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Disclaimer 

For training purposes only, does not create rights for union employees. 

 
Wayne State University Policies and Federal/State/Local Legislation 

In the event text within this document appears to be in conflict with WSU Polices & Procedures; Collective 
Bargaining Agreements; or Federal, State, or Local Legislation, the legal document ALWAYS takes precedence 
over this user guide. 

  



Non-Academic Discipline & Termination Guide 

  Supervising @ Wayne State 

 

CONTENTS  
Introduction .................................................................................................................................................. 1 

Purpose ......................................................................................................................................................... 1 

At-Will Employment ....................................................................................................................................... 3 

Overview of Federal Laws & Definitions ......................................................................................................... 5 

Performance vs. Behavior/Conduct ................................................................................................................ 7 

Examples of Work Performance Problems ................................................................................................... 7 

Troubleshooting Performance vs. Behavior/Conduct Next Steps .............................................................. 10 

Performance and Workplace Expectations Memo ..................................................................................... 11 

Probationary, Provisional and Qualifying Period Performance Review Guide and Review Form .................. 15 

Non-Academic Performance Evaluation Processes .................................................................................... 25 

Key University Policies .............................................................................................................................. 27 

Documenting Coaching Discussions ............................................................................................................ 41 

When to Document Checklist .................................................................................................................. 44 

Discussion & Documentation Templates .................................................................................................. 45 

Troubleshooting Performance Gaps ...................................................................................................... 48 

Performance Expectations/Observation Gaps ....................................................................................... 49 

Informal Coaching Documentation Template ....................................................................................... 50 

Documentation Storage Options .............................................................................................................. 54 

Preparing for Progressive Discipline Conversations ....................................................................................... 57 

Tips for Handling Crucial Conversations ................................................................................................... 60 

Framework for Crucial Conversations ....................................................................................................... 63 

Crucial Conversation Discussion Planner & Sample Script ......................................................................... 64 

Sidestepping Crucial Conversation Sidetracks ........................................................................................... 66 

Guidelines for Conducting Investigations ................................................................................................. 69 

Non-Represented, Non-Academic Employee ................................................................................................ 73 

Corrective Action Elements .......................................................................................................................... 73 

Verbal Warning Memo Sample 1.............................................................................................................. 77 

Verbal Warning Memo Sample 2.............................................................................................................. 78 

Written Warning Memo Sample 1 ............................................................................................................ 79 

Written Warning Memo Sample 2 ............................................................................................................ 80 

Performance Improvement Plan Template ................................................................................................ 81 

Represented, Non-Academic Employees ...................................................................................................... 83 



Non-Academic Discipline & Termination Guide 

 
  

 

Use of Employee Assistance as Part of an Improvement Plan ......................................................................... 85 

Terminations ................................................................................................................................................ 87 

Tips for Delivering Difficult News ............................................................................................................. 92 

Voluntary Employee Termination Off-Boarding Process ............................................................................ 93 

Separation Checklist ................................................................................................................................. 95 

Separation Checklist Verification Form ...................................................................................................... 98 

Exit Interview Questionnaire ..................................................................................................................... 99 

Knowledge Transfer Questionnaire ......................................................................................................... 102 

Employee Off-Boarding Checklist ........................................................................................................... 103 

Accelerate e-Resources for Discipline & Termination ................................................................................... 107 



Non-Academic Discipline & Termination Guide 

 1 Supervising @ Wayne State 
 

Non-Academic Discipline & Termination Guide 

DISCIPLINE & TERMINATION BEST PRACTICES WITH TOOLS, TEMPLATES AND JOB AIDS 

 
Introduction 
This guide shares an overview of key concepts and best practices associated with corrective action and 
termination. It emphasizes a proactive approach to resolving concerns about employee performance and/or 
conduct and facilitating the separation process.  

While an overview of WSU procedure is shared, it is critical that supervisors work directly with their HR 
Consultant (for non-represented staff) and/or Labor Relations (for represented, non-academic staff) prior to 
beginning discipline or termination. This guide is not a substitute for the necessary advice provided by these 
partners. 

 
Purpose 
Discipline and/or termination is never an easy thing to do, but with the proper guidance, the situation can be 
much more manageable.  This guide is designed to support WSU Supervisors, Managers and Directors as part 
of the Discipline & Termination course and will prepare participants to: 

• Define the general steps of progressive discipline or performance improvement at WSU 

• Distinguish between employee performance and behavioral/conduct concerns and understand how 
each could potentially impact next steps 

• Properly document employee conversations 

• Prepare for and hold challenging employee conversations  

• Respond appropriately to the typical emotional responses that may arise in a discipline or termination 
meeting 

• Classify the different types of terminations under each category:  Voluntary vs Involuntary 

• Identify key factors to consider to ensure a legally-compliant, fair, and dignified termination meeting 

• List important follow up items that need to be handled and by whom as part of the separation 
process at WSU 

• Know the do’s and don’ts for acting in accordance with contract, policy, procedure and law on 
discipline and separation at WSU and proactively leverage University partners and resources, such as 
the Employee Assistance Program 
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Additional Resources  

Resource Portal 

Provides key WSU links and referrals for procedures, contracts and policies. To 
access it: 

1. Open Blackboard at http://blackboard.wayne.edu using your 
AccessID and password. 

2. Refer to “My Organizations Plus” in the top right corner. 

3. Click on “Resource Portal”. 

 

 

Accelerate 

Offers a robust catalog of eResources to support supervisors, managers and 
directors - including eCourses, job aids, books and simulations. Click here for a list 
of recommended discipline and termination resources. 

 

 

For WSU-specific discipline or termination support, contact your HR Consultant (HRC) for non-represented, 
non-academic staff or Labor Relations for represented, non-academic staff. 

  

http://blackboard.wayne.edu/
https://blackboard.wayne.edu/bbcswebdav/users/ar0696/Manager%27s%20Resource%20Portal/Additional_Resources/New_Hire_Accelerate_Recommended_Resources.pdf
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At-Will Employment 
 
Non-Academic, Non-Represented 

Employment-at-will is a legal doctrine (not an actual law) that states 
that an employment relationship may be terminated by the employer 
or the employee at any time and for any or no reason as long as the 
reason is not discriminatory or retaliatory.  Wayne State University 
(WSU) is an at-will employer.  Employees who are not members of a 
collective bargaining unit or are not under contract to WSU are 
considered to 

In an at-will workplace, a decision to coach an employee toward 
improved performance or conduct is essentially a decision not to 
terminate at that time.  If the employee does not improve during the 
coaching process, the decision to discipline is a decision not to 
terminate at that time.  Neither one of these decisions supersedes the 
at-will doctrine. 

On the face of it, at-will employment looks rather easy, you just 
terminate the non-represented employee for no reason—you certainly 
do not need documentation to prove no reason. 

So why then does it take so much effort at WSU to terminate the non-
represented employee?  Terminating the employee for no reason is not 
the problem—proving you did not do it for discriminatory or 
retaliatory reasons is. 
 
