
	APPROXIMATE TIME ENDING
	APPROXIMATE HOURS REQUESTED

	HOUR

     
	 FORMCHECKBOX 
 A.M.

 FORMCHECKBOX 
 P.M.
	MONTH   DAY   YEAR

     
	HOUR

     
	 FORMCHECKBOX 
 A.M.

 FORMCHECKBOX 
 P.M.
	MONTH   DAY   YEAR

     
	     

	RELEASE TIME
 FORMCHECKBOX 

Investigatory interviews (WFSE 27.5A / SEIU 4.2B 2 / Coalition 38.2B(2) and 30.5A)

 FORMCHECKBOX 

Investigate grievance (WFSE 39.3B / SEIU 4.2B / Coalition 38.2)

 FORMCHECKBOX 

Process grievance (WFSE 39.3B / SEIU 4.2B / Coalition 38.2B(1))

 FORMCHECKBOX 

Prepare for management meeting (39.3 WFSE)

 FORMCHECKBOX 

Attend management scheduled meeting (39.3B WFSE / SEIU 4.2B / Coalition 38.2B)

 FORMCHECKBOX 

Pre-disciplinary meeting (WFSE 27.5B / SEIU 24.4A / Coalition 38.2B(2))

 FORMCHECKBOX 

Shop steward training (WFSE 8.3B / Coalition 38.5)

 FORMCHECKBOX 

Union management recruitment and Retention Communication Committee  (SEIU 1199 only)

 FORMCHECKBOX 

Safety Committee (WFSE 20.3 and 4 / SEIU 34.1 A only)

 FORMCHECKBOX 

Union Management Communication Committee (WFSE 39.3B 2 / SEIU 22.3B / Coalition 37.2B(2))



	EMPLOYEE’S SIGNATURE


	DATE OF REQUEST



	SHOP STEWARD ON DESIGNATED LISTED
DATE VERIFIED

 FORMCHECKBOX 
  Yes      FORMCHECKBOX 
  No
     

	KIND OF TIME VERIFIED

     

	CHECK ONE

 FORMCHECKBOX 
  Approved

 FORMCHECKBOX 
  Disapproved

	SUPERVISOR’S SIGNATURE


	DATE

     

	 FORMCHECKBOX 
  Copy to supervisory file




(Appropriate heading information, i.e., date, to, from, etc)


Reference:  Performance Counseling – (Date of Meeting)

We met on (performance counseling date) to develop a performance improvement plan.  At your request, shop steward (Name) was present.

During your annual performance review meeting on (insert date) we reviewed the statement of duties contained within your assigned classification questionnaire (PDF).  At that time you were provided an opportunity to ask questions to ensure that you fully understood the expectations for successful performance in your current position as a Social Worker.  At that meeting, you indicated that you fully understood the assigned duties.

Recently, on (insert date) it came to my attention that you have not properly maintained orderly case records according to office policy and open files mandate.  Specifically a review of five case files, established over the past 3 months, reveals that three had incomplete case narratives recorded.  Two of these five files involved families with special needs children.  One of these files failed to contain documentation showing that coordination had been accomplished with attending health care providers.

Your attached PDF clearly indicates you are to perform your job consistent with the following:

“Maintenance and Dissemination of Case File Information: Maintain orderly case records according to policy and open files mandate: record all narratives (SERs), evaluation, etc. to appropriate parties and service providers when needed” and  “Medical, Psychological, Special Needs:  Integrate effectively all medical, physiological, and special needs information on children and families into the development of concurrent plans for each child.  Consult, collect or provide information to medical doctors, TASC, other treatment providers and SSI facilitators”.    

You stated you have been preoccupied lately as you have been going through personal problems at home.  I provided you the contact information for the confidential Employee Advisory Program and explained the importance of properly maintaining case files.  The assigned shop steward stated that many people failed to properly maintain case files and felt you had been singled out.  I explained a business reason lead to examination of your case files and this meeting was to discuss your performance, not the performance of your co-workers.

