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CHAPTER 14

Managers and Employee
Problems

] CHAPTER OBJECTIVES

After studying this chapter, readers will be able to:

B Accept the inevitability of people problems in any work group and understand
some common origins of such problems.

B Understand that the primary purpose of most means of addressing employee
problems is correction of behavior.

B Differentiate problems of performance and problems of behavior and be familiar
with processes for addressing each.

B Address excessive absenteeism.

B Understand the purpose and applicability of an employee assistance program
(EAP).

®  Address different common forms of termination
problems and dismissal for performance problems.

®  Appreciate the necessity of emphasizing problem prevention W

for cause: discharge for behavior

henever possible

» Chapter Summary

S e e
for anyone who manages others.

eople problems are an inevitable concern i S
Some first-line supervisors, especially those who are relatively inexperienced,

are inclined to regard people problems as intrusions on their work. They

eventually | . -ing the problems and the needs ofemploy.ees
y learn, however, that addressing peindividuals; although all are differ-

is at the heart ) rees ar
of a manager's role. Employees a i = .
€nt from each other to some extent, some are sufficiently dnﬂ;;ent as{ to pose -beEhS: ;
loral proble cpve - ag .o naoers must address. In pursuing
ms a c s their manag
nd other difficulties R

ngoing goal of havin ds or deliver
. eople produce goo i
Maintain employees ag grogucfrs. Doing so requires managers to address people
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problems arising from both issues related to their work and difficulties arising
ut-

side of work. ¢ S R
The primary objective of a manager’s actions in response to peq

should always be the correction of behavior. Depending on the nature of o
problem, behavioral 1ssues are addressed through individual coaching, 8::%:. 5
activities aimed at improving performance, or disciplinary actions. v_.ov_nsm:wm
performance and behavior can both be corrected. Behavior issues often 855:”
breaches of rules or policies. .
Disciplinary action is customarily applied in a progressive manner, The i
or severity of the corrective action is proportional to the gravity of the problem o.
infraction. Correcting behavior is the main objective of disciplinary action r
under extreme conditions or instances in which an employee must be remove

the organization.

ple vno_u_n:._w

except
d from

O CASE STUDY: Always Is a Dangerous Word

“ know what | heard, period” staff nurse Molly Stern said curtly. Her face was a mask of
anger, and she spoke in the righteous tone that head nurse Penny Jerome had heard so
many times

“Dr. Benson says otherwise, Molly," said Penny. “She told me she was certain the
instructions she left for you were just the opposite of what you actually did. And she
really came on strong”

“She's wrong, snapped Molly.

“She seems just as certain that you were wrong.” Penny paused before adding,
“She explained the whole situation to me, and | have to admit that | understood her
instructions. At least | was able to repeat them in my own words 5o she was satisfied
that | understood”

Molly shrugged and said, “Then Dr. Benson changed her story between the time
we talked and the time she spoke with you”

*Are you suggesting that she lied to me?”

‘| didn't say that I'm only saying that she told me one thing and then apparently
told you something different. Maybe she didn't realize what she said. You know how she
Just rattles off something quickly and runs away”

Penny said, "Did you consider the possibility that you didn't understand? It isn't
hard to misinterpret a message when things happen so fast and—"

| know what | heard interrupted Molly “When | know 'm wrong, | say so. But in
this case, | know I'm right | could not have misinterpreted Dr. Benson”

Feeling that Molly had given her cause to bring up something that had been
nagging her for quite some time, Penny said, “It seems to me that you're never wrong,
Molly”

Molly glared at her supervisor. “What do you mean by that?*
been head nurse of this unit for 3 years, and in all that time I've never known
you to admit being wrong about anything. This problem with Dr, Benson is just one
more example of how you always turn things around 5o that you look innocent. Is it $O
necessary that you be right all the time?”

I icy tones, Molly said, "As | said, when Im wrong [l admit it—but only when I'm
really wiong And | want to know the other times you're talking about, the times you
said I'turned things around”

»
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1 don't have any specifics in front of me, but you ought 10 ey, wic
1 Think about it, and you'll know what {m 5aying, You seem to 7.5,\“:
ing,and 5 always an answer that places yoy | the right* 'y
Laant think of any specific incidents becayse there *._52; b
ol She rose from her chair and continued, *You may be my »
0 listen to this. Is there anything else you wanted to s
Eﬁ_mav. she glared down at Penny.
pro penny stood. Just that the incident isn't to be considered lo,
pe written up s a formal warning” :
protest, of course,” said Molly ‘I won't accept a warnin
| wont <2 I'm wrong when I know I'm right”
when Molly left the office, Penny began to regret having spoken as she d
was convinced, however, that she had to try to get through to ;of, mwm,w _Mm__m :
reed 0 be right s\:m:m<.m_‘ a disagreement or a S_m::ama_%a_:o arose A s,
What critical error did head nurse Penny Jerome make i her one-on-on
N g with Molly Stern? Why was that particular action of Penny’s s._saovmxo, o
would you recommend that Molly and Dr. Benson resolve their Baczomamauao.q H
would you respond to employees who are always right? -

I'm J_FS
2 an answer for
everyth
i €eN any’ said
SUDersor, but | dory
- : ~
ay about Dr ge

sed. Dr Benson insists
that it

g that | don't deserve, ang

» People Problems Are Inevitable

Consider the following typical vignette. A chronic personnel problem involving dif-
ferences between some staff members of two adjoining departments had surfaced
once again. This time it affected two department managers, several rank-and-file
employees, and an employee relations manager. A discussion meeting had been
scheduled to explore the situation. After more than an hour of animated discussion
during which charges and counter-charges flew back and forth, the employees were
excused and the others continued for another half hour. When the meeting finally
broke up, an hour and a half had elapsed, and only the most tentative of conclu-
sions had been reached. As the participants rose to leave the room, one department
manager’s pager sounded. The manager checked the message and muttered, “I was
expecting this. It looks like another of my pet troublemakers is acting up again” As
he left the room, the manager also remarked, in a voice strained with frustration,
“You know, I could probably get some real work done around here if it weren't for all
these people problems that keep popping up.”

Most managers have more than enough to do without spending time tend-
ing to the problems of the adults they supervise. However, any manager who feels
frustration because of people problems must appreciate the fact that people-related
problems are part of the job of anyone who supervises the work of others. A first-
line manager supervises people who perform hands-on work and provides an
interface between rank-and-file employees and the organizations management.
If maintaining rank-and-file employees as effective producers did not include
addressing the frustrations and issues that employees bring to their jobs, far fewer
managers would be needed in work organizations. As longas there are peaple in the
workplace, those who are responsible for getting work done through these people
¢an expect people problems. Although it is a less than appealing aspect of being a
Manager, coping with people problems is an inevitable and unavoidable part of the
departmeng manager’s role.
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Problem Sources

blems presented by employees can come about because of job-related d; Miculy
Problems p P .,.znn:m:n& largely outside of work, or a combination of the :Mm_
Some people are more successful than others at keeping the Eo._._.asm side ang ~ _“,o
?aosp_ side of their lives separate from each other. I.cs.@aq_ it is not possible 1,
completely and unfailingly separate the person on .::. job from the person v
job. Personal problems accompany ,vaov_n to their jobs and often affect job perfor.
mance and employment relationships. Work-related problems go home ang ofen
affect personal lives and relationships. :

One might be tempted to say that an employee’s personal problems are no
business of the manager. Such a position is correct but only up to a point, | fan
individual's personal problems are affecting work through deteriorating perfor.
mance, reduced productivity, or disruption of a department’s ability to operate noy.
mally, then a supervisor must become interested because of the negative effects on

personal proble

operations. ' ]
When an employee who has performed satisfactorily for a prolonged period

and has always gotten along with others reasonably well begins to show signs of
performance and relationship problems, the manager has every reason to suspect
an underlying problem behind the changed behavior. It may not initially be evident
whether the problem has its basis in the workplace or on the outside, but the resylts
of the changed behavior are a manager’s legitimate and immediate concern. Perfor-
mance or relationship problems that affect the work environment are always of vital
interest to managers.

Supervisors who suspect that personal problems are behind declines in per-
formance must approach their employees in a manner respectful of their right to
privacy. Although the performance resulting from an individual’s behavior must be
addressed for the sake of the department and the people being served, events in an
individuals private life are not the business of the manager.

Managers must always address the results of behavior and never attempt to infer
the causes of that behavior. As necessary, tell an individual, through whatever chan-
nel is used, about current behaviors or actions that appear to be causing problems.
Point out errors of judgment or improper actions and offer suggestions as to how
these can be corrected. Using the resources that are available, provide whatever help
is needed to take appropriate corrective action. Do not, under any circumstances,
probe for personal information, Managers must forever make it clear that they are
there to listen if or when a person wants to talk, but managers must not ask individ-
uals about problems that seem to lie outside of the working situation.

If employees volunteer information concerning personal problems, listen »:.m
be prepared to refer them elsewhere as necessary. Even if employees reveal their
v.SEQ:m and ask for advice, wise supervisors will not respond to such requests.
Even supervisors who are trained professionals working in a human service func
“ﬂwﬂnﬂmzﬂwﬂ_ﬂa to keep their mmsnn. to n.rm:».,_mm_ﬁm. Some of ..:E most troublesome

g :.ccwﬂw_.n_‘ nm_z make begin with, .=, I wereyou . .. i iy
Pl employees to an appropriate person or agency from woid u

fected toward an appropriate source of knowledgeable help. This will m

o..:.us mean referral o the employee health service or the organization’s wRPATe
assistance program (EAP).
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cesses. Although :ﬁﬂ
ployee problem i puni-
€ performance or behay.