When a Termination Is Challenged 
 
Non-Represented Employees 

In the event a termination is challenged by a non-represented 
employee, to prove you acted based upon fair criteria or “at-will”, you 
may be required to prove you DID NOT terminate the employee for 
discriminatory or retaliatory reasons.   

So the question is: How will you prove you did not discriminate or 
retaliate against the employee? By producing consistent, accurate 
documentation of every step you have taken throughout the process.   

Your consistent, accurate documentation does not begin with the first 
step of progressive discipline - it begins with your decision to coach 
the employee to improve his or her performance rather than terminate 
him/her “at-will”. 

 

 

 

Working with  
Non-Academic,  

Non-Represented 
Staff? 

 

Reference the Non-Rep 
Manual: 
 

Section 1, Employment 
Practices for a listing of 
positions covered under this 
manual 
 

1.3 Policy Regarding 
Employment Relationships 

 

 

http://policies.wayne.edu/non-rep/index.php
http://policies.wayne.edu/non-rep/index.php
http://policies.wayne.edu/non-rep/1-3-employment-relationships.php
http://policies.wayne.edu/non-rep/1-3-employment-relationships.php
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Represented Employees 

Represented employees are not impacted by the at-will doctrine.  However, the notes above regarding 
documentation of poor performance remain applicable for represented employees. 

This does not apply during a represented employee’s probationary period (as defined within his/her 
collective bargaining agreement). 
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Overview of Federal Laws & Definitions 
When seeking an interpretation of the At-Will Doctrine or an 
understanding of how the federal and state laws apply to your 
employment situation, consult with your HR Consultant or contact the 
Office of Equal Opportunity (OEO) or Office of General Counsel (OGC) 
directly. 

This is an important foundation to ensuring coaching, discipline & 
termination conversations and documentation adequately represent 
the non-discriminatory reasons for any employment decisions. 

See attached for OEO’s Laws and Definitions and Frequently Asked 
Questions. 

  

 

Office of Equal 
Opportunity 

 

Contact WSU’s Office of 
Equal Opportunity (OEO) 
(313) 577-2280 for assistance 
with University Non-
Discrimination and Affirmative 
Action and Compliance with 
Federal and State Equal 
Opportunity Laws 

 

Contact the Office of 
General Counsel  (313) 577-
2268 for assistance with Legal 
Advice to Foster Sound 
Decision-Making in All Areas 
Affecting Employment 
Decisions and Legal Counsel 
and Representation to WSU 
on all Legal Matters Involving 
Litigation or Claims Involving 
Current or Former Employees 
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Performance vs. Behavior/Conduct 
Dealing with problems could stem from performance concerns or 
behavior/conduct concerns.  Performance refers to the result or output 
of the work that an employee performs.  Although poor 
behavior/conduct can be related to an employee’s poor performance, 
behavior as used here can be the sole focus.  It is important to 
distinguish between the two because it will play a definite role in 
determining the stage at which you begin progressive discipline. 

For a non-represented, non-academic employee who has not improved 
his/her performance with your coaching support, your next step could 
be several options ranging from an oral warning, suspension, or 
termination. Each situation is reviewed on a case-by-case basis to 
ensure the consequence matches the infraction. It is critical that you 
partner with your HR Consultant (when working with non-represented 
employees) or Labor Relations (when working with represented 
employees) to assess together the best next step based upon your unique 
situation. 

The following lists of performance and behavior descriptions have been 
provided to share some examples of what constitutes poor 
performance and poor behavior/ conduct.  The lists are by no means 
all inclusive. 
 
Examples of Work Performance Problems 

Quantity of work (untimely/incomplete work product) 

• Poor prioritizing, timing, scheduling 

• Lost time such as excessive visiting, phone use, break time, use 
of the Internet 

• Slow response to work requests, untimely completion of 
assignments 

Quality of work (failure to meet work product standards) 

• Inaccuracies, errors 

• Failure to meet expectations for defined product quality, cost 
or service 

• Customer/client dissatisfaction 

 
 
 
 
 

 

Performance/ 
Conduct Concerns? 

 

Reference the employee’s job 
description as an initial 
starting point of stated job 
expectations as well as their 
performance management 
goals (if appropriate).  

 

Working with a New 
Employee? 

See the Probationary 
Performance Review Guide 
and Review Form. 

 

Conduct Concern? 

Reference University Policy 
and the collective bargaining 
agreement (if appropriate) as 
well as set initial expectations 
(see non-rep template and 
work with Labor Relations to 
create a Job Expectations 
Memo). 
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Examples of Behavior/Conduct Concerns 

Inappropriate behaviors 

• Negativism, lack of cooperation, hostility 

• Unwillingness to perform requested task 

• Unwillingness to take personal responsibility for actions 

Resistance to change 

• Unwillingness, refusal or inability to stay current in professional skills 

• Resistance to policy, procedure, work method changes 

• Lack of flexibility in response to problems 

Inappropriate interpersonal relations 

• Inappropriate communication style 

• Impatient, inconsiderate, argumentative 

• Destructive humor, sarcasm, horseplay 

• Conflict with others: customers, coworkers, supervisors 

Inappropriate physical behavior 

• Sleeping on the job 

• Alcohol or drug use 

• Problems with personal hygiene 

 
 
What’s in it for me? 

Distinguishing between performance and behavior/conduct 
is an important first step in determining an appropriate 
managerial response to an employee concern – and being 
proactive can help you to save time!  

 

 

“U.S. Managers spend an average 
34 days per year dealing with 
under-performance.” 

Karsh, President of SHL Americas 
“The Hidden Costs of Poor People Management”, 2004 
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Using the Performance vs. Behavior/Conduct Tools 

Troubleshooting Performance vs. Behavior/Conduct Next Steps 

Not sure what next steps might be most appropriate for an employee issue? Contact your HR Consultant or 
Labor Relations.  

Performance and Workplace Expectations Memo 

Partner with your HR Consultant to explore customization opportunities for non-academic, non-represented 
employees. For non-academic, represented employees, consult with Labor Relations. 

Probationary, Provisional and Qualifying Period Performance Review Guide and Review Form 

For Non-Academic, Non-Represented Employees, Staff Association and P&A members: 
Newly hired employees fall under the probationary time periods listed in the Review Guide. Complete the 
Review Form to set initial performance expectations with new employees and to support the evaluations 
referenced in the Review Guide. 

Non-Academic Performance Evaluation Processes 

For Employees Who Have Successfully Completed a Probationary Employment Period: 
There are various performance evaluation processes that take place across the University. Some will be 
completed electronically in WaynePM while others take place in a paper/pencil format. This matrix shares the 
type of process and form as well as the planning time frame. Please note this is a snapshot in time, current as 
of May, 2014. It will be important to check the collective bargaining agreement for non-academic 
represented employees to verify if any changes have occurred since the development of this document. 

Key University Policies 

Reference these key policies when setting expectations with employees regarding behavior/conduct 
expectations. 
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Troubleshooting Performance vs. Behavior/Conduct Next Steps 

 
Non-Academic, Non-Represented 

Always partner with your HR Consultant (when working with non-academic, non-represented employees) to 
determine next steps based upon your unique situation. The below guide is a general framework for 
considering next steps. 
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Performance and Workplace Expectations Memo 

 
Non-Academic, Non-Represented 

Partner with your HR Consultant to ensure this memo is customized to meet your needs for any 
new/transferred non-represented, non-academic role. S/he can share an electronic copy of this document.  