During the meeting, we reviewed the office procedures for case files.  I provided you with specific examples from five files I reviewed that indicated your performance was unsatisfactory.  We agreed that for the next month, we will randomly review ten case files per week together on Thursday from 3:00 – 4:00 p.m. in my office.  Prior to the close of the meeting, I advised you that continued performance failure of this nature could result in disciplinary action, up through and including termination.
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	PERFORMANCE MEETING RECORD
	CONFIDENTIAL OPTIONAL USE DOCUMENT

	
	
	

	INSTRUCTIONS:  This is an optional use form designed as a tool to document communication between supervisors and employees.  It is intended for use in a one-on-one meeting to identify and address performance concerns, or to document oral reprimands after the fact.  Discuss the problem with the employee and allow the employee an opportunity to give an explanation.  Discuss as appropriate.  Review the performance expectation, appropriate procedures, and communicate the standard for future performance expectations.

	SECTION I.  EMPLOYEE/SUPERVISOR INFORMATION

	WORK UNIT


	Employee Name/Job Title

	Date/Time of Performance Discussion Meeting


	ADMINISTRATION
	SUPERVISOR/MANAGER INITIATING ACTION
	SUPERVOR JOB TITLE AND TELEPHONE NUMBER



	SECTION II.  REASON FOR PERFORMANCE MANAGEMENT ACTION

	Job expectations discussed:  explanation of the job standards with any supporting references, i.e., position description form, procedures, policies, etc.


	Summary of performance deficiency:  include example of poor performance along with dates and any supporting documents, 

if applicable  


	Performance improvement plan:  identify cause of poor performance and training and/or strategies for performance improvement.  (timelines required) 

	SECTION III.  PERFORMANCE MEETING HISTORY
	SECTION IV.  PERFORMANCE MEETING NOTES

	

TYPE
                                                                        DATE



Counseling session
     



Oral Reprimand
     



Written reprimand (attach copy)                                            


	
ACTION

  FORMCHECKBOX 

Employee Requested Union Representation

          Name: _____________________________

  FORMCHECKBOX 

Employee Advisory Service referral

  FORMCHECKBOX 

Alternative dispute resolution requested

  FORMCHECKBOX 

Follow-up meeting dates, if needed:


Scheduled:
     




	SECTION V.  ACKNOWLEDGEMENT 
	

	By my signature below, I acknowledge that a meeting took place between me and the employee on the above referenced date. I also acknowledge this document is being forwarded to the appropriate file/individual as indicated below.
	

	DATE


	SUPERVISOR  PRINTED NAME
	SUPERVISORY SIGNATURE



	Just Cause Components:  Forewarning, Reasonable related rules, Thorough Investigation, Fair Investigation,  Substantial Evidence, Consistency, Punishment


	COPIES FORWARDED, as deemed appropriate:   FORMCHECKBOX 
  Employee      FORMCHECKBOX 
 Supervisory File      FORMCHECKBOX 
  Appointing Authority     FORMCHECKBOX 
  Personnel File 


Moving to Discipline

Disciplinary Action

When coaching and counseling do not work and every effort has been made to rehabilitate a potentially valuable employee, it is time to move into disciplinary action.  Working closely with the supervisor, Appointing Authority and Human Resource Consultant ensures appropriate action steps have been taken and documented.  It is now time to move forward.

 Basic Steps of Disciplinary Action

· What is the problem?

· How serious is the behavior or performance issue?

· Is this the first occurrence or a repetition of same or similar issues?

· How long ago was the first incident or performance issue?

· What action was taken previously?

· Has the employee been made aware of this issue through orientation or training?

· If prior action has been taken on the same issue, determine the next progressive step.

· Would the effectiveness of a more severe level of discipline be offset by potential damage to the supervisor/subordinate working relationship?

· Does the second line supervisor need to be aware of the situation.

· Does the supervisor believe the employee has made an earnest effort to correct the situation, or has the employee shown an unwillingness to improve?

· Should a record of the behavior be placed in the employee's personnel file?

· Are there mitigating or aggravating circumstances?

· Have you consulted with your Human Resource Manager for an analysis?

· Does your chain of command and/or Appointing Authority support the action and direction you are taking?

· Summarize the history of the misconduct or poor performance, and efforts to work with the employee to improve.

· Reiterate the employee’s expected performance and behavior.

· Direct employee not to repeat unacceptable performance or behavior.

· Describe what will happen if the behavior continues.

