Corrective Action Planning 

The objective of corrective action is to improve performance deficiencies and/or to deal with violations of policies and work rules. Corrective action should be used to improve an employee’s conduct or performance and not to “punish” the employee. Proper corrective action is used to develop and maintain long-term, successful employees through coaching and ensuring that expectations are clearly communicated.

Corrective action may include any of a variety of actions depending on the circumstances and severity of the situation. Generally, corrective action is a progressive process with increases in consequences. However, the progressive process is not guaranteed - supervisors have the flexibility to determine level of corrective action based on unique facts and circumstances. Supervisors should consult with HR when engaging in a corrective action process.

When Engaging in a Corrective Action Process

· Have and show positive intent
· Avoid lecturing
· Be curious
· Be clear
· Be consistent
· Be timely

What Level of Corrective Action is Appropriate?

To determine what level of corrective action is appropriate, supervisors should examine:

· Similar situations and similarly situated employees
· Overall record of employee
· Employee’s length of service
· Employee’s response to issue
· Risk of future misconduct 
· Legal risks
· Impact on other employees
· Precedence
· Mitigating factors

Questions to Ask Early in the Corrective Action Process

Additionally, supervisors should consider the following questions early on when an employee is not performing satisfactorily:

· Does the employee clearly understand their job duties and responsibilities?
· Does the employee clearly understand behavioral expectations?
· Does the employee clearly understand organization and departmental policies and procedures?


· Does the employee have the skills and knowledge necessary to meet the competencies required for their position?
· Have the employee’s job-related concerns been considered (if such concerns have been expressed to you)?
· If the answer to any of the questions above is “no,” work with the employee to clear up any confusion.

Timeliness of the Corrective Action 

There is no specific timeline for corrective action. However, there is the general expectation that supervisors administer corrective action as soon as possible after the conduct and/or problem occurs. 

Corrective Action Steps 

Corrective action may include any one or any combination of the steps listed below. Employers should have language in their policies that explain employees are not guaranteed any specific level of corrective action as it varies based on specific circumstances. Additionally, an organization may add additional levels of corrective action such as a second written notice before a final. 

Here is an example of such language: “The below options do not represent a process in which one step always follows another. Some acts, particularly those that are intentional or serious, may warrant more severe action on the first or subsequent offense, up to and including termination.  Management has the flexibility to determine the level of discipline based on unique facts and circumstances.” 

1. Verbal Coaching 
· Considered an informal warning and is the first step of the corrective action process.  
· If verbal coaching, the employee’s job is not on the line and there are not necessarily consequences attached.
· Verbal coaching should be documented in a supervisor's file or log for future recollection if the coaching does not produce the desired result.

2. Written Warning
· This is considered a formal warning, and it is placed in the employee’s personnel file.
· Each warning should include:
· Identification and explanation of the problem - provide specific examples
· Dates of prior discussions and/or warnings 
· Statement of company policies
· Statement of company expectations
· Summary of corrective action to be taken
· Consequences of failure to improve 
· Obtain the employee’s signature on every warning.  If employee refuses to sign, write “Refused to Sign” on employee signature line.



3. Final Written Warning
· This is considered a formal warning and is placed in the employee’s file.
· The final warning should include:
· Identification and explanation of the problem - provide specific examples
· Dates of prior discussions and/or warnings 
· Statement of Company Policy 
· Statement of expectations
· Summary of Corrective Action to Be Taken
· Consequences of failure to improve performance 
· Obtain a signature on the warning.  If employee refuses to sign, write “Refused to Sign” on employee signature line.

Meeting with the Employee

Your conversation with the employee about their conduct or performance should cover the following points:

1. Identify and Define the Problem
a. Describe the behavior by focusing on the situation, issue, or behavior, not on the person, and use specific examples.
b. For example:
· “Chris, I want to connect with you about your telephone professionalism.  Three customers have complained about how you have spoken to them.  They’ve described their experience as unhelpful, unprofessional, and frustrating.  The dates of these complaints are 11/15/XX, 3/23/XX, and 9/13/XX.”

2. Explain the Impact
a. First, ask the employee to discuss the impact.
b. Next, identify as many points of impact as possible:
· Productivity
· Efficiency
· Quality
· Service
· Morale
c. Examples:
· “Chris, have you ever had a bad customer service experience when you’ve called in for help to someplace?  What impact did that have on you?”
· “What type of impact do you think these types of complaints have on our customers and team?”
· “Chris, when there are repeated customer complaints about someone in our work group it causes concern, because one of our goals is to have a high-performance team. Problems with quality impact everyone on the team and the whole company.  If customers aren’t treated well, we won’t get the collection or profit results we’re looking for. Can you understand this concern? I want to see you succeed, and I’m concerned that this type of conduct will get in your way.”