Note: The Sample Workplace Expectations on the following page can help create a targeted list of 
behavior/conduct requirements to be included in your memo. 
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Sample Workplace Expectations for Inclusion in the Performance and Workplace Expectations Memo 

 
Non-Academic, Non-Represented 

Use the list of options below to determine the expectations that best suit the needs of your unit and position 
and include them in your performance and workplace expectations memo for non-rep, non-academic 
employees. 

Schedule 

Work Hours, 
Overtime Guidelines, 
Lunch & Break 
Times  

• To meet the needs of those we serve, I expect you to be at your desk and 
ready to work (computer booted up, etc.) at the designated start time. 

• Department hours are ______ to ______ with a one-hour lunch and two 
15-minute breaks. 

• Hourly employees are responsible for accurately reporting work time in 
Web Time Entry; salaried employees are responsible for accurately 
reporting time-off in Web Time Entry. 

• If your position is non-exempt, approval in advance is needed for any 
overtime.  

• The primary consideration in determining work schedules for individual 
employees will be to assure the department’s service needs are met for 
students, faculty and staff. 

• All non-academic employees need to establish regular work schedules 
with start and stop times and lunch breaks. Schedules must be approved 
by your supervisor and communicated to team members. 

• (Optional) During specified times, the service our department must be 
uninterrupted (i.e. first week of class in January or August; fiscal year close 
or other “busy” time). In this timeframe, all employees are expected to be 
at work every day and on time to cover the increased need in services. 
Care should be taken to minimize absences during this time.  

• Refer to and share the WSU Flextime Guidelines. 

Refer to the non-rep manual or appropriate collective bargaining agreement for 
additional support. 

Absence Reporting 

Refer to WSU policy:  
3.0.11 Attendance 
Standards for Non-
Academic 
Employees and 
Non-Represented 
Academic 
Employees 

 

• Attendance consistent with your work schedule is essential to our 
department’s ability to be successful and to help those we serve to reach 
their goals. 

• Our department’s call-in procedure is (customize as needed): 

o Absences must be reported a minimum of __ hours before the 
start of your schedule via (phone, email or voice mail) to your 
supervisor (and, if applicable, administrative assistant). 

o Provide the reason for your absence and your expected return to 
work date. 

o Address any outstanding work needs that may need to be 
handled in your absence. 

http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
http://policies.wayne.edu/3-0-11-attendance-standards.php
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 • When an employee is sick, they must code their time off in Web Time 
Entry as illness (“IL” for the first day and “IC” or illness continuation for 
any subsequent days). If an employee does not have sick time available 
the time off should be coded as _______. 

• Employees who are unable to adhere to their work schedule for any 
reason must call their immediate supervisor as soon as possible. This 
contact must be made either prior to or within ___ minutes of their 
scheduled start time or end time in the event of an inability to return to 
work on time following a lunch or break. In the event the supervisor can’t 
be reached, a message to the supervisor’s voice mail along with an email 
to the administrative assistant and/or team members is needed.  

• In the case of tardiness, employees must send a text or email to their 
supervisor (and, if applicable, administrative assistant) when they arrive at 
their work stating the time they arrived. 

Note: Sick time is intended to protect employees from loss of income during 
periods of illness and may not be used for any other purpose. An 
employee may be required to provide medical certification to confirm 
illness/absence. 

Note: Personal time is not to be used routinely to come in late or leave early from 
work. 

Time Off Eligibility 
and Requests 

 

 

• Refer to the collective bargaining agreement or non-rep manual for 
holidays and leave eligibility. 

• Vacation requests must be submitted via ____ a minimum of ____ (days 
or weeks) prior to requested time off. When doing so, please share: 

o Day you are leaving and day you will be returning. 

o Pending tasks during this time frame and recommendation for 
how they will be handled. 

• Vacation requests received for “peak times” (during ____) may not be 
approved if the department is unable to provide uninterrupted service. 

Technology Use 

Refer to WSU policy: 
Acceptable Use of 
Information 
Technology 
Resources 

• Abide by the policy requirements. 

• Keep personal cell phone and internet usage to a minimum (during 
breaks unless emergency situation that should be discussed with your 
supervisor). 

 

Attire and Casual 
Day (if applicable) 

 

• Our department is at all times a client-facing unit, whether the client is 
internal or external. As a result, it is the responsibility of department 
members to dress appropriately. This includes _____. 

• Attire that is not acceptable includes that which is ill-fitting or shows skin 
at cleavage, midriff or backside or is in need of repair (i.e. holes). 

http://wayne.edu/policies/acceptable-use/
http://wayne.edu/policies/acceptable-use/
http://wayne.edu/policies/acceptable-use/
http://wayne.edu/policies/acceptable-use/
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• Our department does or doesn’t support casual Fridays.  

 

Performance 
Management 

As a new or transferred employee, you will be on a probationary or provisional 
status. During this time, we will meet more frequently to set established 
expectations and review progress. Review the Probationary, Provisional and 
Qualifying Period Performance Review Guide and Forms. 

Climate of Safety 
and Respect 

 

 

• Three key University policies are important to review as we all work 
together to ensure a climate of collegiality and respect: 

o 99-3 Workplace Violence 

o APPM 3.0.4 Sexual Harassment 

o APPM 3.0.2 Non-Discrimination/Affirmative Action 

Customer Service • Create a professional environment for those we serve by adopting a 
positive and approachable attitude, being willing to help each other, 
communicating respectfully, being aware of non-verbal messages and 
being open to interruptions. 

• Answer phone calls and emails within ___ hours.  

• If there is no deadline given for an assignment, ask. 

• When there are problems or questions, go to the source for resolution 
first and assume a positive intent. 

Workplace 
Expectation 
Violation 

• Employees in violation of a workplace expectation may be subject to the 
disciplinary process. 

 

 

http://hr.wayne.edu/clientservices/management-services/probation-provisional-guide.pdf
http://hr.wayne.edu/clientservices/management-services/probation-provisional-guide.pdf
http://hr.wayne.edu/clientservices/management-services/probationary-provisional-performance.php
http://policies.wayne.edu/hr/99-3-workplace-violence.php
http://policies.wayne.edu/appm/3-0-4-sexual-harassment.php
http://policies.wayne.edu/appm/3-0-2-non-discrimination-affirmative-action.php
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Probationary, Provisional and Qualifying Period Performance Review Guide and Review Form 
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Non-Academic Performance Evaluation Processes 

For Non-Academic Employees Who Have Successfully Completed a Probationary Employment Period 

 
There are various performance evaluation processes that take place across the University. Some will be 
completed electronically in WaynePM while others take place in a paper/pencil format. The matrix on the 
following page shares the type of process and form as well as the planning time frame. Please note this is a 
snapshot in time, current as of May, 2014. It will be important to check the collective bargaining agreements 
for non-academic represented employees to verify if any changes have occurred since the development of 
this document. 
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Key University Policies 
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 Documenting Coaching Discussions  
 
Non-Academic, Non-Represented 

Documenting coaching and disciplinary actions is an important part of 
your role as a WSU manager and serves to: 

• Establish a record of employment actions taken and the 
reasons for the actions. Memories fail, managers move on and 
other circumstances change thus requiring this record to fall 
back on. 