- .wm s chapter reference is made to corrective pro
d:%mso: in which the action taken in response to an em
. mary purpose of the action is to correct employe,
ive, the P h discipline involves punishment or the perception of punishmen; i
lying pUrpose is to :B.nr o.a to correct problem behaviors, The root of H,R_”m
E.an-. v.:_ﬂ word disciple, which is a learner, pupil, or follower
nmw rection is always Eo primary .53:. of what is referred to as the corrective
Nevertheless, there is an unavoidable punitive dimension in most corrective
s Policies that are violated or rules that are broken result in warnings. Even
chwe may 3 cknowledge the punitive aspect of true disciplinary action in some
;6::%9 we must recognize that it is not applicable to all employee problems. It is

sta
i | to separate problems of performance from true behavior problems.

essentia

separate Issues of Performance and Behavior

Department managers will find it necessary to address different kinds of problems
presented by employees on the job. Some will involve behavior issues, while others
will involve issues of performance. These two kinds of problems must be addressed
using different approaches.

Performance problems are manifested in an employee’s failure to consistently
meet the expectations or requirements of a job and generally show up as difficulty
doing the work and producing the minimum level of quality or output required.
Behavior problems involve violations of policies or work rules; these are conduct
issues. Usually issues of conduct are unrelated to performance; they may have no
bearing on how an employee is performing on the job.

It is sometimes necessary to determine whether a particular employee can-
not perform as expected or will not perform as expected. The former requires the
employee’s immediate supervisor to address a performance problem; the latter may
require disciplinary action. These areas occasionally overlap when an individual’s
deliberate acts of recklessness, negligence, or carelessness cause performance to fall
below accepted standards. In other words, when an employee cannot perform, the
ssue consists of a performance problem. When an individual will not perform, then
the issue consists of a problem of conduct or behavior.

A thorough orientation to the organization is—or most certainly should be—a
"“Quirement for all employees. Workers are entitled to know what is expected
of them, whether related to performance or behavior. Concerning behavior, it is
essential that employees are informed of all applicable policies and work rules.
Mm_iﬁazw performance, it is equally essential that all employees be thoroughly
8__”.& and given every opportunity to learn their jobs. Such opportunities E—n__m_hn
first ”2: among all employees. Whether behavior or performance is involved, the
tiong smm of concern for a department manager to examine should be ”M_M ”MMMN
s mow__“ﬂ nsv_oﬁa.“ was this person fully knowledgeable of the eeﬂﬂ PR

ance? This is a critical question; all employees at every Ieve

chi . : i
‘ ef executiye officer to the newest entry-level laborer are entitled to know what is
pected of them,
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Addressing Performance Problems

1ot meet their expected performance levels 8550:; fal
Employees who do 1 oor-quality work, or simply do not follgy establig},
tput, produce p an: should take is ed
B e e step s:department IANRGEY shou 15 10 look for
procedures. jﬁ. ir ,Tro problem. The initial critical issue to address jg whethe
source (not the :Euuyo (AT E————" everything Rmmo:wVF r
the ,53&__% m%wh%mﬂwm:%%&. That is, the first place that SUpervisgrs h””_
sible to help this } avior:
review is their own HMNHMMWM”Q»_? those occurring early in a
vnlozwu”mﬂ w result of a weak or sketchy o:».:E:c.: to the
ment, are ofte: roblem, a department manager must mcm:w_<n_< an::@ the Problep,
vﬂaiuzﬂw work out, preferably with the participation of the employee, what
and procee ”,o correct the difficulty and a time frame for action.
must be %:Mo::%nn improvement process should proceed in the mozoi:m i)
Mzn M““ er observes a problem situation involving m,._cmB:ama Performance
L Eq :M Common issues include unacceptable quality of work, Poor service
5:H”~.=N=323~ productivity, complaints by customers or others receiving ger.
M_aRw. .8:6_2:: by visitors, or other _nww..ﬁrms-mnnnv.m_u_a results. The manager peyy
conducts an investigation to verify the existence and nature Om. the E.ov._nB..vE%E
managers ensure that their facts are correct vnmo:.w addressing the Situation wig,
an employee. A supervisor next meets E:.ESE with the mnoc_nq_ employee, The
purpose of the meeting is to anmsw wq—n_ discuss the vn._.nninm a_m,_n:_Q with the
employee and to elicit the employee’s views and perspectives,

The manager should next make every reasonable effort to secure the employ-
ee’s agreement concerning the nature of the problem and what should be done to
correct the unacceptable performance. Ideally, the two should agree on a brief writ.
ten description of what is wrong and what is needed for correction. The agreement
should include a timetable for correction, with both parties agreeing on a date by
which corrective action must be accomplished. Part of this agreement should spec-
ify whether interim checkpoints will be needed at which to review progress. Some
corrective processes may require a brief period, while others may require more
ached, the supervisor must follow up in
ne of the greatest shortcomings encoun-
al is a manager’s failure to provide timely

person’s employ.
job. To m%z&v.»

time. When the evaluation points are re
good faith, completely, and on time. O
tered with corrective
follow-up.

Al the end of the evaly
employee’s performance im
or deteriorated further, Th
employee to an acce
however, other step
in the case of Partial improvement or dismissal
tion standards,

How should man.

agers treat employees who modify their performance well
enough to get by the ¢ i

orrecti
mance some weeks oy

on period and then go back to substandard perfor-
months later?

processes in gener

ation period, the manager must decide whether the
proved as required, improved partly,

did not improve,
e desired result of an evaluation perio

- The documentation created the sec-
€ process should include wording to the effect that subsequent
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nnch._,nBv.zm.oq wvce.nmﬁ:awao_, Eovn_.«oa will be at rigy for

:

forma

P Al g

%aMﬂ.: 14 presents & model procedure for addresting the neeg for improve.
ot in performance:

me

HIBIT 14-1 Model Policy and Procedure: Performance
3

{mprovement process

ure is provided to establish clear dir
The *o__os\_:m_ MMMMM an employee’s substandard job pe
problerns nn“. dard performance is defined as 3 demonstrated Jack of acceptable
mcvwmu»:jm:nm‘ or chronically unsatisfactory results that Prevent an empioyee from
work nm or maintaining the job standard,
mam_s_ﬂ.@uﬁs dard is defined as the average or acceptable level of Output provided
Jo loyees In the same or similar position or classification, or the Standard leve| of
by mﬂ_mu%n:ma in advance by the department manager clearly identifying the Quality or
Mwu::Q G uiput expected

In the event that nonprobationary employees exhibit substandard performance of

b duties or fail to fulfill all the responsibilities of their positions, a department manager
_M.oc_a make a sincere and adequate effort to quide them

0 returning to an aCceptable

level of performance. The first steps in this process include the following

m Verify the job standard for accuracy and applicability and make any necessary
adjustments

8 Advise and guide employees to create a plan for their return to standard
performance and a time frame for doing so, documenting this effort using a

Counseling Form (Attachment A)

Guide and monitor employee efforts to attain standard performance

Remove obstacles to employee progress where possible

Inthe event an employee does not attain the job standard within the agreed-upon

time, department managers should next

B Complete a Work Improvemen

B Repeat the creation of a mu
referral to Employee Relatio
some documentation of an

ection for the resolution of
rformance

t Evaluation (Attachment B)
tually agreed upon plan of action,

this time including
ns or Employee Health,

if applicable (should there be

underlying difficulty or problem to warrant such a

referral)

Ifthe second effort is unsuccessful in returning the employee to standard
performance within the agreed-upon time:

R Complete 3 Performance Expectations form (Attachment Q), placing the employee
On notice of Probationary status and calling for dismissal on the grounds of
Substandard performance no later than 30 days following this final notice unless
standard performance is attained during that period
Note: Once an employ

and has 3

ee has been through the Performance Expectations stage
: 9ain achieved standard performance. that person's performance is expected
O remain, at standard or b

ok etter. Without Extenuating circumstances (e g, undergoing
o MQ V€ or rehabilitative Process under the Employee Assistance Program or the
am.ﬂ_ww_a Employee Health), reversion to substa

ndard performance will result in
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Policy and Procedure: Performance

EXHIBIT 141 Model
Improvement Process

Attachment A: Counseling Form
Performance Counseling

probationary Counseling

FJ.jﬂu« e .

Department

Job Title/Grade Job Date:

summary of Discussion

Action to Be Taken by Manager

Action 1o Be Taken by Employee:

Date of Follow-Up Meeting

Employee Signature Date
Date

Manager Signature

Attachment B: Work Improvement Evaluation

This document summarizes 3 work improvement discussion between manager

and employee. An initial effort to correct a documented performance problem was
unsuccessful, indicating the need for additional corrective action represented by the
numbered objectives that must be met to return the employee to an acceptable leve|

of performance

Description of Objective and the Agreed-Upon Criteria for

Achievement
1

2

3

Refe o Employee Relations or Employee Health as appropriate
Date of Next Review

Employee Signature Date

Manager Signature: Date:

Attachment C: Performance Expectations
Employee Name ID No..