Roles During Disciplinary Action

Supervisor

1. Identify the performance or behavior problem.

2. Analyze the cause of the problem.

3. Develop a plan considering the following elements:

a. nature of the problem

b. possible methods of correcting the problem

c. feedback from the employee

d. seriousness of the problem

e. whether it is a new or repeat problem

f. plan of action

g. possible training or supervisory assistance

h. timetable for effecting change

i. need to be progressive

j. open communication

k. how to follow-through

4. Decide on, and/or prepare for the next step if the desired change does not occur.

Employee

1.
Ownership of the problem.

2.
Responsibility for correcting the problem.

3.
Commitment to follow corrective action plan.

4.
Participation in reaching solution to correct problem.

5.
Participation in establishing reasonable time frames to effect change.

6.
Feedback on whether actions result in desired change.

Intervention vs. Discipline
Supervisors have the authority to intervene with employees who are engaged in misconduct and direct the misconduct to STOP.

Example:  You find an employee in the act of using the internet for personal use.  

Directing the employee to “immediately log off the internet” is the intervention to stop the behavior.  The intervention also becomes part of your investigation as you are the initial witness to the behavior.  

NOTE:   The main issue is that work direction is not discipline. Telling an employee to wake up is not discipline.  Then, decide what level of discipline is appropriate for the offense. 

Reprimands

A reprimand is intended to provide a formal oral or written admonishment concerning an employee's problem performance. It acts as a final warning that failure to discontinue inappropriate conduct and/or improve inadequate performance will likely result in further disciplinary action.  Reprimands are discipline under Just Cause.
Oral Reprimand

An oral reprimand is used when an employee has been provided the correct method of performing their job, yet fails to perform as required.  Before using this level of action, the supervisor should be certain the employee understands the expectation.

An oral reprimand is a stronger form of action aimed at advising the employee of incorrect performance or undesirable conduct.  It’s intended to apprise the employee that they should have known better.  An oral reprimand should contain the following components:

1. “This is an oral reprimand.”
2. Reiteration of expected performance or behavior.

3. Direction to not repeat undesirable performance or behavior.

4. Information about what will occur if the performance or behavior is not corrected or does not improve.

Unlike verbal notice, an oral reprimand admonishes an employee for not correcting undesirable performance and/or behavior when they should have known better. This action puts the employee on “notice” that further action will be taken should the employee not remedy the problem.

Regardless of when the Human Resource Consultant is involved in the process, they will ask questions about efforts that have been made to address the issue. 

· What action(s) have been taken to date?

· What training was provided? 

· Has there been any written documentation provided?

· Did the employee clearly understand the direction and/or instruction?
Oral reprimands can, and should be documented. Documenting oral reprimands is not double discipline.  When taking any disciplinary action it is advisable to coordinate with Human Resources as a tool to assist you in administering discipline that is legally defensible and will withstand scrutiny under the appeal process.

Addressing difficult issues is not always easy or comfortable!  

A requirement for supervisors when issuing an oral reprimand is to verbally state to the employee “This is an oral reprimand.”  
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	PERFORMANCE MEETING RECORD
	CONFIDENTIAL OPTIONAL USE DOCUMENT

	
	
	

	INSTRUCTIONS:  This is an optional use form designed as a tool to document communication between supervisors and employees.  It is intended for use in a one-on-one meeting to identify and address performance concerns, or to document oral reprimands after the fact.  Discuss the problem with the employee and allow the employee an opportunity to give an explanation.  Discuss as appropriate.  Review the performance expectation, appropriate procedures, and communicate the standard for future performance expectations.

	SECTION I.  EMPLOYEE/SUPERVISOR INFORMATION

	WORK UNIT


	Employee Name/Job Title

	Date/Time of Performance Discussion Meeting


	ADMINISTRATION
	SUPERVISOR/MANAGER INITIATING ACTION
	SUPERVOR JOB TITLE AND TELEPHONE NUMBER



	SECTION II.  REASON FOR PERFORMANCE MANAGEMENT ACTION

	Job expectations discussed:  explanation of the job standards with any supporting references, i.e., position description form, procedures, policies, etc.