• Inform employees of what is expected of them and the 
consequences of not meeting those expectations. 

• Provide a written record of performance that can guide both 
the manager and the employee’s future behavior. 

•  Foster a sense of fairness and equity, when done consistently.  

The goal of good documentation is to create an ongoing record of 
employment, including objective facts of performance or conduct 
incidents and any key discussion or decisions made and communicated 
to the employee pertaining to topics such as performance or conduct 
expectations and feedback, requests for leaves or accommodations, 
work/life balance matters, training and career development. 

 
Best Practices 

When documenting coaching discussions, follow these guidelines: 

• Start early. Make it a habit to discuss performance of all 
employees on a regular basis and document both positive and 
negative feedback. 

• Don’t wait to document hoping issues will improve. 

• Document only what you observe and what you hear. Include 
only facts, not suppositions or interpretations. Ensure your 
notes are unbiased and without generalities. 

• Start by referencing the stated expectation. Ensure 
documentation is consistent with University policy or collective 

bargaining agreements. 

• Be specific with dates, times, spoken words, and actions. 
Good documentation answers these questions: who, what, 
where, and when (but not why, unless the employee gives 
their own explanation). 

• Be concise yet thorough. Ask yourself, if someone read your 

 

Ask Your HR 
Consultant 

 

Not sure what should or 
shouldn’t be documented? 

 
Ask your HR Consultant. 

 

Looking for one place to keep 
all of your notes for non-
represented, non-academic 
staff? 

 
Consider WaynePM. 
It allows for informal coaching 
documentation to be 
captured year-long, in 
addition to the annual 
appraisal & mid-year 
evaluation. 
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documentation from outside of WSU, would they understand the situation, the degree to which it 
complies with policy or agreed upon performance expectations and the impact of the employee’s 
action on others? Include specific examples of the performance or conduct being referenced. Avoid 
the use of acronyms and any WSU-specific jargon. 

• Include what was discussed with the employee and his/her response as well as agreed upon next 
steps and a date for a follow up meeting. 

• Include specific corrective actions discussed with the employee and consequences of not achieving 
improvement. 

• If the information was obtained from a second party, your notes should include who said it and when 
it was said  

• Verify there is no language in the document that could be mistaken for a personal attack on the 
employee’s character. 

• Write clearly and legibly if providing handwritten notes.  

 
Note: Disciplinary documentation varies somewhat from coaching documentation in that it must contain 
specific content.  Remember, in the event of a wrongful termination law suit, you may be called upon to 
provide documentation to prove you did not discriminate against the employee.   

Disciplinary documentation must include: 

1. The employee was aware of the performance, behavior, or rules violation. 

2. The employee knew what improvement was expected of him or her. 

3. The employee was given a reasonable time to improve.  (Reasonable is interpreted as what a 
reasonable person could expect.) 

4. The consequences of a failure to improve. 

 

 
What’s in it for me? 

Consider what can happen if you don’t have a record of what 
transpired or what was discussed with an employee… it can actually 
keep you from taking action in the face of an employee's poor 
performance or behavior.  Hesitancy to take action causes two distinct 
problems: 

1. The poor performing employee is unaware that he or she is not 
performing satisfactorily or worse yet, the employee is aware 
that he or she is performing poorly or behaving inappropriately 
but can continue this behavior because you will not take 
action. 

2. Simultaneously, your other employees are observing the poor performance, and they can clearly see 
you will not take action for poor performance or inappropriate behavior. 

Helpful Hint 

Never attempt to document or discuss 
an issue when you’re upset or angry.  
Take time to distance yourself from it to 
ensure that you can approach it with a 
positive, constructive attitude. 
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Documentation of an employee’s pattern of poor performance, 
behavior and/or discipline can also establish that an employee’s 
termination was not the result of discrimination based on race, 
sex, age, religion, disability, national origin, or protected status 
but rather the unsuccessful attempt to help the employee return 
to satisfactory performance levels.  Without documentation, you 
may have a much more difficult time proving you did not 
discriminate. 

Additionally, your documentation must be consistent across your workgroup.  Unfortunately, when a 
termination is challenged, you may also have to provide documentation of other employees with similar 
infractions.  If your documentation is inconsistent, it could add to the evidence of discrimination. 

 
Using the Documentation Support Tools 

 
When to Document Checklist 

Not sure what situations call for documentation and which may not? This checklist shares specific managerial 
actions that require formal notes. Other situations may also be helpful to informally capture in writing, but 
consider this checklist for the activities in which at a minimum documentation should be kept for each 
employee.  

These conversations you document will continue the coaching process. An overview of this process is shared 
as a reference as well as a troubleshooting guide to diagnose performance gaps. 

Discussion & Documentation Templates 

While there is no one template/format required for WSU manager documentation, two templates are 
provided to help guide a discussion and capture a summary in your notes: 

• Troubleshooting Performance Gaps 

• Performance Expectations/Observation Gaps 

• Informal Coaching Documentation Template 

Document Storage Options 

Creating a systematic process for keeping all documentation in one easily accessible location is one of the 
best methods for staying organized and proactive – and for retrieving information when and if a lawsuit 
requires it. 

  

“More cases are won or 
lost due to documentation 
than any other factor.” 

Anne H. Williams, Attorney 

(2002) 
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When to Document Checklist 

 
Specific actions for which documentation should be completed include: 

☐ Setting and revising annual performance goals and objectives (if applicable based upon collective 
bargaining agreement) 

☐ Mid-year and annual performance reviews (if applicable based upon collective bargaining agreement) 

☐ Conversations about work assignments 

☐ Informal feedback 

☐ Attendance discussions 

☐ Poor performance 

☐ Demotions 

☐ Promotions 

☐ Change in job duties (Consult with your HR Consultant if these changes are significant. S/he may also 
partner with Total Compensation and Wellness.) 

☐ Training needs and accomplishments 

☐ Compliments received by others as well your own acknowledgement of positive contributions 

☐ Customer complaints 

☐ Bonus and merit increase decisions 

 

 

 

 

 

 

 

 

 

 

  

Note: Partner with the appropriate WSU unit prior to documenting 
discussions or decisions pertaining to accommodation requests (Office 

of Equal Opportunity); harassment or violence claims,  
egregious policy violations or  workplace code of conduct concerns  

and at the start of any discipline process (HR Consultant for non-
academic, non-represented employees and Labor Relations for non-

academic, represented employees). 
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Discussion & Documentation Templates 

A Continuation of the Coaching Process 

 
Non-Academic, Non-Represented 

Documenting the informal coaching conversations should stem from the expectations you set. These 
expectations may come from specific performance standards and objectives expectations set or University 
policies governing required behavior/conduct/performance. 

 

 

 

If you find that the performance did not meet your expectations, you’ll want to share specific re-directive 
feedback and document it.  