Departrment Hire Date: ________ ______ ————

Job Title/Grade

Summary of

" __JobDate: _______ ———

ormance-Problem Discussion

ed on the following dates: ________________ ————
\

Follow-up was perfc

Continued subst

formance makes It necessary to place this employee :
t 10 dismissal during or after 30 days from the date of signind
o1y and lasting improvement is demonstrated by the employee

Employee Signature Date R =

— Date

“p

)QQE:S@ Beha:
vior Probjep,
S iany

E&mi:u Behavior Problemg

v s . "
“ ==N—.< >ﬂn—°=
e_mn_ﬁ rvisors d 7

jef reasont A e ki s S:.?:: problem em
Achie omfort with the traditional punitive discipline systems

1, 1990). This comment says a great deal aboyy v
chy away from disciplinary action even when it may be d
) system is designed, Bo.ﬂ. m_.:,v_oﬁmm_ supervisors,
of hoW iplinary systems as punitive. To repeat, the goal of

\ behavior. Few managers ever look forward to delive

no_.a,mrn mere thought of having to take disciplinary acti
nanagers: impending disciplinary action can make managers apprehensive. Some
T gers simply ignore situations, vo&vo:.:m action until events resolve ther.
88 (least likely) m_‘ the v_d.v_mgm can _u.n n_,.==n_< forgotten ( rarely occurs). Qth.-
S approd ch disciplinary action with hesitation, watering it down so much that it
w« comes _:nmonné.. L

Disciplinary action is similar to any other difficult task. Conscientious attention
o the process and proctice n<m:En.=< leads to a degree of familiarity. At that stage, a
manager can apply m_mn_w_iwi action rosnm:« and confidently when needed. Most
managers never become entirely noawmo:mv_m with the process. Given that disciplinary
action has the wo:w::.m_ to affect one’s employment or damage a career, a certain level
of discomfort or uneasiness with the process is healthy in that it heightens the super-
visor's awareness of the importance of the action to the employee. Phrased differently,
o manager who can freely dispense serious disciplinary action without Qva:nznim
qualms or doubts is ill suited for the responsibilities inherent in managing people.

ployee behavior i
many are required
hy supervisors fre-
eserved. Regardless
and managers perceive
9525»? action is to
ring disciplinary actiop,
on is unsettling to many

The Process of Progressive Discipline

The complete progressive disciplinary process consists of counseling, one or more
oral warnings, one or more written warnings, suspension with or without pay, and
termination. A considerable range of possible violations is subject to progressive
discipline. Not all infractions are subject to the entire range of progressive discipline.
Lesser violations—for example, absenteeism or chronic tardiness—may include
some but not all of the steps. With minor infractions, it may be advisable to repeat
astep if a significant time lapse has occurred between infractions. Some infractions
may involve only two steps. For example, sleeping on the job might call for a written
warning for the initial offense and termination for a second offense.

The initial step in many instances is informal counseling. Counseling is best
undertaken when a manager observes an employee headed for difficulty butis not yet
atthe point of requiring disciplinary action. An oral warning is the first formal step
in the progressive disciplinary process. Although it is delivered orally to an employee,
dsupervisor should create a written record and ask the affected employee (o review
and sign it so (hat evidence that this step was followed is available if needed. Many
Organizations have forms specifically designated for documenting oral warnings.
st The requirements for documentation and associated procedures can be con
yzm_ns_m. \_’E,o.:mr a record is created, in many .:;m_:n& this Rnc,__.,_. _::.an_“.p_.w .._”M
e P c.ﬁ...w personnel file unless the problem is repeated s ,__:,”., ok
sﬁaaw__?g. Documentation is essential to prove that an :_x._s_:. 10 ; “, e

ollowed, 1f disciplinary policy states that an oral warning is the firs
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warning was %Ewﬁﬁmﬂ“.u::i process, the affected employee is agkeq 0 revie

Atall &nmu M_Bu:pu:o: created. The manager should stress thay m,m—::m aos
and sign ;.M_ o«: dicate agreement with the action. Rather, signing simply un_Sosn_w
not :29.&”7« MB loyee has seen the document, has discussed the Problem 9
edges that the . Muw been provided with a copy. It is not unusual for gy, employee
the manager, n_w a warning or even to acknowledge its receipt. When an employee
to refuse to ﬂ_gmu warning, the supervisor simply notes that fact in the signagyre e
._Hn_.__wa_m pw m_M fused to sign,” and ensures that the document is dated. In difficult gjy.
ﬁMHMMW.MMm when a manager has reason to cnz.a<n that &mwm_,ntmE may escalate
and involve others, another manager should witness an employee

PO N i y later be =nﬁcmw~=.< to proy \
of response or a given —_.—».—.Dﬂ:O:. 1 Q —
f fi 1 m

s refusal o sign
and so note on the document. The second supervisor should also sign

the aonE:aE.

When Discipline Is Not Progressive

Disciplinary action cannot always be progressive. Some Em_,mnno:m. usually n_osnz
defined in policy manuals and employee rw:&voorm.. nw_._ for _.BBn&»ﬁ termina.
tion. These may move to immediate suspension v«:&:m investigation as Necessary,
Such transgressions ordinarily include fighting or physical assault, using illegal drugs
or alcohol on the job, carrying a weapon on the premises, theft, or threatening other
employees or managers. Immediate termination with no chance to change an indivig.-
ual’s behavior is hardly corrective. Experts note, however, that when an employee i
released for a serious infraction, the problem has been corrected by removing its cause.

EXHIBIT 14-2 presents a sample progressive discipline policy and procedure for

a healthcare organization, including the recommended treatment for different
infractions.

EXHIBIT14-2 Model Policy and Procedure: Progressive Discipline

This organization is committed to providing the best possible working conditions for
all employees. Rules of conduct have been established to assist the organization and its
employees in achieving organizational goals as well as providing a safe and productive
work environment. All employees are expected to observe all rules of conduct and to
follow the instructions provided by their immediate supervisor. Supervisors and managers
are responsible for applying the rules to all employees in a fair and consistent manner
When an employee appears to have violated a rule, the immediate supervisor
should address the specific problem through the pro

gressive discipline process.
A Stepsin Progressive Discipline

1. Counseling

Before informal or formal disciplinary action is taken, the employee's
supervisor has the responsibility to counsel the employee to correct the
undesirable behavior, Use the Counseling Form (Exhibit 14-1, Attachment

A), which is retained in departmental files until t
employment, at which tim

2. Onal Warning
a

he employee terminates
e the form is forwarded to human resources (HR)

An informal disciplinar

employee repeatedly
'espond to counselin,

y conference may be scheduled when an
displays undesirable behavior and does not
9 The conference should be summarized on
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the Record of Oral Warning (Attachment A), which is retained in the
department :a_:m@m. S M._mm :
ther disciplinary action is necessary for the same

b ﬂmwa of Oral Warning should be forwarded to :camdmw“om”w%ﬂ w_”m

inclusion in the employee’s personnel file
itten Warning
3. E::m counseling and oral warnings fail to correct employee behavior, 3

a written warning should be generated. The employees will be 53.58
that the Record of Oral Warning and the Written <<m3_:a will be
included in their personnel file and they will perhaps be Ineligible for
transfer for some period of time. Repetition of the offense wi lead to
more serious disciplinary action such as suspension without pay or
termination of employment.

b. Anemployee whose inappropriate behavior has n

by counseling, oral warning, or written warning w

Employee Relations for further counseling or to

Employee Assistance for evaluation and referrals
4 Suspension Without Pay

a Atemporary termination of work at the will of the employer may be
initiated if an employee fails to respond to the foregoing steps. Time off
may be waived at the discretion of the manager if staffing needs require
the employee’s presence. However, waiver of time off does not lessen
the severity of the disciplinary action.

b. Atthe discretion of the manager, indefinite Suspension pending
investigation may be utilized to provide time and athorough
opportunity to investigate an alleged violation that has the potential to
result in termination

5. Discharge

Ot been correcteq
ill be referred to
mployee Health or
if appropriate

Termination of employment for violation of Organizational rules may apply

after repeated counseling, warnings, referrals, and suspensions or after initial
commission of specific severe violations.
6. General

The organization reserves the right to amend these rules

manager has the right to initiate the progressive disciplinary process at any

step, depending on the severity of the offense. Al violations leading to potential

suspension without pay or discharge must be reviewed with human resources.
B Violations and Severity

as necessary. Each

Carelessness: Careless acts that could result in personal injury to patients,
employees, or visitors, or damage to property.

a.  First violation: Written warning
b Second violation: Up to 5-da
C. Third violation: Discharge
2 Insubordination; An em

y suspension without pay

ployee’s refusal to comply with a reasonable and safe
work instruction as required by an immediate supervisor

a. First violation: Up to 5-day suspension without pay, and referral to
Employee Relations

. b Second violation: Discharge
Absenteeism Excessiv

e absenteeism is the frequent use of sick time that in
the Judgment of the department manager adversely affects the operation
of the amvngmsr reqularly occurs before or after scheduled days off,
Weekends, holidays, or scheduled vacations, or that results in sick time
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EXHIBIT 142 Model Policy and Procedure: Progressive Discipline

Previous Actions Taken:

Date Action Taken
Suspended for days from above date, Report back on

Time off waived by manager for the following reason (waiver does not lessen the

—_—

severity of the action)
Date

Date

Employee Signature
Manager Signature
This is a final warning. Failure to respond appropriately may result in discharge

Attachment D: Notice of Discharge or Dismissal

Employee Name ID No.
Department Hire Date
Job Title/Grade: Job Date

You are being terminated from employment for the following reasons

Previous Actions Taken
Date Action Taken
___ (Check here to indicate that the employee desires an exit interview to discuss
benefits. If the employee declines this opportunity, then continuation of benefits
information will be mailed to the employee’s home address

Date

Date:

Employee Signature
Manager Signature

» Employee Absenteeism

Some degree of absenteeism is accepted as a fact of organizational life. People
become legitimately ill or experience family emergencies and other urgent matters
that sometimes keep them away from work. As many department managers have
discovered, however, the line between acceptable and unacceptable levels of absen-
teeism is extremely fine and difficult to recognize.

Some department managers appear to pay little or no attention to employee
absenteeism. Such attitudes set the standard for a department. Managers who seem
to ignore absenteeism usually wonder why their absenteeism rates are higher than
normal for their organization.

Absenteeism costs money. While someone may be receiving paid time off for
being away from work, a job that must be covered incurs the direct cost of a tempo-
rary replacement or staff overtime. For nonessential positions, a replacement may
not be needed for an absence of 1 or 2 days. However, a department will experience
lost productivity as a result of the absence.