	Summary of performance deficiency:  include example of poor performance along with dates and any supporting documents, 

if applicable  


	Performance improvement plan:  identify cause of poor performance and training and/or strategies for performance improvement.  (timelines required) 


	SECTION III.  PERFORMANCE MEETING HISTORY
	SECTION IV.  PERFORMANCE MEETING NOTES

	

TYPE
                                                                        DATE



Counseling session
     



Oral Reprimand
     



Written reprimand (attach copy)                                            


	
ACTION

  FORMCHECKBOX 

Employee Requested Union Representation

          Name: _____________________________

  FORMCHECKBOX 

Employee Advisory Service referral

  FORMCHECKBOX 

Alternative dispute resolution requested

  FORMCHECKBOX 

Follow-up meeting dates, if needed:


Scheduled:
     




	SECTION V.  ACKNOWLEDGEMENT 
	

	By my signature below, I acknowledge that a meeting took place between me and the employee on the above referenced date. I also acknowledge this document is being forwarded to the appropriate file/individual as indicated below.
	

	DATE


	SUPERVISOR  PRINTED NAME
	SUPERVISORY SIGNATURE



	Just Cause Components:  Forewarning, Reasonable related rules, Thorough Investigation, Fair Investigation,  Substantial Evidence, Consistency, Punishment


	COPIES FORWARDED, as deemed appropriate:   FORMCHECKBOX 
  Employee      FORMCHECKBOX 
 Supervisory File      FORMCHECKBOX 
  Appointing Authority     FORMCHECKBOX 
  Personnel File 


Written Reprimand
A written reprimand usually follows a single incident of fairly serious misconduct or a series of inappropriate actions. It may also be issued for serious and continuing situations of inadequate performance that have been documented in corrective memoranda and/or performance evaluations.

At a minimum, the body of a letter of reprimand should:

· Clearly indicate it is a Letter of Reprimand

· Detail specific performance or behavior problem upon which the action is based

· Provide a warning to the employee of the consequences of not correcting the problem.

A copy of the written reprimand is placed in the employee's personnel file, further emphasizing the seriousness of the matter.

A written reprimand is at a level of action that warrants involvement of the Human Resource Consultant who serves as a consultant regarding the process. 

1.
The letter is marked confidential.

2.
Correspondence is identified as a Written Reprimand.
3.
The letter states an admonishment for the problem performance or behavior.

4.
The letter provides details of the problem performance or behavior that is resulting in this action (identify by date, time, place, event).

5.
The letter describes the expected performance or behavior - this may include specific action steps (stated as a directive).

6.
The letter contains a summary of related incidents and may refer to counseling sessions.

7.
The letter provides a warning regarding consequences of further problem performance or behavior (e.g., "further disciplinary action will be recommended ...")

 8.
The letter is signed by the supervisor and may be subject to the Appointing Authority’s approval.  Find out from your Appointing Authority what the approval process is within your area.

WRITTEN REPRIMAND

March 21, 2005





    
PERSONAL SERVICE
           CONFIDENTIAL

Employee Name

Employee Address

Employee Address

Subject:  Written Reprimand

Dear Ms. Awol:

This is to notify you that you are being reprimanded within your position as an Office Assistant Senior with the Department Social and Health Services (DSHS), at Happy Haven Hospital (HHH) for leaving work early without advising me prior to your departure.  In accordance with Article 27 of the Collective Bargaining Agreement (CBA) between DSHS and the Washington Federation of State Employees (WFSE), you are being reprimanded for your behavior on March 15, 2005, when you left the worksite during work hours without notice or permission from me.  Your unauthorized absence resulted in a co-worker having to work late to finish a report, which you failed to complete as required.  


On April 1, 2004, during a staff meeting which you attended, all my staff were given a memorandum containing my basic work expectations for staff, including my expectation that you notify me, as your supervisor, in advance of your need to leave the worksite during working hours.  On January 16 2005, I orally reprimanded you for leaving work early on January 3, 2005, without notifying me. In that reprimand, I reinforced to you my expectation that you notify me in advance of your leaving the job during working hours.  I also warned you that continued disregard of supervisory expectations would result in further corrective and/or disciplinary action being taken.  
Your work schedule is Monday through Friday, 8 a.m. to 5 p.m.  On Tuesday, March 15, 2005, you again failed to follow my instructions when you left your worksite at approximately 3:00 p.m. without notifying me of your need to leave.  Upon discussing this unauthorized absence with you on Wednesday, March 16, 2005, you admitted leaving without notice or permission.  You stated you needed to attend to a personal issue that involved your child at school.  Although the incident was not of an emergency nature you claimed you didn’t want to take the time to advise anyone of your need to leave.  Your explanation for failing to follow my instructions is unacceptable. 