Two tools may be helpful: 

1. Performance Expectations/Current Observations/Gaps Discussion & Documentation Template 

2. Facts, Objectives, Solutions & Actions (FOSA) Discussion & Documentation Template 

Complete the template best suited for your needs and use it to guide a conversation with the employee. You 
may find it helpful to summarize the main elements of your discussion and include it as a written follow up 
with the employee. If so, this document should be scanned and uploaded into WaynePM (if applicable) or 
saved in your hard copy personnel file for the employee. If you choose not to share a summary with the 
employee, your own notes to recap the conversation and next steps should be saved. 
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Preparing to Document 

Before sitting down to write your documentation, a little preparation will make your task a lot easier and 
certainly more accurate. 

 
Problem Identification 

Determine if an employee’s conduct or performance is satisfactory. If unsatisfactory, clearly identify the 
specific act or omission that is not acceptable. Fully understand the nature and extent of a problem.  What is 
the exact nature of the unsatisfactory conduct or performance?  

• Did the employee understand the standards of conduct?  

• Was the employee capable of doing what was expected?  

• Did the employee receive the necessary job training?  

• Did the employee receive timely feedback on current performance?  

• For non-academic, non-represented employees, under what conditions did the unsatisfactory 
conduct or performance occur?  

• Were there any obstacles that prevented the employee’s compliance?  

• Were other individuals involved? Who are they?  

• Does the employee have previous history of similar incidents or infractions? How were they handled?  

• For non-academic, non-represented employees, has the employee been notified throughout the 
process through proper documentation?  

 
Fact Gathering 

Gather all the pertinent facts prior to contacting HR or Labor Relations. Keep a written and/or electronic 
record of all information gathered.  

• Check for any written record pertaining to the current misconduct or performance problems.  

• Gather evidence that will show the employee was aware of the applicable standards of conduct or 
performance including signed copies of documents received.  

• Interview supervisors, witnesses, and other employees with knowledge of the misconduct or 
performance problem and/or have them provide a signed written statement of what occurred.  

• Examine relevant records or evidence for any information that may have a bearing on the case.  

• Review the employee’s official personnel file for evidence of prior misconduct or performance 
problems. 

• Review performance-rating forms including Performance Appraisal Summaries (if performance issue).  

• Review time sheets and attendance records (if attendance-related).  

• For non-academic, non-represented employees, determine whether salary range changes or merit 
salary adjustments were approved or denied as evidence of satisfactory or unsatisfactory 
performance.  

• For non-academic, non-represented employees, review any charts or other documents comparing the 
employee’s work to published or established performance standards. If poor production is the 
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problem, production records must show the employee’s performance in comparison to the 
performance of other employees performing similar tasks during the same time period.  

• For non-academic, non-represented employees, review training records demonstrating whether or 
not the employee received training in relevant areas, or was offered training but declined to 
participate. 
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Troubleshooting Performance Gaps 

Not sure what might be driving an employee’s performance deficiency? 

 
Non-Academic, Non-Represented 

Employees may not be performing at the desired level for a variety of reasons. Use the troubleshooting guide 
below to diagnose the potential cause and recommended resulting action. 

 

Adapted from Mager & Pipe’s Analyzing Performance Problems (1984) 
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Performance Expectations/Observation Gaps 

Discussion & Documentation Template 
 
Non-Academic, Non-Represented 

When you notice a deviation between a performance expectation and an employee’s current performance, it 
may be helpful to discuss it with the employee first to gain his/her perspective on contributing factors and 
potential solutions. Complete the first and second column of the below template, then after the discussion 
with the employee, capture highlights of your discussion in the third column. 

Summarize next steps with the employee in writing and save this document in the employee’s file or upload 
to WaynePM (if applicable). 

Position Title:  

Employee Name:  

Date:  

List performance expectations for 
position 

(to be completed by Manager) 

List performance observations 
relative to employee’s  
performance 

(to be completed by Manager) 

List below what factors may be 
contributing to gap in 
performance; state what is needed 
to close gaps (i.e., training, tools, 
etc.) 

 (to be completed by Employee) 
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Informal Coaching Documentation Template 

Using the Facts, Objectives, Solutions & Actions (FOSA) Approach 
 
Non-Academic, Non-Represented 

While there is no specific WSU template or format that should be used to capture manager notes for informal 
coaching conversations (those not included as part of formal discipline process), it may be helpful to utilize 
the Facts, Objectives, Solutions, Actions (FOSA) approach as a best practice to ensure documentation 
contains: 

Employee Name 

Your Name 

Date 

Facts 

Keep in mind the 5-W’s can help to detail the facts about a situation (what happened, when it happened, 
where it happened, who was involved and if the employee provides it, why it happened.) These will come 
from your observations or those that others share with you about an employee’s performance or conduct. 
Include: 

• Specific behavior/performance that occurred  

• Impact of behavior/performance on others, e.g. co-workers, students, clients 

• Violated behavior/performance expectation, e.g. as initially shared in University policy, collective 
bargaining agreement, job expectations memo, performance management goals, department/unit 
values, etc. 

Example:  

Facts Documentation Do: Facts Documentation Don’t: 

Your report was due on January 11. On January 10 you 
assured me you were on track to meet the deadline. I 
received it on January 14. When I asked why it was late, 
you said “I’ve been busy.” 

Upon reading the report, seven misspelled words were 
found. It did not include an executive summary or 
financial analysis as we discussed on December 5 (see 
attached email summarizing discussion). 

This delay will prohibit our team from meeting our project 
deadline by at least one month as we will now need to 
wait until February to present the findings to senior 
leadership.  

Your report was late. It was the worst report I’ve 
read in years. It left out all the important 
information. 
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Objectives 

In order to help the employee to improve, it’s not enough to share what not to do. In this section, document 
what s/he must do to correct or prevent future occurrences of the behavior/performance. Include: 

• Specific behavior or performance desired 

• Reinforcement of University policy, collective bargaining agreement or performance expectation 

Example:  

Objectives Documentation Do: Objectives Documentation Don’t: 

You must proofread your work and ensure that it contains 
all the required elements as discussed when the project 
was assigned well in advance of the stated deadline to 
enable time for corrections. 

Final reports must be submitted on or before the 
deadline, free of grammatical errors and complete. 

Notify me two days in writing before any deadline if you 
anticipate it will not be possible to meet it. 

It would be helpful if you would check your 
work before submitting it to me and manage 
your time better. 

 

Solutions 

Requesting input from an employee on how you can support him/her to achieve the agreed-upon objectives 
shows your concern and desire to help the employee improve. Some options s/he might share could include: 

• Training (See attached Accelerate brochure to learn more about eLearning options.) 

• Mentoring 

• Other Resources  

Example:  

Solutions Documentation Do: Solutions Documentation Don’t: 

(Employee name) requested help in learning how to use 
to Excel pivot tables to perform financial analysis and has 
agreed to review Accelerate options within the next 30 
days. 