Experience with traditional sick-time benefit programs has suggested that an
organization’s sick-time benefit often generates its own usage. Consider the experi-
ence of two healthcare organizations in the same community. One provided a ben-
efit of 12 sick days per year, and the other provided 5 days per year. In the facility
where employees received 12 sick days per year, the average usage per employee Was
approximately 7 days per year. In the facility where employees received 5 sick days

mSEowm;?ngas 24
9

i the average :mmmﬂ uﬁ. MEH.“,_@M« was slightly more thyp, 4 da
_KJa jon with the higner rate ok sic. “time consumption gjg not
orgd" ithy employees than .A__a the other facility,

he: iences with sick time have encouraged ap |

. ations 0 reduce their absolute sick-time benefit and n:
ca%_n“ sther vn_.moam_ time in a vaa.:am.oiv,_,ov bank
: houses Jittle or no time off for illness has the fime _a,_.

¢ such a policy encourages ill people to come to
her workers: Both m._%m in ,.Em argument have merit
artment managers conscientious attention 1o gl
controlling employee absences. Some empl
ik time if they see that their manager pays no ap
et the lack of attention as approving their con
rit; such behavior by the manager is in fac
¢ controlling NUMMHMM_MH ._Ho a department, a superyisor cannot clearly
cmember everyones a » SO accurate attendance records are required.
nm%:ﬁ managers do not rely on other departments to maintain their attendan,
M&-&. By personally Eo:.:o_‘_:m attendance, they stay in closer touch with Euﬁ“
employees: They check in .2:: employees after EQ..EE.: from any absence, evena
single day: A simple question or statement, such as “Feel better today?” or “Good to
have you back.” tells employees that their supervisors are aware of their attendance
Attentive supervisors watch for patterns of absences, Patterns are amon :z.
more reliable signs of sick-time abuse. Common examples of sick-time abuse :.nm_:n_n
holiday stretching: being absent the day before or the day after a scheduled holiday,
Weekend stretching involves being absent on a Friday or Monday. Employees Rs.m.
1o be “sick” on Monday more than on any other day of the week.

Counsel any employee who appears to be getting close to a level of absences that
cn trigger disciplinary action. For example, if the policy says that five instances of
unexcused absence in a 12-month period call for the start of disciplinary action, meet
with an individual who has been absent four times in 8 months, explain the policy,
and point out the consequences of the next unexcused absence. Effective mc_uoz_mow
do not wait until disciplinary action is required before speaking up. They do not
avoid taking disciplinary action for absenteeism when it is deserved. Finally, they are
not punitive, A progressive system allows more than ample room for improvement.
Asupervisor’s intent should be to help employees improve and succeed.

Y5 per year The
necessari ly have

Creasing numpe, of
cw_vsm 1t with vacy.
Under these plans, 3
for other yges, Critics
work and Potentially

€nteeism js 4 significant
Oyees will be inclined 1,
€0lon to their absences,
duct. In truth, (hj inter-
tapproval by defay]y

Employee Assistance Programs

AnEAP sends a message to employees that their employer cares about them beyond the
usual demands of the organization. An EAP provides information, assessments, advice,
and referrals for employees who are experiencing personal problems that can affect them
asindividuals and as producers of goods or services. Employees who take advantage of
an EAP will receive a confidential assessment that is ordinarily followed by a referral to
inappropriate source for professional help.

Itis common practice to use an external assessment and referral agency rather
than have organizational employees—for example, someone in HR—perform this
task. This helps to preserve employee confidentiality and allows employees to build
level of confidence in the EAP. For obvious reasons, many employees are more
tkly 0 share personal issues with someone outside of their organization than vith
another employee,
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Improvements realized 53:@.—_ 583@2_5: by an mlu ordinarily requir
ime. There is often a temptation to look for ,,,_62.8_‘& IMprovement, tath e
rm benefits for both an employee and the organization. Quick e ~.2
the kinds of problems addressed through an EAP are unlikely. The EAp :2:3% :
addresses difficult issues such as mcemﬁsnw abuse Ewcmm or alcohol), marita] o asv.ﬁ
ily problems, financial troubles, compulsive muBZEm. and other addictiong M
EAPs ordinarily provide two o three .Q.”E:wa__.:_W sessions to determine ap Ppropri.
ate referral path. After these initial visits, an individuals health insurance OF Other
rogram takes over.
%w:m%“%ﬁ”ﬁ: enter an EAP through mn_ﬂ.~mmn~nm_. meaning that they voly.
tarily approach the EAP themselves. Alternatively, employees can be referreq by
a supervisor, a manager, or by an employee health office. If an individya]y prob.
lem has the potential to negatively wa.nQ .vs.mo_,:_m:nm or presents a danger o risk
to people or property, then the organization can Bm:&.:.m referral to the EAP ang
require completion of a subsequent program as a nos.a_:o: of continued employ.
ment. An example of a potentially dangerous problem is alcohol abuse that Tequires
rehabilitation. Managers and supervisors do not need to know details of o problem
However, when a problem affects the performance or safety of other patients, <E
tors, or employees, it becomes a manager’s business.

An EAP usually costs an organization a set, nominal amount of money per
employee or full-time equivalent (FTE) per year. Often the cost of an EAP for an
entire year is less than the costs associated with replacing one or two employees,
Most HR experts agree that an EAP is cost effective. To serve its intended purpose
completely, an EAP requires support from senior and executive managers, adequate
funding, an efficient and confidential assessment and referral process, record keep-
ing that ensures confidentiality, and educating employees and managers about the
EAP program and how to access it.

An EAP can relieve department managers of difficult problems involving ordi-
narily good employees who encounter personal difficulties. An EAP can effectively
assist a person for whom termination would be the alternative. Department manag-
ers usually agree that there is far more satisfaction in helping to salvage one or more
employees who might otherwise fail than there is in firing any of them.

some t
than long-te

Discharge Versus Dismissal

Itis helpful to distinguish between the two most common kinds of involuntary sepa-
ration. These are dismissal and discharge. Dismissal is related to performance, while
discharge is related to conduct or behavior.

Dismissal is the appropriate path for an employee who must be released because
of performance problems. This will apply to newer employees who are unable to
gain sufficient control of their jobs to pass the probationary period. Dismissal may
also be appropriate for employees who experience performance problems and do
not respond to corrective processes. Dismissal should be the final resort following
all reasonable efforts to improve performance.

A dismissal is the equivalent of a layoff; it is a separation that does not involve
fault. Human resource experts often refer to this as no-fault separation. A no-fault
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ly that a person did not fjt i :
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ation: 4 :
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T Cause,
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B:.W?__ organization’s progressive disciplinary process have been , w_ ”__: all
s ¢ offending behavior. Employees who are nwﬂ:&m&wwo”n and
Cause

correct th
an outside agency

make

o the

ineligible for unemployment compensation, However,
rmines eligibility for unemployment compensation

fn _a___.:m_: Caveat

should ever be summarily discharged, fired on th i
No aa%umﬁwgn of any given infraction does not negate this E_nn.m.mﬂw”,. _M_,R._ 5
anger 1 to the most blatant of offenses that are punishable by immediate %a e
._mn:o_»% the offender on indefinite suspension or administratiy,
jsto P tion and discharge. This provides a cooling-off period fo

jestigd - : )
“_____m it w_ds%m time for a fair and thorough investigation if needed.

charge
e leave pending
r all concerned,

y Partnership with Human Resources

Disciplinary action is one area in which department managers and human resources
(HR) personnel frequently collide. Such controversy, however, can be minimized by
having clearly stated policies governing who is responsible for each part of the pro-
cess. A significant number of organizations require managers to coordinate all dis-
cplinary actions with HR. This is a reasonable requirement. Human resources can
help to ensure that the elements of a progressive discipline program are consistently
applied and to confirm that all legal requirements are observed.

Human resources should be allowed to serve as a central monitor for disci-
plinary actions, initially rendering an opinion as to whether a proposed action is
appropriate to the situation. Another important aspect of the HR role in discharge
is to ensure that all of the proper steps called for in the policy have been fairly
applied.

b Prevention When Possible

Active prevention is important in reducing the need for disciplinary actions and

Keeping them to a minimum. Two important keys to prevention are information

and education,

ble w_m certain that all new employees are familiar with the work rules and applica-

__:wﬂ icies, all of which should be identified in the employee handbook. These may

ﬁ_o“ ¢en covered during the organization's general new-employee orientation, but

”MHWE:a so. It certainly will not hurt to go over them a second time.

signg s .Snr new employee goes through the 2%_3.2, handbook and

and turns in the handbook receipt as required. Employees will rarely read an
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ndbook if they are determined not to do so. However, 4 signe
wo:&c:i for knowing the contents to employees, _.nnas
Managers should R:o&n&_x review rules .Ea policies with the entire
This can be conveniently __Rcan__.mr& by covering One or (W0 items g . Staff
ular staff meeting. Personnel policies should be vﬂ.oaﬁ&? revised anq =MM.~~£.
Publication of a revision presents a mo.oﬁ_ ov_uo::_.:Q for a reviey, [f the ry), i
policies are kept fresh in employees’ minds, they SJ__ be less likely to ignore z_m g
Preventive employee relations has the noﬁ::& to avoid &«Qv::»é ma“.s.
Successful supervisors remain alert to signs or signals that indicate the POssibi]j 2e
employee problems. They talk to their employees i:»:. they sense Problemg Mw of
problems are far more difficult to manage :.E: are avoided issues, Ua
Managers who remain visible and available to employees can help to -
the need for disciplinary actions. When a department manager is Hieaeiy 52:
issues that might otherwise escalate into behavioral problems can be i %Es.n : any
addressed. The presence of a manager tends to have a stabilizing effect one sﬂsm
group. A supervisor who stays in touch with employees and maintaing solid o:ﬁw
one relationships with them helps to prevent disciplinary problems, 3

employee ha
shifts the res|

Elements of Effective Corrective Action
Knowledge

Supervisors must be thoroughly familiar with their organization’s policies anq work
rules. Thorough familiarity means that they do not have to look in a book whenever
questions or problems arise.

Likewise, they must be completely familiar with the progressive disciplinary
process and know the contacts in HR with whom to coordinate &mn.v::»Q actions,
To keep their knowledge current, they take advantage of training in these processes
whenever it is offered within the organization.