3. Analyze the Reasons
a. Ask for the employee’s explanation first
b. Try to get to the root of the problem
c. Be curious; Ask questions; don’t make assumptions
d. Examples:
· “Chris, help me understand what’s going on.  The more we can both understand why this is happening the better we can work together and help you improve in this area.”  

4. Define the Expected Standard
a. Work with the employee to develop an improvement plan.  
b. Clearly define performance standards by stating specifically what the level of performance should be.  
c. Do not assume the employee already knows what is expected.
d. Example:
· “Chris, the standard for our department is less than 2% customer complaints and to resolve customer concerns on the first call 95% of the time.”

5. Explore and Agree on Solutions
a. Encourage the employee to come up with their own suggestions first.  Keep in mind, conduct and policy violations may be more straight forward than problems with performance such as quality of work.
b. Have improvement ideas in mind before you meet with the employee, and build off what the employee suggests (as appropriate).
c. Get specific agreements; don’t agree to vague responses like “I’ll try harder.”
d. Examples:
· “Chris, you are excellent at getting lots of work done and helping team members learn procedures.  If you are interested in possibly being considered for some other type of job in the future, you’ll need to have top-notch phone technique.”
· “Chris, what ideas do you have to help improve your performance in this area, and what assistance can I offer?”

6. Write a Plan for Improvement or Corrective Action Notice 
a. The document should spell out the following points:
· Statement of the problem (specific examples)
· Statement of the expectations 
· Identify previous conversations and documentation
· Expected performance or standard
· Summary of corrective action
· Consequences – both positive and negative
b. The document should also have: 
· Room for employee comments 
· Dates and signatures


a. 
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Sample Corrective Action Policy


The Company has high performance expectations, and the Company will take corrective action measures when necessary to improve performance deficiencies or to deal with violations of policies and work rules.  The purpose of corrective action is to develop and maintain long-term, successful employees through coaching and ensuring that expectations are clearly communicated.  Corrective action should both correct the situation and avoid repetition.

Corrective action may include any of a variety of actions depending on the circumstances and severity of the particular situation.  Management reserves the discretion to consider all options and whatever action it feels appropriate to the situation.

Corrective action may be taken at the discretion of management and, while we cannot compile an exhaustive list, may include any one or any combination of the following:

· Verbal coaching which may be confirmed in writing by the supervisor and placed in the employee’s personnel file.
· Written warning, placed in the employee’s file.
· Final written warning, placed in the employee’s file.
· Termination, documented in the employee’s file.
· Suspension may be used to remove an employee from Company premises during an investigation, or as a corrective action. Suspensions may be paid or unpaid as deemed appropriate.

The above options do not represent a process in which one step always follows another.  Some acts, particularly those that are intentional or serious, may warrant more severe action on the first or subsequent offense, up to and including termination.  When determining appropriate corrective action, management may consider the seriousness of the offense, the employee’s intent and motivation to change the performance, the context in which the offense took place and the overall employment history. It is within management’s sole discretion to determine the appropriate action. 

Employees will be asked to sign all corrective action documentation acknowledging receipt of the documents. 












Sample Corrective Action Notice

Employee: _____________________________	Date: ____________________

Department: ____________________________ 

Steps:
						Date of Occurrence _____________________
 Written Warning				Time _______________ AM ____ PM ____
 Second Warning
 Dismissal 
 Other: _______________________________

1. Statement of the problem: (violation of rules, standards, practices or unsatisfactory performance.) 



2. Prior discussion or warnings on this subject: (oral, written, dates.) 



3. Statement of company policy on this subject: 



4. Statement of expectations:



5. Summary of corrective action to be taken: (Include dates for improvement and plans for follow-up.) 



6. Consequences of failure to improve performance or corrective behavior: 



Employee comments: 



My signature does not necessarily mean that I agree with this notice but that I acknowledge I have been spoken with about it and have been given a copy for my records.

	Employee Signature:
	
	  Date:
	

	
	
	
	

	Supervisor Signature:
	
	  Date:
	




Distribution: One copy to Employee, one copy to Supervisor and original copy to Human Resources to go in Personnel File.
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