Improve Excel knowledge  

 

Actions 

Depending upon the frequency and seriousness of the issue, you may need to share: 

• The specific action you are taking now (e.g. an oral warning to precede the start of a formal 
discipline. Consult with your HR Consultant or Labor Relations prior to discipline.) 
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• The consequences of not improving behavior/performance 

Example:  

Actions Documentation Do: Actions Documentation Don’t: 

I will follow up in the next 2 weeks to see if you’re 
applying the Accelerate training on Excel pivot tables. 

This is an oral warning.  If you do not meet the 
performance objectives as we’ve discussed, you will be 
subject to disciplinary action. 

Complete training  

 

 

Employee Signature _______________________________________ Date __________________ 

 

Manager Signature _______________________________________ Date __________________  
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What If the employee declines to sign a disciplinary memo? 

 
Non-Academic, Non-Represented 

Every manager knows the importance of disciplinary documentation. Ideally, the information is accurate and 
descriptive, with all the “I’s dotted and T’s crossed.”  But what happens if an employee refuses to sign his 
disciplinary memo? Your carefully prepared documentation still stands, regardless. The question is how to 
deal with the employee. 

Make sure the employee understands what signing the document means.  Explain that his/her signature 
simply acknowledges that he received and reviewed the disciplinary document; it does not indicate an 
admission of guilt or his/her agreement with the contents.  Consider adding this explanation above the 
employee signature line on disciplinary forms. 

Make sure the employee understands what not signing the document means.  Explain that he/she declines to 
sign that it does not in any way change your ability to enforce the disciplinary measure and his responsibility 
to abide by it. 

Add a “declined to sign” line.  A simple sentence declaring the employee declined to sign the memo will offer 
the University extra protection. Make sure you and another manager (or HR) initial it. 

Tip: Get the employee’s oral agreement.  He/she should be able to answer “yes” regarding whether the 
document has been discussed with him and whether he understands it.  If there is any confusion (not 
disagreement), then review the applicable parts until he/she agrees that they understand.  If the 
employee still refuses to sign, you can indicate the employee’s oral acknowledgment of receipt and 
understanding, and his/her refusal to sign. 

Give a copy to the employee.  S/he may still later try to claim that the document was never received, but at 
least the employee won’t have a valid point. 

Allow the employee to include a rebuttal, if they ask.  The rebuttal gives the employee a chance to be heard; 
employees who feel they have no voice in the workplace are more likely to want to be heard in court.  And it 
serves as proof that the employee reviewed the document.  Just be sure to reiterate that the employee’s 
disagreement doesn’t change the content or consequence of the warning. 

Warning: Don’t allow the employee to mark up the original document. By doing so, you’d make it easy for 
him to claim in court that you were in full agreement with all the changes he had made. Have 
him write his rebuttal on a separate sheet. 

If the rebuttal reveals a legitimate issue, investigate the matter and re-evaluate the disciplinary decision if 
necessary. 
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Documentation Storage Options 

 
Non-Academic, Non-Represented 

Many lawsuits are lost simply because a manager couldn’t find all of his/her documentation. Creating a 
system and sticking with it is the key to knowing you could find necessary and relevant information whenever 
you need it. 

One format for keeping records about each employee is to create an Incidents Journal.  

This can be kept in: 

• Your calendar for non-academic,  non-represented employees 

• A computer file 

• An employee’s personnel file with hard-copy materials stored in a locked file cabinet 

• An email folder created for each employee to store email or voice mail correspondence to/from the 
employee.  

These storage areas can hold a variety of items. The key is 
making sure that these items tell a balanced story. Be sure to 
include positive notes as well as those for corrective action. 

Any of the below may serve as documentation: 

• Handwritten notes of informal discussions 

• Memos 

• Emails 

• Typed notes summarizing formal meetings 

• Voice mail messages 

• Photos 

• Video 

WSU document storage options: 

• WaynePM - For those supervisors who evaluate employees in WaynePM, the Manager Notes feature 
is an excellent tool to use for documentation (see job aid). Notes can be added for each employee 
and at the manager’s discretion, shared with the employee or just kept in the supervisor's Feedback 
Tab for later reference 

• AppXtender - Store formal discipline documentation. Your Client Services team can upload this 
document. Monitor the timeframes for which this documentation can be stored by reviewing the 
applicable collective bargaining agreement. 

  

The purpose of documentation is to 
help an employee improve. 

Whenever you take the time to make 
an entry for an employee, make sure 
you also take the time to discuss it 
with him/her.  It is also helpful to 
follow up with an email or memo to 
summarize the discussion key points.  
And, if doing so, be sure to keep a 
copy of this summary in the 
employee’s file. 
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Using Manager Notes in WaynePM 

 
Non-Academic, Non-Represented 

1. Logon to Academica, click on 
WaynePM under My Frequent Links 

 

2. Click on My Employees 

 

 

3. Select the Employee for which you’ll 
be documenting feedback 

 

 

4. Click the drop down menu for Add, 
to select Manager Note 

 

5. Type notes.  If you wish for the 
employee to be able view these 
notes, select the checkbox 
highlighted below. Otherwise, select 
OK. 

 

  



Non-Academic Discipline & Termination Guide 

 
56  
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Preparing for Progressive Discipline 
Conversations 
 
Non-Academic, Non-Represented 

Generally, progressive discipline immediately follows an unsuccessful 
attempt to improve an employee’s sub-standard performance or 
behavior through the coaching process.  Where the coaching process 
may be viewed as more informal corrective approach, progressive 
discipline formalizes the need for the employee to correct performance 
or behavioral discrepancies.  The actual steps you will take vary based 
on the answers to the following questions: 

• Is the employee represented or non-represented? 

• If the employee is represented, which union is he/she a 
member of? 

 

Elements of progressive discipline or performance improvement for 
each of these employee groups are listed on the following pages. But 
first, let’s review best practices for determining when to take this path. 

 
Deciding to Begin Progressive Discipline 

One of the most difficult decisions a supervisor must make is when to 
move an employee from coaching to progressive discipline.  The 
Performance Analysis Quadrant model was developed by Delta Airlines 
(1993) to provide their managers with a tool to help manage 
employee performance.  It uses two continuums: knowledge/skill and 
motivation. With a slight modification in interpretation, the model can 
be used by supervisors to assist them in making this difficult decision—
when to start disciplinary action. 

Assume one of your employees has had an ongoing performance 
problem.  As long as the employee demonstrates a willingness* to 
improve and some improvement is observed, coaching is still 
appropriate.  However, when an employee demonstrates an 
unwillingness to improve or improvement is not observed after a 
reasonable amount of time, you should start disciplinary action with 
the employee to emphasize the need for improvement. 

 
Performance Analysis Quadrant 

The X axis is used to assess an employee’s motivation (willingness) to 
satisfactorily perform the job.  The Y axis is used to assess an 
employee’s competence (skill and knowledge) for satisfactorily 

 

Is the Employee 
Willing to Improve? 

 

If an employee is willing to 
perform but unable, consider 
asking for ways in which you 
can share support.  

 

A skill development option 
includes: Accelerate, our 
eLearning library 

 

Always consult with your HR 
Consultant prior to 
instituting disciplinary action 
with non-represented 
employees. 
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performing the job.  The intersection of the X and Y axis places the employee with a quadrant.  Using the 
Performance Analysis Quadrant explanations, a supervisor can gain some insight into employee performance 
issues.   