Timing

Effective supervisors do not delay deserved criticism or disciplinary action any lon-
ger than is necessary. Delay only weakens the impact of actions taken and lessens
their importance. Immediate actions are more likely to be effective.

Consistency

Managers must strive for consistent treatment of employees. Work rules and policies
must be applied consistently regardless of who is involved in a particular problem or
infraction. This can be difficult to accomplish in situations involving people with
other personal issues or involving friends. Consider the situation of two employees:
one has long-standing health problems, and the other routinely abuses sick time, but
they must be treated equally if they are chronically absent.

Intimidation

Effective supervisors do not allow themselves to be influenced by employees who ty
Lo outsmart or intimidate them. The job market and the attendant scarcity of certail

8_— Conclusion
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es can cause intimidation. Supervisors must react tq

0 it being 5::320_.3 issues such as scarcity of e

. ise W No matter how specialized or valuable they may thin

i ar e indisp ensable. s::: applies to one myst apply to all,

%n_sawu (ion canno maintain a mcrza standard of employee cong,

aca»___u.» f consistency, which is arguably the most important
ger's handling of corrective processes,

Problems a4
ployees with
k they are, no
A department
uct. This agajn
single factor jp,

of employ®

) pocument, Document

: waﬁ%_o ners can .3_»8 to the mo_mos_am situation, A department manager
' HR p repared to discharge a particular employee. The HR representative
ame ringing indictment of the employee. The individua] is never cooperative
heard M« artment’s WOrst performer, has the worst attendance record of Eas:o_
is the %_m artment, is frequently insubordinate, and is constantly making trouble
in e.nra employees. The employee has once again caused a problem. The angry
for 0 r demands, “T want this person discharged, now” The HR person begins to
samwwe. the manager’s request by pulling the employee’s personnel file and going
con wgh it tem by item. The HR representative finds no warnings, no discussions
wﬁ: performance or behavior mm.mzmw and no record of disciplinary actions. The file
contains middle-of-the-pack m.m:m@QoQ performance appraisals covering several
year. The discussion of &%i:.ﬁ .mo~ behavioral issues is over at this point. Without
upporting documentation of similar past difficulties, those past problems simply

Most H

do not exist. ) .
There are lessons in the foregoing story. Instances in which an employee

deserves some form of reprimand or formal disciplinary action must not be
ignored. Every instance of reprimand or disciplinary action must be properly
documented and submitted for inclusion in an employee’s personnel file. If an
employee’s file contains nothing about a particular problem, then for all practical
purposes, it never happened. Finally, less-than-honest performance appraisals are
never appropriate; when the record appears to support the employee, it can be used
to challenge almost any disciplinary action. Documentation is critical for every dis-
ciplinary action.

Supervisors should never attempt or proceed with a personnel action without
ensuring the existence of the appropriate documentation. Managers must always
remain aware that any employee-related document generated can be made public
should an employee become involved in a legal proceeding against the organization.

» Conclusion

Problems related to employees are inevitable in any organization. No employee is
{mmune to experiencing personal difficulties. Supervisors must respond to behav-
“_S. and personal opinions or predispositions must be set aside. The rules, proce-
U1¢s, and penalties for noncompliance must be clearly explained to all employees.
_nsm.ﬂwﬂvq imary n.vEmn:Sw of disciplinary actions is correction. vm_.a._,su:na v:.&.
€10 meeting the expectations or requirements of a job and difficulty doing
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the wark and producing the minimum level of quality or output required g

ior problems involve violations of policies or work rules. In other words, , rn_zF
employee is unable to perform, the issue involves a performance problem ,s“:nz e
individual will not perform, the issue involves a behavior problem. - When qp

Performance and behavior problems should both be addressed in a pr,
sive manner using a protocol that has been approved in advance, The mmaom:u.
each type of issue differ. Discipline should be progressive. All actions _mrvm for
any supervisor or manager must be documented. EAPs provide confidentj _.a: by
workers. alty for

Separating employees is occasionally required in most Organizations, py;
missal is a no-fault separation. Dismissed employees are usually eligible for :.: is-
ployment benefits. Discharge is separation for cause, and discharged nSEomS.
are usually not eligible for unemployment compensation. Eligibility for uney ﬁa
ment compensation is ultimately determined by an external agency. Al| maw m_‘w.
tions require documentation. Discharges must never occur _.Sn.na::m_x 2 :P
one, regardless of circumstances, should ever be discharged in anger. m:wvnsao:,“
can be immediate for actions in unusual and well-defined situations, Discharges
should occur only after allowing time for anger to dissipate and thorough investj-
gations to be made.

Preventive measures can help to avoid some disciplinary actions. .;o_.o_._wr
and ongoing education is important for prevention to occur. Supervisor availability
has the potential to open lines of communication. Documentation is an absolute
requirement for any employee action involving human resources. The importance
of documentation cannot be overstated.

£ CASE STUDY: Resolution

ng 1o the opening case study, Penny Jerome's damaging error relates to

Retu
generalizing. When delivering criticism, do not generalize “Always”is a dangerous
assertion to make, in the sense of being absolute, two of the most dangerous words
in the language are always and never, because rarely is either state provable. Penny
was doing fine while talking about the specific problem Molly had with Dr. Benson
When she generalized, she greatly reduced the chances of engaging in meaningful

unication

19 an employee or delivering disciplinary action, a supervisor must
sm must include a constructive element. It must indicate or

If Penny pursues the matter, she must try to have a joint meeting with Molly and
Dr Benson Having all concerned parties tagether is the only realistic way to resolve this
kind of issue. If Penny shutties between the parties, she is likely to accomplish littie or
9
Penny should have already learned that when interacting with Molly, she must be
and detailed at all times. Furthermore, Penny must always be prepared
ng or logic of any criticism directed at Molly. Finally, Penny must
iat her documentation concerning Molly is both correct and

not

clear, spec
1o explai
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HTON CUSTOMER SERVICE

Aspects Related to Managers and

‘_.Q_u_mam
e includes both external (members of the general public) and internal

mploye es) individuals. Troubled employees present an uncommon
onal € ustormer service because they can affect both external and

with nmao:m_ problems are often distracted, and they frequently exhibit
or. This translates to rudeness toward customers, patients, clients,
seeking services from the organization. Such behavior reduces

jity that the individuals being served will return in the future. Over time,
bility tion, and goodwill are likely to be lost
s ao:aﬁ :mcc_ma employees usually treat their coworkers to the same

c_m:mzma onnmnac_m behavior. Over time, colleagues come to resent such
gectum ommz_wm,: how to avoid the irritating persons. At best, this can result in service
geatment 2" 3l customers. At worst, it can disrupt internal operations
%mﬁoﬁmxﬁm-H have an obligation to promote good customer service. This means

All manager the people whom they supervise. Being vigilant in this situation
getting to r:w%\: adequate training and making referrals to EAPs as appropriate Any
includes prov _a”:m nt owner will agree that the negative impact of a single dissatisfied
ensma_ ,_M”a than offsets the positive impacts of 20 people who enjoyed their meals.
m%ﬁw“%ma also apply to organizations that provide services related to health

Vogiied fom Segal, ). A (1990). Did the Marquis de Sade design your discipline program? R Magazine, 35(9), 90-95

(uestions for Review and Discussion

Comment on the claim that “like it or not, people problems are the legitimate

terrain of a first-line manager.” Why is this often true?

Why do experts strongly recommend that regardless of the apparent severity

of an infraction, no employee should be summarily discharged but rather be

placed on indefinite suspension pending an investigation?

3. Why do we stress that an employee’s personal problems are no business of
the manager? Under what conditions and to what extent can a department
manager be concerned with any facet of an employee’s personal problems?

4 We repeatedly stress that the primary purpose of disciplinary action is cor-

rection of behavior. If this is so, why have we delineated specific behavioral

problems that call for loss of employment upon a single occurrence?

Explain why corrective action should be taken as soon as possible and prac-

tical following an infraction.

6. Why do experts strongly recommend that performance problems be consid-
ered separately from conduct or behavior problems?

7 Whyis it necessary to have a completely documented history leading up to

an employee’s involuntary termination? With what must this documented

EmﬂoQ agree?

Why is a department manager’s timely follow-up so important in the perfor-

Mance improvement process?

L
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After Studying this chapter, readers will pe able to:

B Reco ni ' i

. nde?séiéTi;TVTSS,Z”JEQZEZEZZ”SL?E,?T“p'°yee i g gy P
e C absenteeism and tardiness can reduce

u R?C?gnvze and address potentially troublesome issyes concerning employee
Privacy and conﬂdentiality.

®  Respond 1o legal orders such as subpoenas, summonses, and warrants,

u Understang the organization's policies and legal posture concerning searches of
employees'desks and lockers,

8 Know the rules governing access to employee personnel records and health records,

o Understang the actual ang perceived hazards of personal relationships in the workplace.

®  Know the cayses and possible means of preventing violence in the warkplace

- Appreciate da power and value of employee participation and involvement in
avoiding potential problems.

[

Understand the use of counseling for preventing certain Circumsrafnce:hﬂorgecome
becomirng genuine problems and for resolving small problems before ey
large problems.

> Chapter Summary

e ey e t———

i In terms of time, cost, and
is before it occurs. ! o
' dress a problem s ; i roblems in their earli-
:ge l::i;::ronne t(:'(?lflem pr e‘l:emion—ﬁndmg S(?lunc:;ts z(f)freftive. Many contempo-
eSthta s or) Evoiding problems a]wget}.)er_l:nls confidentiality that have been
fary wor kplacge problems concern issues of privacy
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O CASE STUDY: A Good Employee,

Except for—

o1 Alice Ross faced a situation that left her feeling uneasy about the action
. o 1o take In discussing the matter with fellow supervisor Ed Wilson, she
no idea what to do about Jane Lawson I just don't recall ever

Supernvis:
she might hav
began by saying. | have
facing one like this before”
£d asked, “What's the problem?”
pidly used up all of her sick time, and most of

absenteeism. Jane has ra
cen taken immediately before or after scheduled days off*

her sick days have b
what's unusual about that? Unfortunately, we have any number of people who
oir sick time as fast as it accrues. And most get sick on very convenient days |

Excessive

.....J;(st_?_m
the apparent sick time abuse has all been within the recent few months. She's used up
her whole sick time bank in 6 months, and most recently she was out for 3 days without
even calling In

£d said, “You can terminate her for that”
“ know,"said Alice
“Especially when you take her other absences into account. Have you warned her
about them?”