You were clearly aware of your requirement to notify me prior to leaving the work site during working hours, yet you failed to do so in the incident giving rise to this action.  Your continued failure to notify me in advance of your need to leave the worksite increases the workload of your coworkers and creates an unnecessary hardship on the unit in which you work.  Based on your behavior as described above, this written reprimand is warranted.  This action is intended to impress upon you the seriousness of your actions and that in the future, I expect you to comply with my supervisory direction, agency policies and the CBA. However, be warned that should you persist in failing to do so, appropriate action will be taken, up to and including dismissal. 

Should you be experiencing personal problems that are impacting your ability to do your job, I have attached another Employee Advisory Service (ESA) pamphlet as a resource for you.

Under the provisions of the above referenced CBA, you may grieve the action taken per CBA Article 29.  The grievance must be filed within 21 days of receiving this letter.


Ida Boss, Ward Manager

Happy Haven Hospital

Attachment(s)

cc:
Personnel File

____________________________________________________________________________

Employee Signature 






date

Acknowledge Receipt

If they refuse to sign, make a note, don’t force signature.
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	PERFORMANCE MEETING RECORD
	CONFIDENTIAL OPTIONAL USE DOCUMENT

	
	
	

	INSTRUCTIONS:  This is an optional use form designed as a tool to document communication between supervisors and employees.  It is intended for use in a one-on-one meeting to identify and address performance concerns, or to document oral reprimands after the fact.  Discuss the problem with the employee and allow the employee an opportunity to give an explanation.  Discuss as appropriate.  Review the performance expectation, appropriate procedures, and communicate the standard for future performance expectations.

	SECTION I.  EMPLOYEE/SUPERVISOR INFORMATION

	WORK UNIT


	Employee Name/Job Title

	Date/Time of Performance Discussion Meeting


	ADMINISTRATION
	SUPERVISOR/MANAGER INITIATING ACTION
	SUPERVOR JOB TITLE AND TELEPHONE NUMBER



	SECTION II.  REASON FOR PERFORMANCE MANAGEMENT ACTION

	Job expectations discussed:  explanation of the job standards with any supporting references, i.e., position description form, procedures, policies, etc.


	Summary of performance deficiency:  include example of poor performance along with dates and any supporting documents, 

if applicable  


	Performance improvement plan:  identify cause of poor performance and training and/or strategies for performance improvement.  (timelines required) 


	SECTION III.  PERFORMANCE MEETING HISTORY
	SECTION IV.  PERFORMANCE MEETING NOTES

	

TYPE
                                                                        DATE



Counseling session
     



Oral Reprimand
     



Written reprimand (attach copy)                                            


	
ACTION

  FORMCHECKBOX 

Employee Requested Union Representation

          Name: _____________________________

  FORMCHECKBOX 

Employee Advisory Service referral

  FORMCHECKBOX 

Alternative dispute resolution requested

  FORMCHECKBOX 

Follow-up meeting dates, if needed:


Scheduled:
     




	SECTION V.  ACKNOWLEDGEMENT 
	

	By my signature below, I acknowledge that a meeting took place between me and the employee on the above referenced date. I also acknowledge this document is being forwarded to the appropriate file/individual as indicated below.
	

	DATE


	SUPERVISOR  PRINTED NAME
	SUPERVISORY SIGNATURE



	Just Cause Components:  Forewarning, Reasonable related rules, Thorough Investigation, Fair Investigation,  Substantial Evidence, Consistency, Punishment


	COPIES FORWARDED, as deemed appropriate:   FORMCHECKBOX 
  Employee      FORMCHECKBOX 
 Supervisory File      FORMCHECKBOX 
  Appointing Authority     FORMCHECKBOX 
  Personnel File 


Managing Performance Issues

[image: image8.emf]Supervising Performance Issues 

in a Just Cause World

Supervising Performance Issues 

in a Just Cause World

• Set and communicate Job Expectations

(Forewarning & Reasonable, Related Rules)

• Communicate Job Performance Concerns

(Forewarning & Reasonable, Related Rules)

• Assess the Cause of the Performance Issue

(Thorough Investigation, Fair Investigation and Substantial Proof)