 

Does the employee 
have adequate job 
knowledge/skill 
level? 

 
Performance Analysis Quadrant (PAQ) 
Non-Academic, Non-Represented Employees 

 

HIGH 

A 

Motivation 

(High Skill/Low 
Motivation) 

B 

Resources or 
 Environment 

(High Skill/High 
Motivation) 

10 

9 
8 
7 
6 

 

5 
C 

Selection 

(Low Skill/Low Motivation) 

D 

Training 

(Low Skill/High 
Motivation) 

4 
3 
2 
1 

 

LOW 1 2 3 4 5 6 7 8 9 10 HIGH 

Does the employee have the proper 
attitude (willingness) to perform the job? 

 

At any time during formal coaching the employee exhibits an unwillingness to improve performance or 
behavior, you should begin progressive steps of discipline. 

* Hersey and Blanchard (Management of Organizational Behavior, 1984), use the terms motivation and 
willingness interchangeably 

 
Best Practices 

• Conduct the action in a private place to avoid embarrassment 

• Maintain a professional and calm demeanor while remaining firm 

• Locate a witness for later verification of a work rule infraction, if possible 

• Follow established policy and procedure. Work with your HR Consultant and Labor Relations (for 
represented, non-academic staff) prior to beginning any discipline process or for investigation 
support. 

• Ensure that you have documentation to prove that the employee knew the expected behavior and, 
if situation warrants, that subsequent coaching discussion took place.  

• Administer policies consistently. Don’t discipline one individual but not another for the same issue. 

• Be aware that a represented, non-academic employee may choose to exercise his/her Weingarten 
rights – enabling employees covered under a collective bargaining agreement the right to have a 
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union representative present at a meeting with a supervisor if the employee believes that disciplinary 
action may result. This does not apply to non-represented employees and an employer is not legally 
required to advise the employee of this right. 

 
What’s in it for me? 

If you’re hoping things will get better on their own, you’re 
likely setting yourself up for a situation that will only get 
worse. 

Working with your HR Consultant and Labor Relations (for 
represented, non-academic staff) to  
address employee performance or conduct issues will save 
you time and can prevent future problems with not only the 
employee in question but also your entire team.  

 
Using the Difficult Conversation Tools to Prepare for a Discipline Conversation 

 
Tips for Handling Crucial Conversations 

Sometimes the hardest part of preparing for the discipline discussion is knowing how to get started. Review 
these tips for general guidelines. 

 
Framework for Crucial Conversations 

An overall flow for the main elements of challenging conversations is shared. This may be modified during 
preparations with your HR Consultant or Labor Relations pending the seriousness of the issue. 

 
Crucial Conversation Discussion Planner & Sample Script 

Not sure what you should say & how to say it? This planner is a working document to help you prepare. Of 
particular interest might be how you’ll open the conversation, specific evidence you’ll want to be sure to 
share and any questions you feel might be relevant to prevent further occurrences. Work with your HR 
Consultant or Labor Relations to be sure to know what you can and cannot say – and to clarify the 
consequences you’ll be sharing with the employee as well as next steps in the process. 

 
Sidestepping Crucial Conversation Sidetracks 
Staff member reactions can run the gamut when having a discipline conversation. Several common reactions 
are featured in this tool along with suggestions for re-directing the discussion back to the purpose at hand. 

 
Guidelines for Conducting Investigations 
Partner with your HR Consultant prior to beginning an investigation and reference these guidelines as a 
framework for preparing and holding discussions with others to investigate incidents that may lead to 
discipline. 

“Unmanaged employee 
conflict is responsible for 65% 
of work performance 
problems.” 

Dana, 2001 
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Tips for Handling Crucial Conversations 

 
Non-Academic, Non-Represented 

Holding difficult conversations requires skill and empathy – but ultimately it requires the courage to just go 
ahead and do it. Not sure how to approach a crucial conversation? Consider these planning tips: 

☐ Be Clear About the Issue 

To prepare for the conversation define:  

• What exactly is the behavior causing the problem? 

• What is the impact of this behavior – on you, your team, your student/client or WSU? 

Knowing these answers will help you to remain focused during the conversation. 

☐ Know Your Objective & Start with the End in Mind 

What will a successful outcome look like for this conversation? Once you have determined this, plan for 
how you will close the conversation. End with expressed actions for next steps. What will the employee 
need to do? What support are you committed to providing? What obstacles might be encountered? 
What could both you and the employee commit to overcome them? Schedule a follow up to evaluate 
progress. 

☐ Adopt a Mindset of Inquiry 

Spend a little time to reflect on your attitude toward the situation and the individual? Your mindset will 
predetermine your reaction and interpretations of the other person’s response, so it pays to approach 
the conversation with an openness that will allow the employee to have a say. Even if the evidence is so 
clear that there is no need to beat around the bush, we still owe it to the person to let them tell their 
story. The outcome might surprise you. 

☐ Manage Emotions 

While we may seek to keep our own emotions in check, it is possible that we may also need to deal with 
an employee’s strong emotional reaction. Seek to preserve the employee’s dignity and treat them with 
respect. 

See “Sidestepping Conversation Sidetracks”. 

☐ Be Comfortable With Silence 

There will be moments in the conversation where a silence occurs. Don’t rush to fill it with words. 
Pauses help to allow the message to sink in. They also have been found to have a calming effect and can 
help us to connect better. Knowing our own tendencies when it comes to being an introvert or 
extrovert can be helpful with this. If you’re an extrovert, you’re likely uncomfortable with silence as 
you’re used to thinking while speaking. This can be perceived as steamrolling or overbearing – especially 
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if the other person is an introvert. Introverts want time to think before they speak. Stop talking and 
allow them their moment – it will lead to a better outcome. 

☐ Preserve the Relationship 

A manager with high emotional intelligence is always mindful to limit any collateral damage to any 
relationship. It takes years to build bridges with people and only minutes to blow them up. Think about 
how the conversation can fix the situation, without erecting an irreparable wall between you and the 
individual. Remember, the goal of discipline is improve the performance or conduct. 

☐ Be Consistent 

Ensure that your objective is fair and that you are using a consistent approach. For example, if an 
individual thinks you have one set of rules with one person than you do for another, you’ll be perceived 
as showing favoritism. Nothing erodes a relationship faster than perceived inequity. Employees have 
long-term memories of how you handled situations in the past. Aim for consistency in your 
management approach. This builds trust because individuals will know where you stand on important 
issues, such as acceptable work conduct/behaviors. 

☐ Develop Conflict Resolution Skills & Sidestep Conversation Sidetracks 

Conflict is a natural part of human interaction – and has even been found to improve innovation and 
decision making when managed appropriately.  If you suspect that the discipline process will require 
you to navigate some tricky conversations, be prepared. Know what you want to say and consider 
having a few proven phrases in your back pocket just in case the individual tries to take the conversation 
off-course. Some phrases may include: 

• “I understand your point of view, but I see it differently.” After listening to the employee’s 
viewpoint, it is acceptable now to firmly disagree and outline reasons for your opinion as the 
leader.  