After a brief hesitation, Alice said, "No, not in writing. Just once, face to face”

“Is there any record of it? Any form she had to sign?”
 really hated to make her sign a form. I know | should have taken

“No/" said Alice.
some kind of action by now, but | can't seem to make myself do it”

“Why not?*

‘Because she’s always been such a good employee She's always been pleasant,
always done what she’s told, and always done quality work. She’s still that way, when
she's here. She's also a friend. | guess what f'm hung up on Is, um, how do | discipline
someone who's usually a good employee and do it in a way that doesn't destroy any of

what's good about her?*
d said, "‘Good performer or not, you should be going by the policy book That's all

Zm:»ccomﬂ.
How has Alice's fallure to take action as troubles emerge or do anything about the

signs of impending problems hampered her ability to take effective action now? What

has Alice actually done by allowing matters to proceed as far along as they have? What

impact will their friendship have on the situation?

addressed in legislation. Sexual harassment, workplace violence, and personal relation-
ships create problems for managers at all organizational levels. Many difficulties can be

avoided through employee participation and involvement in programs that raise aware-
ness of these issues. Astute managers offer some counseling to their employees or refer

them for other assistance when indications of problems begin to emerge.

b Prevention when ?,umﬁ_m .

The best time to address a problem is before it becomes a problem. Managers can”
not accurately anticipate difficulties in specific forms or at particular times, but by

Pri
Yacy and the \§§=o Times
2!

QI APIENRIEEER of behavioral Patterns apq
an ¢ S an _am_.
Je, a manager can catch many acty,| ning how to <
it ample illustrates the va] orwould-pe problems 0 5pot signs
An ex % i ue of Prevention i , pro 1n their early stages
onst ’ a
s Const w_‘ a v.ﬂ Icy 8:83:& m?nznﬁ that %25255. approach (o absen
disciplinary am:.oﬂm >P . loyee has five Instances of @ SUpervisor must siapy
5 €.
s 12-m L o e nigd learns that 4 Particua Xcused absence within
absent for the four th time in 8 months. The supery;, h " employee has just peep
o1 . » —-
problem but prepare to begin disciplinary actiop 4 500
occurs, or hold 2 conference to warn the employee aboyt
plinary action. € possibility of
Why simply ignore the issue now? Why et ;
1t o furth
of action EM: can:haealuio prevent more Serious conse, Mnm if there js a course
The supervisor &.S:E Eww the employee aside gng m%am_m M ces in the futyre?
before formal action 1* indicated. Prevention shoyjq be pract ,, € recent absences
sible. In addition t9 e _m.&. stressful for both superyjsor E&:& whenever pos.
tion improves Bon.»_m .3 showing that the manager cares enough employee, preyen-
employees and their circumstances and behavior. to pay attention to
Employee tardiness and absenteeism deserve 5 department ;
attention. If employees see their manager Paying attention to ghe manager’s visible
some will be deterred from abusing the rules. Conscientious SMn problem areas,
management can help minimize or avoid many problems common-sense

develo

teei

» Employee Privacy and Confidentiality

Issues of employee privacy and confidentiality are pervasive in contem, y

nizations. This is especially true in health care. Human resource vacg e
familiar with the debate between employee privacy on one hand w:n H_o:n_h are
know on the other hand. In other terms, the conflict frequently amounts am :M ~ Mc
ual rights versus business needs. The rights of individuals to privacy and 8:.%; 7
ality have been a growing concern in contemporary American society, iy

» Privacy and the Changing Times

;Q,m isan increasingly strong belief in society concerning the right of an individual
to privacy. There is also increasing apprehension about how the government might
use information it gathers about individuals. This stems from a number of concerns.
Many observers feel that agencies are intruding more deeply into peoples” lives as
M_m.m%msani enacts new legislation and increases demands for information.
LM_M_MMMM are %\En_w perceived as mxm..d.m_.zm their legal right to review computers
e Hn on::Em:G and to monitor E%Eﬁ conversations as they strive to
i o_E the people SQ employ. Advancing N.Sm expanding computer tech-
R % :Na:m the collection, storage, and retrieval of personal information.
itk er | L ,NQ.E. the government has been responding to a perceived need
: any individuals and their movements.

85.:“”% mBEov&.& are becoming increasingly aware of zﬂ: rights, EQ are
et pect .Sn_n privacy to be protected. At the same time, organizations

g an increasing amount of information from people when making
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decisions about hiring, promotions, benefits, and security. When individug]s seek
employment, work organizations want information about past and present employ.
ers and often additional information. Depending on the requirements of particy.
lar job, the application process may involve detailed security screening. Employees
continue to grow more sensitive to the issue of privacy rights, and they percejye that
organizations are delving continually deeper into their personal lives.

Many individuals believe that organizations collecting data about them agk for

more personal information than is legitimately needed. Petrocelli (1981) offers 5
classic definition of the right to privacy: “It is the right to be free from the Unwar.
ranted appropriation of one’s personality, the publicizing of one’s private affairs with
which the public has no legitimate concern, or the wrongful intrusion i one’s
private activities, in such a manner as to outrage or cause suffering, shame or humi.
iation to a person of ordinary sensibilities” (112).

Consider the rights of privacy and drug testing. Individual rights are cop.
tinually giving way to perceived needs for drug testing, especially for people in
occupations having responsibility for public health and safety. Consider AIDS
and testing for the presence of HIV. This represents a constant collision of indj.
vidual rights with the need to have information about people seeking treatment
and employees’ coworkers. Concern about HIV was largely responsible for the
adoption of universal precautions under which all bodily fluids are regarded as
potentially hazardous.

Many organizations once routinely used polygraph (lie detector) tests to screen
potential employees and randomly test existing employees. Adverse reactions to that
practice led to passage of the Employee Polygraph Protection Act of 1988.

Most controversies that arise concerning employee information and organiza-
tional management involve business needs versus employee expectations of privacy.

Privacy in the Computer Age

Many of today’s privacy issues arise from the ever-expanding use of electronic means
of creating, capturing, storing, and transmitting information. Means of protecting
data in electronic form (statistics, records of all kinds, correspondence, and infor-
mation of essentially every conceivable kind) and providing security and ensuring
privacy have steadily improved. However, the techniques of hackers and data thieves
have likewise continually advanced, so unwanted intrusions into our programs and
files continue to present problems.

We hear much in the news about major data breaches that occur from time to
time involving the exposure of massive amounts of personal information, much of it
of a financial nature (credit card numbers, bank account numbers, and such). What
we do not hear about are the multitude of smaller breaches affecting the records of
individuals or specific organizations.

Data breaches, even major breaches, are readily accomplished in very little
time; it has been claimed that more than 90% of data breaches are accomplished in
minutes or even seconds by data thieves who know what they are doing. And one
highly unsettling estimate suggests that as many as 7% of data breaches exist undis-
covered for a year or longer.

It has been established that at the level of the working manager, looking at
individual computer use and an organization's business systems, more than 60% of
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oyees have %ﬁ_eu& stronger voices in the workplace, and govern
sponded 0 those voices. Large amounts of persong] information were

as Ie %&Rm on job applications and in employment interviews, Curtailment

n_.%m commenced M:g antidiscrimination laws began to limit the kinds

1 employers could request,

&E@..Bﬂ%ﬂ?&m Civil Rights Act of 1964 was the first major law to have 3 signif-

Tie ing on individual privacy. The next major attack on this 1ssue resulted in
jcant ca“_m_:_ o Privacy Act of 1974. Officially applying only to agencies of the federal
passage ent (but often regarded as a model for other employers), this legislation
%ﬁa.__“ﬂa an agency may obtain and retain only information relevant and necessary
stated o its official purposes. Furthermore, it requires that as

b complish its P | ’ tireq much essential
.san: ation 2 mom&Em be obtained directly from individual rather than from sec-
5%&. sources. The law ensures record confidentiality, guarantees employees the
on ¢ to examine their personnel files, and requires that no information be disclosed
=.w%55 the consent of affected employees.
wil In addition to providing a :.mm?_ guideline for most employers, the Privacy Act
has served as model for the privacy laws of many states. In the majority of states,
privacy Jaws allow employees to know that a personnel file is maintained and to
examine it when desired. Most state statutes permit employees to enter information
in their files to clarify whatever they may consider to be inaccurate.

The Polygraph Protection Act of 1988 proclaimed the practice of routinely
administering lie detector tests to be an invasion of privacy. The act prohibited

use of lie detectors in most screening situations, stated that employees cannot
the ployt
be randomly tested during their terms of employment, permitted polygraph use if
there is a reasonable suspicion of involvement in workplace incidents resulting in
economic loss or injury to an organization, and exempted government employers
from the provisions of the law. The Polygraph Protection Act does allow testing of
selected employees in positions of responsibility for significant dollar value, includ-
ingarmored car employees, employees of alarm and security-guard firms, and cur-

ploy ty-g
reat or prospective employees of firms handling controlled substances.