• Provide Reasonable and Fair Opportunity To Improve

(Forewarning & Reasonable, Related Rules)

• Job Coaching and Counseling

(Consistent and Punishment)
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Supervisory Desk Files:

The key to documenting the process

• Expectations

• Training Records

• Evaluations

• Communication Log

• Performance Meeting Records

• Performance Improvement Plans
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“My Documents”

Or

My Network 

Drive

Personnel

Personnel

April Snow

April Snow

Sam Adams

Sam Adams

George

Washington

George

Washington

-Expectations

-Training Records

-Evaluations

-Communication Log

-PMR’s

-PIP’s

Paper or  “Electronic” Files
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Use a Communication Log whenever Performance 

is an issue

For Action: Summary: Date:

Communication Log

Employee:_________ Supervisor:________


Communication Log

Employee: George Washington


Supervisor: Cindy Smith
	Date:
	Summary:
	For action:

	1/5/04
	Written expectations given and explained.
	Copy to Supervisory File

	4/5/04
	Met with George to review audit results as not meeting production expectations.  We agreed George will focus on increasing production.  No training need identified.
	1. George will summarize our meeting in an email to me by 4/10/04.

2. I will monitor production and audits and meet again with George in 2 weeks.

	4/20/04
	Met with George to review results of the last two weeks.  Continuous problem with production.  George indicates no mitigating circumstances.  I directed George to meet expectations or face discipline.  Developed Performance Improvement plan (PIP).  Completed Performance Meeting Record (PMR).
	1. Copy of PMR to employee supervisory file.

2. Monitor for next two weeks and then review with George.

	5/4/04
	Performance Counseling Meeting to review PIP and lack of progress. Continuous problem with production.
	1. Issue Performance Counseling Memo and PMR which summarize the meeting.  Copies to supervisory file.
2. Monitor for next 2 weeks and then review with George.

	5/19/04
	Met with George to review results of last two weeks.  Still not meeting expectations.  No reasons given for lack of production.  Gave Oral Reprimand.  Developed next PIP with new deadlines and completed new PMR.
	1. Issue written memo to summarize Oral Reprimand. Copy to employee, supervisory file, appointing authority and HRM.
2. Monitor for compliance with PIP.

3. Meet with George in 2 weeks.

	6/03/04
	Met with George to review results of last two weeks.  Still not meeting expectations.  No reasons given for lack of production.  Gave Written Reprimand.  Developed next PIP and documented on new PMR.
	1. Copy of PMR to employee and supervisory file.  

2. Monitor for compliance with PIP.

3. Meet with George in 2 weeks.

	6/18/04
	Met with George to review results.  No change.  Informed George that it was being referred to Appointing Authority for further disciplinary action.
	Work with CSOA to schedule pre-disciplinary hearing with Appointing Authority.

	6/25/04
	Pre-disciplinary hearing held.
	

	6/27/04
	Appointing Authority determined suspension without pay for two days as appropriate discipline.  Met with George to develop plans for meeting expectations (New PIP).
	1. Monitor for compliance with PIP.

2. Meet with George in 2 weeks.

	7/11/04
	Met with George to review results.  No change. Informed George that it was being referred to Appointing Authority for further disciplinary action.
	Work with CSOA to schedule pre-disciplinary hearing with Appointing Authority.

	7/18/04
	Pre-disciplinary hearing held.
	

	7/20/04
	Appointing Authority determined dismissal was appropriate for continuous inability to meet performance expectations. 
	

	7/25/04
	Employee Dismissed.
	




Disciplinary Scenario Analysis

Read the scenario assigned to you.  Using the communication log document the actions you would take to complete a successful disciplinary process through "written reprimand only".  Assume that performance fails to improve.
· Under the "Summary" column describe the "action taken" and identify:

1.  The step in the "Supervisory Performance Issues" on pages 15 and 16.

2.   Which of the "Seven Tests of Just Cause" (page 10) does the action meet.

· In the "Date" column be sure the time between actions gives you and the employee adequate time to evaluate performance.
· In the "For Action" column show what documents were generated and where copies go.  Also set a time for follow up actions.
· Document actions through written reprimand only.

Additional copies of the Communication Log can also be found at the end of the Training Manual.