The Fair Credit Reporting Act limited the extent to which an organization can
delve into the personal finances of an individual. This legislation regulates the con-
%& of consumer reporting agencies and users of consumer credit reports, prevents
unjust damage from inaccurate or arbitrary information in credit reports, and keeps
employers from receiving reports about employees, with the exception of specifi-
ally defined lated e

¢d purposes related to work.

uwﬂm_ n—:ﬁ_

Legal Orders

It 4

SM a _.n_»:é_w common practice for agencies to serve subpoenas, summonses,

= Hé_._swa to employees in the workplace. While many such orders are served at
Ployees” homes, officers frequently attempt to serve them at job sites because no
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one can be found at an employee’s last known home address. If they enter via admin
istration, they will probably be referred to human resources (HR). In either admip.
istration or HR, they will frequently ask for directions to the employee’s departmen
Although the practice may vary, many organizations prefer to have HR arrange ::.
such an order to be served in private and avoid unnecessary embarrassment to g,
employee.

Managers who become aware of an attempt to serve a legal order onan employee
in the department should send the serving officer to HR. Human resources wi||
arrange for the order to be served in private or, in some instances, be permitted to
accept it on behalf of the individual. The latter possibility is usually restricted to an
employee being summoned as a witness in a legal proceeding.

Any external request for information about an employee should be referred to
HR. Occasionally, human resources will receive a legal order calling for employee
information required in legal proceedings. With the exception of responding to legal
orders, HR should not release any information to outside persons or parties without
first securing a signed release from the affected employee.

Employee Searches

It is sometimes necessary to conduct searches of areas within a facility such as desks
and lockers that legitimately contain the personal property of employees. Organi-
zations should have a published policy governing such searches. The organization
should publicize the policy so employees know searches can occur and the basis
for the surveys, specifically whether they are to occur at random or for reasonable
cause or both. Steps should be taken to ensure that the search policy is justified and
that there are good reasons for random searches. All search policies must be applied
evenly and consistently to eliminate any perception of discrimination. No employ-
ees should be exempt from a search. Employee consent should be requested before
a search. While it may not be legally required, consent can often avoid charges that
might arise after the fact. Every search should be conducted discreetly and with
respect for individual persons and property.

Access to Employee Information

Employee confidentiality always involves questions of access to information. Once
information is collected, who is entitled to see it? Although arguments can be made
about the need to know, legitimate needs can usually be determined by answering
the question: What will be the result if this information is not made available?

Employees have a legally protected right to examine their personnel files
and add clarifications they believe are necessary. Organizations ordinarily have
policies governing employee access to records, usually including a requirement
that files may not leave the HR department. Most such policies require that files
must be reviewed in the presence of an HR employee to ensure that no material
is removed. ;

Employee personnel files may be made available to managers who are nczwa,nw
ing particular persons for transfers. The need to know in such an instance is legiti-
mate requirement to review the employment history of persons being considered for
a position in a manager’s own department.
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nizations should have a written policy governing the release of infor-
ning both employees and others, such as patients for whom they pro
lthough department managers often maintain files concerning their
it should be generally known that this practice 15 followed. Simi-
should be kept for all employees, with no exceptions. Supervisors
n secret files on selected individuals.
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nizations formerly kept records related to Workers’ Compensation, dis-
Many oqmm the like in employees™ personnel files. Because they relate to employee
ability, an hysical condition, these documents and records are now considered to
health oF _mnwno_.n_m and are subject to stricter rules of accessibility. Employee health
be Bn&nun now customarily filed separately from personnel information, often in
e w_.om,_nm such as the employee health service. They are commonly retained
wmw.v”nw:”v_oﬁn health office and are subject to the same rules of access that govern

patient records in a physician’s office.

» Personal Relationships

Some organizations have rules governing personal relationships, particularly those
ofa romantic nature. The likelihood of such rules increases as the size of an organi-
zation increases. It is not uncommon to have a prohibition against employees being
involved with each other or being involved with employees of direct competitors.
Generally, however, employers can do nothing regarding the conduct of employees
off of the job. They typically do nothing as long as there is no adverse effect on job
performance or on the organization’s reputation. Employees should be encouraged
o disclose the existence of romantic relationships involving coworkers voluntarily
to their supervisors. Organizations often require employees to disclose the exis-

tence of personal or romantic relationships with individuals employed by direct
competitors.

There are legitimate concerns about the appearance of favoritism and an
increased likelihood of sexual harassment claims and employee unrest when roman-
tic relationships exist between management and nonmanagement employees. Such
relationships may create conflicts between an employees right to privacy and the
gias sations legal responsibility to prevent sexual harassment. An organization is
Particularly vulnerable when a member of management is ivolved. Courts have
held organizations liable for sexual harassment by a manager even if senior manag-
€65 did not know about the specific relationship. As many organizations have dis-
Lo, relationships that begin as consensual can go sour and lead to charges of
sexual harassment,

Ewawﬁ» : Y Organizations have policies that prohibit having one spouse under the
*ion of the other, or even placing both spouses in the same an._vw::_n:— or
w”“_% :w.x P n:osmn has shown that harmful perceptions often »hﬁn. in ”_._n MMMHW
_5522.8% Prohibitions are ignored. Little or no 5»38?.2.»” be u“h_. =.u_m._n<%~.5=W
arise, .~.o.~rnn~=mn mrn possibility of discriminatory behavior is present, p
€ Perceiver, perception is reality.
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A rule against having spouses ina Evn:oTEvc&SNZ relationship wij o, dic
narily hold up under scrutiny, but _Bd_:vzim %o:w.mm. :.d the same departmen may
be n:»:a:n&. Generally, a no-spouse E_.n will prevail _.‘. it nn:,ro shown that the rule
is designed to avoid aggregation of family anvna. is applied evenly and consls.
tently, and results in no adverse impact on either gender. However, inconsistent "
c:?m: enforcement of this and similar rules can result in discrimination charges
Overall, all rules concerned with personal relationships are especially vulnerable &
challenge under privacy and antidiscrimination laws.

» Sexual Harassment

The risk of sexual harassment charges was mentioned in association with personal
relationships on the job. In reality, this risk extends far beyond the boundaries of
failed consensual personal relationships.

Under Title VII of the Civil Rights Act of 1964, sexual harassment is a form of
sex discrimination. Many kinds of actions can result in charges of discrimination
against employers; sexual harassment relates to just one particular area of trouble-
some behavior. However, sexual harassment has for some time been one of the two
most frequently charged forms of discrimination for employers in the United States,
(The other is discrimination based on age.)

The increasing number of cases and increasingly large monetary settlements
involved make sexual harassment a concern of every employer. Thus, it becomes
important for every department manager. Without exception, all employees of any
organization must understand sexual harassment and know about organizational
policies relative to it.

We hardly need to point out that in recent times, sexual harassment and sex-
ually related interpersonal conduct have been showcased prominently in the news,
especially as more and more individuals have felt encouraged to claim past trans-
gressions they had previously been hesitant to reveal. This surge in complaints
some lime ago reached a stage at which careers have been damaged or destroyed
by allegations of past sexual conduct. The lesson in this for managers in health-
care organizations is to take all such complaints seriously but do not automatically
accept them as truth. Investigate every such allegation following the organization’s

policy for doing so. Surely there is some truth in most allegations of such conduct,
but investigation is always essential. In the eyes of the law, we still remain innocent
until proven guilty.

Sexual Harassment Defined

Sexual harassment consists of unwelcome sexual advances, demands or requests for
sexual favors, or other conduct of a sexual nature. It is harassment if acceptance of
or submission to such conduct is either explicitly or implicitly a term or condition of
employment, if acceptance or rejection of such conduct is used as a basis for mak-
ing employment-related decisions, or if the conduct can be viewed as unreasonably
_En.q fering with work performance or creating an offensive or intimidating work
environment. The latter condition is often referred to as a hostile environment.
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arassment can be as direct and blatant a5 offe
positions. Alternatively, it can be a5 ind
ers or calendars, or allowing sexually related humor to b
ties who find it of] ?:a.ﬁ. Both extremes and any behaviors _sovnn?.cun}sa
exual harassment. A list of concrete examples, specific instances of vnn con-
pe interpreted as sexual harassment, could easily fill several pages ehavior
o all of the possibilities. A particular mode of behayior might pag ; without
covering time but not at another ti 511 constitute sex.
rassment at one im e time. For example, it js ordinaril
ual r.n d sexual harassment for an individual to ask o coworker f; o
e ked declines and the other T ora date. If the
n who is aske party repeatedly makes the same ,
perso ay then be construed as sexual harassment. Often, determining wheth G,
E_mmﬁo“ conduct is or is not considered sexual harassment rests ywith how M__.."San
H_MH i va:ﬂ«?&. Much behavior that is judged to be sexual harassment is mnznwy.
unwelcome, unwanted, and repeated. i

All organizations mro.ci have v.o__n_mm that prohibit sexual harassment and also
%2585 prohibit Rs_%mww: mm»_:.mn ms_.v“o:n noav_ms_:.m.% such harassment,
Department managers and all supervisors AV the _”o%ea_!__.q to know the sex-
ual harassment and antiretaliation policies in sufficient detail. They must be able
o train employees in the contents of the policy and the procedures for reporting
sexual harassment. Human resources should include a briefing on sexual harass-
ment in the new-employee orientation. Organizations should also have printed
guidelines in their employee handbooks and their personnel policy manuals. These
documents are often available on an organizational website. All employees should be
offered copies of the sexual harassment policy or otherwise have direct access to this
information. It is essential that all employees know the process for reporting sexual
harassment and be aware of the processes by which any charges of such behavior
are investigated. Most organizations require a complaining employee to report any
issues relating to sexual harassment to the immediate supervisor. Alternative proce-
dures usually allow employees to make harassment complaints directly to HR or to
another point in the organization should an employee’s immediate supervisor be the
subject of the complaint.

It is difficult to say whether sexual harassment is declining overall or continu-
ing at its previous levels. It is clear, however, that since the passage of antidiscrimi-
nation legislation, sexual harassment has become more visible because people who
once had no recourse to such behavior now have legal channels through which
they may lodge complaints. Sexual harassment has long been prevalent in business
and industry, but before 1964 there was little its victims could do about it. In other
words, before the emergence of legal channels through which to complain, sexual
harassment was entirely “underground,” and for the most part it was shrugged off
or %:vo::n? ignored. Surely anyone who has been in any portion of the American
mixed-gender workforce for a few years can attest to the continuing presence of
significant sexual harassment.

Sexual harassment remains a major concern throughout business and indus-
try. It must remain a key concern of every manager in every onmws_,ﬁ:o:” me.Eu_
harassment cannot be condoned or tolerated. Every manager should maintain a
MMM.E_Q.»:R policy toward sexual harassment; to do otherwise m.m *“c _2:@” M”:w_”wn
_EEMM»: to the possibility of huge financial penalties and some of the mos 8

¥ an organization can experience.

ensive touching or making
irect as exhibiting sexually
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) so_m__%
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/y_o_nsmn _r the workplace is often the result of stress. It frequently occurs srsﬂ&.
viduals become stressed to an unbearable level. When stress becomes ==cn~BZn
some people become ill, some chr aof.? E.a .man walk away from the &E»:c:.
However, some become violent. Violence is m._::_p_, to other forms of humgy behay.
{or in that it is action in response to a condition, need, or .%:::a.

Every organizational change that .m:na nkﬁnnszosm held by em
tetibl fertile t erritory for anger. Over ::.K. chronic anger can lead to &S,:mwra d
productivity, reduced quality, increased fatigue, burnout, depression, anq Violence
In 2002, the Federal Bureau of _=<2:mn:o_.g reported that on average 12,5 i
1000 employees are the victims of violence in the 20_.5_29‘

A department manager’s best approach to workplace violence involyes aware.
ness and prevention, but this advice introduces the manager to another potentia|
source of trouble: there is no consistent profile to describe persons who commit
violent acts in the workplace. Individuals who perpetrate workplace violence

ployees

n<nJ.

ma
be experiencing family problems; have a history of abuse; have problems zoBBEM
from substance abuse involving alcohol or drugs; have a history of violence; have an

aggressive personality; experience mental conditions such as depression, paranoia,
or schizophrenia; or have a poor self-image or low self-esteem.

According to the Occupational Safety and Health Administration (OSHA),
workplace violence consists of any act or threat of physical violence, harass.
ment, intimidation, or other threatening disruptive behavior that occurs at the work
site. It ranges from threats and verbal abuse to physical assaults and even homicide
(Lebron, 2018). And the most dangerous setting in which to work is health care,
Although employees in health care account for about 12.2% of the working popu-
lation, nearly 75% of all workplace assaults occur in a healthcare setting (Lebron,
2018). Experience has shown certain healthcare personnel, specifically nurses and
nurse aides, to be at greatest risk when employed in emergency departments, psychi-
atric settings, and dementia units.

There are no all-inclusive reasons why people commit violent acts. Reasons
driving workplace violence include the inability to cope with unbearable levels of
stress; drug reactions; problems involving job, money, or family; reaction to the loss
of employment; reaction to the loss of a relationship; frustration with long waits or
with what may be perceived as rude or indifferent treatment; confusion or fear; and
perceived violations of privacy.

Managers, psychologists, and criminal justice professionals cannot with unfail-
ing accuracy identify persons who may resort to violence. However, there are steps
that can be taken to prevent violence. Treat everyone, including employees, patients,
visitors, and customers, with respect and consideration. Keep all objects that could
be used as weapons stored out of easy access. Employees should remain beyond
the reach of patients and visitors in tense situations and take all threats seriously,

immediately reporting them through proper channels. All managers must know the
organization’s security procedures, alarms, and warning codes and unhesitatingly
initiate these when an apparent threat arises.

Employees and managers should be extra alert to the possibility of violence if
& person appears under the influence of alcohol or drugs, appears to have been in
a fight, is brought into a facility by law enforcement, or is already being restrained.

Employee Participation and Involyemeny
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» Employee Participation and Involvement

True employee participation has the potential to influence behavior positively and
avoid potential problems. Participative management is not a program with a begin-
ning and an end; rather, it is a continuing relationship between a manager and the
employee group. It requires management commitment. Individual managers must
be willing to allow employees to participate in decisions. Employees must know
that managers genuinely want their input and that it is valued. Involving employees
requires that management listen to them. Managers should be both visible and
available. Walking around and visiting with employees at their workstations is
valuable. The more employees feel that managers are interested in what they do
and in their thoughts, the more they will feel respected, challenged, and construc-
tively utilized.

A few employees prefer to simply do just as they are told, put in their hours,
and go home. The majority of employees, however, usually prefer to be challenged.
They have the potential to become engaged in their jobs. Many people are capable of
managing their own work if they are provided with a supportive environment and
given the opportunity to perform. Effective managers remember that nobody knows
the inner detailed workings of a job better than the person who does it every day.

This is the source of knowledge that a manager should try to access through honest
Participation.

~ The primary factor in employee involvement is supportive managerial behav-
lor. Managers must be able to empower their employees. They will not necessarily
always get to make the decisions or develop the solutions, but employees must :.:mnv
stand how they can influence processes and whom they will help decide. Decisions
that relate 1o

ndividual jobs are usually best made by the people who perform the
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jobs. The more levels of management separating a decision maker from the per
affected by the decision, the greater the chances the outcome will be unfavoralje on
Effective employee involvement requires a gradual transition ag mutug] :..5
develops between managers and n:—w_ovdev. and each becomes more willing :”
help the other succeed. An oﬁ».:ﬁ:o:.oa %E.:_dn_: that can achieye effective
employee participation will usually experience a significant increase in Productjy;
and a noticeable decrease in employee problems. Interested, stimulated, ang nr“m
lenged employees constitute the best possible means of preventing problems,

» Counseling

Counseling is appropriate for addressing problems and potential problems their
early stages to keep them from becoming larger problems. Sometimes counseling
is informal guidance and work-related advice provided by a supervisor., Overal),
counseling may be employed to identify problems in their early stages and attempt
to resolve them before they become overwhelming. Counseling can be used (o
strengthen weaknesses in employee performance and provide ongoing guidance.
Counseling may enable a manager to recommend developmental activities for an
employee or improve communication between supervisor and employee.

Supervisors should try to counsel employees when problems appear to be

developing rather than letting them continue to grow until some form of cor-
rective action is required. A need for counseling may be signaled by a noticeable
decline in an individual’s performance or a person’s failure to continue meeting
job standards. A decline in performance, especially in an employee who has per-
formed well for an extended period, often indicates the presence of a personal
problem. A counseling session can afford employees the opportunity to talk. This
provides a manager the opportunity to make an appropriate referral. Employees
should not be allowed to continue on a path toward disciplinary action when a
friendly one-to-one counseling session may be able to head off further trouble.
Changes in individuals relative to their jobs are often indicators that counseling
may be appropriate. Changes in interpersonal relationships are another indicator
of potential trouble. Complaints about an employee from other people, especially
those involving alleged rude or inappropriate behavior, are often indicative of per-
sonal problems.

Discussing a need for counseling with a subordinate is not easy for every man-
ager. Managers should remember that they are primarily conduits to trained profes-
sionals, Effective counseling requires training. However, managers can provide basic
advice and guidance to their employees. A first rule is to understand the boundaries.
Supervisory counseling encompasses coaching on job-related topics or on behavior
relative to policies or work rules. Counseling must never become _vn_.mo:m_l.rm. is,
it should never involve intrusions into private lives.

Many common obstacles to counseling success may be overcome. Practice and
experience should overcome uneasiness and a lack of experience. Lack of time can
be addressed by making appointments and clearing a calendar for 30-60 minutes 3t
a time. Friendships are more difficult. Counseling friends is not much easier than
disciplining friends, so many managers tend to avoid both activities. Counseling &
person with more seniority than the counselor is often awkward. If awkwardness at

gy
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not overcome with practice, it will likely not disappear
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known Ma_%zm disciplinary action, delaying coun
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ﬂwna:ﬁ managers are m_.n: for employee defensiveness and do
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ns. Effective counselorg stick to
S appreciated by all concerpeq
seling until a later time dilutes

not argue with

. So h g as direct criticism
5m=i= immediately become defensive. Should this occur, hear an employee out
M” 4 avoid contradicting the person. Successful counselors are as positive as possi-

ble. Counseling may indeed contain m_wanss of criticism, but a positive direction
10 a discussion is &23@ rm:vm:_.. ma.mnﬁ._é nop._s.mn_oa listen, really listen. When an
employee i speaking, they provide their undivided attention and focus on what is
really being said.

At all times, department managers must remember that their primary goal
should be focusing on the results of behavior, not on the supposed causes. In talking
with subordinates, managers should never attempt to infer the cause of behavior and
should not attempt to look for it. Focusing on the results of behavior and correcting
inappropriate behavior help managers to avoid entering an employee’s personal life.

Wise managers document each counseling session briefly and informally, mak-
ing note of employee name, date, and nature of the discussion. The aim of such
informal and personal notes is to capture the essence of the discussion objectively
and using anecdotes. These notes are not considered permanent records but should
be retained for 1-2 years in the event the problem recurs. These personal notes
should be destroyed if the problem has not recurred within 2 years.

» Conclusion

Many employee-related problems can be prevented by timely and appropriate inter-
ventions. Employee confidentiality and privacy must be respected and protected;
federal legislation has reinforced this need.

Personal relationships involving colleagues or supervisors present significant
problems. Most organizations have established policies to address such situations in
aneffort to protect all concerned. Sexual harassment is one of the most serious prob-
lems facing workers in contemporary organizations. All employees must understand
and follow organizational policies and procedures that address sexual harassment.
»Nh“o”o_m..msnn for such activities is the only defensible position an organization can

pt.
Violence has become more common in the workplace. All employees must be
5_5_“ o edin how to respond to threats of violence because violence is wcmmmv_n any-
0 any type of facility or organization. Employee involvement can facilitate

and j i .
oqn__. "MProve organizational operations. Supervisors should be able to prov ide advice
'Mited counselip

instr

g to their employees.