Communication Log
Employee:






Supervisor:
	Date:
	Summary:
	For action:

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Communication Log
Employee:






Supervisor
	Date:
	Summary:
	For action:

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Performance Deficiency Scenarios
Scenario #1

An employee, Bill, with approximately 4 years of experience has been unable to meet all production standards for work group, although this worker does meet part of the standards.  This employee has been worked with, given schedules to follow, has been directly observed by leadworker and supervisor, and counseled repeatedly that total production is not sufficient.  The worker has been open to suggestions and understands that goals are not being met.  When observed by the supervisor the worker appears to have a good grasp of the work and systems.  There is no real reason apparent for lack of production, although the employee likes to visit with others and debrief calls with co-workers.  However, the employee has some medical/mental issues that affect attention, focus and reaction to stress.  Accommodation was done a couple of years ago to a different unit, and some improvement was made from the previous position.  The last evaluation mentioned need for improvement in production.  A year later, no significant improvement has been made in quantity of work, and now accuracy is stumbling a bit as well.
Scenario #2
Sally repeatedly falls behind in her work.  When asked by her supervisor about specific unreasonable delays in case actions, she says she is trying.  When asked to take specific actions by her supervisor or leadworker, Sally will agree and then not follow-through until asked again and monitored for compliance.  She takes advantage of any opportunity to leave her workstation and is frequently seen chatting with others or working on something unrelated to her job duties.  Development of a plan to maintain a focus on priorities and monitor her compliance proves successful but is time consuming.  If left to self monitor her own compliance with a successful plan, she is back to her old ways within a month's time and the monitoring needs to begin again.  The more effective her supervisor is in maintaining Sally's focus on the job duties she was hired to perform, the more Sally claims she is being "kept in a box", is being harassed and treated unfairly by management.  Sally likes to make her claims formally.  She makes claims through the supervisor's chain of command, through the state personnel system, through the Ethics Board, through the Human Rights Commission.  She follows through the entire process at each level in each claim whether or not a reasonable remedy has been found at a lower level.

Conducting Investigations 

Overview

Supervisors in Community Trade and Economic Development (CTED) are responsible to manage employees in a collective bargaining environment.  An essential function of effective supervision is the ability to initiate and conduct administrative investigations consistent with law, policy, collective bargaining agreements and your position’s authority. The purpose of this section is to provide supervisors with the knowledge, skills and resources to conduct an investigation.
A Supervisor’s Investigatory Responsibility

Supervisors are responsible to conduct investigation as a requirement of the position.  Failure to conduct investigations or substandard investigations may prevent a supervisor from being able to comply with the just cause standard. 

If the supervisor has a conflict of interest, meaning a current or prior personal relationship, a known adverse relationship with, or was in some way directly involved with the case as a witness then this should be brought to the Appointing Authority’s attention prior to beginning the investigation.  In some instances the AA may assign another staff member as investigator, to ensure that the requirement for a fair investigation under Just Cause is met.  Simply witnessing doesn’t eliminate you from investigating.

When NOT to Investigate
Criminal investigations must be conducted by law enforcement.  Supervisors do not have authority to interview or question the accused or witnesses. 

When to Investigate
Every interaction a supervisor has with an employee is subject to initiation of an investigation.  In other words, should information of employee misconduct become known to you, you are responsible to take investigatory action. Supervisors will become involved with investigations in a variety of ways including:

· By directive of the Appointing Authority/Designee to investigate a specific allegation. 

Example:  Your AA gives you a formal directive to investigate an allegation that an employee is violating use of the SCAN system.

  
· By direct contact with an employee or situation. 

Example:  You walk into a staff office and find an employee using the internet to book a personal vacation to Mexico.

 
· By receipt or knowledge of information. 

Example:  A family member of a residential client calls and reports to you an employee is providing residential clients tobacco products and pornographic materials. 

Intervention vs. Investigation

Supervisors have the authority to intervene with employees who are engaged in misconduct and direct the misconduct to STOP.

Example:  You find an employee in the act of using the internet for personal use.  

Directing the employee to “immediately log off the internet” is the intervention to stop the behavior.  The intervention also becomes part of your investigation as you are the initial witness to the behavior.  

NOTE:   There are problems if a written reprimand is given and then a decision is made preferring suspension.  The main issue is that work direction is not discipline. Telling an employee to wake up is not discipline.  Then, decide what level of discipline is appropriate for the offense.

Investigation Process

Supervisors must insure the investigative process is sound.  The Tests of Just Cause relevant to a sound investigation are thorough investigation, fair investigation and substantial proof.  

Documentation

Time of incident

Personal recollection of the incident

Facts not opinions

Witnesses

Evidence 

In an Investigation DO NOT…

· Interview employees allegedly involved in criminal behavior.

· Jeopardize personal safety.

· Make promises or bargain with employees.

· Do not agree with employee issues or statements.

· Offer your personal or professional opinion.

· Argue or disagree with an employee’s issues or statements.

· Counsel or administer an oral or written reprimand.

· Hesitate to utilize your resources i.e … (Example:  chain of command, consulting Human Resources, law enforcement etc.).

· Become personally or emotionally involved with the investigation or subject(s).

· Assume that you know what an employee will disclose.  You may enter an investigation to discuss one issue and end up with new issues.

· Make a judgment.  It is not the role of the investigator.

· Allow anyone not specified in the CBA to be present when interviewing the employee i.e….mothers, attorneys, counselors etc…
· Disclose information which is confidential or which the employee has no need to know. 
In an Investigation DO:

· Prepare!  An investigation may come in through a formal referral or as matter of direct observation on Friday at 5:00 p.m. when walking out the door!  When receiving a referral for investigation prepare questions in advance and review all relevant documents. 

· Inform and gain authorization from the chain of command on the investigation process. 

· Practice personal safety!  Consider location of the interview and as necessary, accompaniment by Human Resources, peer supervisor or Law Enforcement.

· Prioritize in person interviews.

· Maintain professional behavior at all times.  

· Document date, time, location and parities present at the interview. 
· Maintain confidentiality. 

· Take detailed notes. 
· Before questioning, provide clear and concise information regarding the investigation process. 
· Who you are and your role in the investigation. 
· Possible outcomes of the process. 
· Process time frames. 
· Focus of investigation to the extent disclosure will not hamper    investigation. 
· How the employee can contribute to a thorough and fair investigation. 
· Advise employees to maintain confidentiality of interview to persons who do not have a need to know. 
· Advise employees that retaliation of others in the process will not be tolerated. 

· Address process concerns the employee may have, such as confidentiality. 

· Be aware of the employee’s communication style.
· Remain in control of and focus the interview direction. 

· Ensure an understanding of what is being communicated. Ask the question multiple times and paraphrase the response. 
· Obtain evidence including witnesses and documents. 

· Observe and document employee’s physical and behavioral demeanor and signs. 
· Obtain a description or diagram of the work place and chain of command when needed. 

· When relevant evaluate physical areas that are subject to the investigation.
· Obtain information of an employee’s credibility including performance and disciplinary record. 
· Obtain copies of relevant documents to include policies, procedures, administrative directives, CBAs, job descriptions etc. 
· Summarize information you have received and determine if anything else is to be added. 
· Advise the employee to reflect on the investigatory interview and provide them with the means to contact you should they re-call additional relevant information. 
· Confirm employee understands the investigatory process. 
· Offer Employee Advisory Program information. 
A four (4) hour investigation training has been developed by Human Resource Division.

OOED will be scheduling and conducting the training.  It will be offered as regular training.

To schedule please contact OOED.
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Communication Log
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Management has the right to expect staff to attend work regularly





Discipline should be corrective and rehabilitative in nature no�t punitive!





Reductions in pay


Suspensions


Demotions





Oral Reprimand





Written


Reprimand





Suspension, Reduction in Pay, Demotion





Termination





 Sample Performance Counseling – Memo Format








Job expectations were previously communicated





Employee rights were afforded





Specific Performance concern with examples.





General explanation of job standard w/ supporting references.





Cause of poor performance, referral to EAP





Steps take to correct performance with opportunity to demonstrate performance improvement





Grade Level News
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Consequences of not making correction





Sample Performance Counseling – Memo Format





Respect employees’ confidentiality when issuing an oral reprimand!





Notice of  Sanction and authority to take action.





Reasonable job related rule.





Progressive discipline





Adequate Warning





Justification for discipline 





Description of incident





Thorough Investigation 





Compliance with CBA-reasons for action in writing.





Right to appeal
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