• If the individual is emotional and unable to focus and move forward, consider saying, “Let’s see 
what can be done to make sure it doesn’t happen again”. You can accept that the initial outcome 
was not satisfactory and shift the discussion to explore how this won’t happen again. A similar 
phrase may be, “What can I do so that this doesn’t happen again?” This focuses on the 
conversation on the process and not the people, which helps to reduce feelings of threat. 

• If the individual is stubbornly unresponsive, consider saying, “I don’t know how to interpret your 
silence”. Acknowledging the observed behavior can be disarming. 

• “I want to listen to your point of view, but I can’t do it when you’re yelling at me.” This helps to set 
ground rules and prevents the situation from getting out of control.  

See “Sidestepping Conversation Sidetracks” for additional phrases. 

☐ Choose the Right Place to Have the Conversation 

In some cases you may choose to have the meeting in your office and in others it may be best to hold 
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the discussion in a neutral location. When you need to reinforce your authority, hold it in your office. 
This might be best, for example, when working with an employee who is exhibiting serious 
behavior/conduct problems. Sitting in your own turf, behind your desk, shifts the balance of power to 
your side. 

Calling people into your office may not be the best strategy in situations such as a minor employee 
performance issue, an involuntary termination such as a reduction-in-force or if you worry about a 
highly charged employee response. Consider holding the meeting in a neutral place such as a meeting 
room where you can sit adjacent to each other without the desk as a barrier. Be sure that there is 
nothing blocking the employee’s exit, such as another individual sitting between him/her and the door. 

For minor performance issues, consider your body language. Even simple body language, such as 
leaning toward the person can carry a subtle message of “we’re in this together. Let’s problem solve so 
that we can have a better workplace.” 

☐ Know How to Begin 

Some people put off having the conversation simply because they don’t know where to start. The best 
way to begin is with a direct approach, i.e. “John, I’d like to talk to with you about what happened at the 
meeting this morning when Bob asked about the missed deadline.” or “Linda, I want to go over some of the 
issues with XYZ project and some concerns that I have.” 

Being upfront is the authentic and respectful approach. You don’t want to ambush people by surprising 
them about the nature of a “chat”.  

Adapted from Bruna Martinuzzi, 12 Tips for Handling Difficult Conversations 
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Framework for Crucial Conversations 

Adapted from Fierce Conversations (Scott, 2004) 

 
Non-Academic, Non-Represented 

 

  

Name the issue: “I want to talk with you about….” 

Select a specific example: “I heard…” 

Describe your emotions/concerns: “I am concerned about this.” 

Clarify why it matters (reference policy/stated performance 
expectation and impact): “This is important because…” 

Invite the individual to respond: “Help me understand your point of 
view. Tell me….”  

Move into resolution by paraphrasing: “Yes, and…”. 

Identify next steps.  

Check back at the designated follow up time. 
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Crucial Conversation Discussion Planner & Sample Script 

 
Non-Academic, Non-Represented 

There are three critical stages to preparing for a crucial conversation. These include what is done before 
the conversation, how to prepare to manage the conversation itself and how to develop a structure of follow-
up and follow-through after the discussion. Below is a framework that highlights each of these areas:  

 

 

The template below offers a planning document for moving through these three stages. 

Employee Name:  ______________________     Discussion Date: ___________ Your Name: _____________ 

Prior to holding a discussion, consult with your HR Consultant (for non-represented, non-academic 
employees) or Labor Relations (for represented, non-academic employees). Be prepared to answer these 
questions verbally with your HR Consultant or Labor Relations: 

1. What Happened (Observed Behavior/Conduct)? 

2. What Should Have Happened (Expectation)?  

3. What was the Impact? 

4. How Was This Expectation Initially Communicated & Reinforced? 

5. Brief Recap of Policy, Performance Expectation and Your Efforts, including Documented 
Conversations, Employee Response, Agreed-Upon Next Steps 

6. Does Employee Have a Relevant History of Previous Discipline Related to this Issue? 

7. Clarify Next Steps 

  

Before 
•Own this – these 
conversations are a part of 
your managerial role 

•Take charge of your emotions 
•Acknowledge the efforts you 
spearheaded to improve the 
situation and the employee’s 
role and response 

•Stay grounded in the meeting 
purpose 

During 
•Describe the problem in a way 
that sets the right tone 

•Provide data and state next 
steps 

•Navigate attempts to get side-
tracked 

•Summarize what will occur 
now 

After 
•Provide follow up 
documentation as deemed 
appropriate by your HR 
Consultant or Labor Relations 

•Create action plan, if 
appropriate, and schedule 
next steps 
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Example:  “I have noticed [behavior/performance] that I would like to discuss with you. 
I’d like to explain my thinking on what I observed and then invite you to give me your 
point of view.” 
 
___________________________________________________________ 
 
___________________________________________________________ 
 
 
 

 
 
 
 

Example: “The [behavior/performance] I’m seeing is….” 
              “The [behavior/performance that I expected to see was…” 
 
___________________________________________________________ 
 
___________________________________________________________ 
 
 
 

 

Example: “While I am interested in hearing your thoughts, I must move forward with 
the [performance improvement/progressive discipline] in terms of ____ (next steps as 
provided by Labor Relations for non-academic, represented employees or by your HR 
Consultant for non-academic, non-represented employees). (Depending upon the 
seriousness of the issue, you might say: “The goal of this process is to prevent this from 
happening again. What do you feel is causing this?”)  
 
___________________________________________________________ 
 
___________________________________________________________ 
 
 
 

 

Example: “What could you do differently to prevent this in the future?” (Depending 
upon the seriousness of the issue, you might say: “What can I do to support you?”) 
 
___________________________________________________________ 
 
___________________________________________________________ 
 
 
 

 

Example: “Our next steps are… I’ll follow up on ____.” (If appropriate, express 
confidence in individual as it relates to plan). 
 
___________________________________________________________ 
 
___________________________________________________________ 
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Sidestepping Crucial Conversation Sidetracks 

Managing five possible employee reactions 

 
Non-Academic, Non-Represented 

1. The Victim 

Description 

This is a “woe is me… I am not worthy” staff 
member response. 

It can easily derail a conversation and is particularly 
difficult when you truly like the employee. 

 

Example Script 

Manager: “Tim, I found two receiving errors” 

Employee: “Oh man, I’m sorry. I know I don’t deserve 
another chance. It’s just that I have so much on my 
mind. The divorce. The kids. Did I tell you that now 
she’s fighting me on the kids?” 

The easiest way to get back on track is to use the words “right now” and repeat the problem behavior.  For 
example: 

• “I want to hear about that later. Right now, we need to talk about the two receiving errors found.” 

 

2. The Blamer 

Description 

This sidetrack pushes attention off the problem and 
the employee and onto something else. It’s a defense 
mechanism that enables employees to avoid taking 
responsibility. 

 

Example Script 

Manager: “Jack, this is the second time this week 
you’ve been late.” 

Employee: “I know. I’m sorry. But it wasn’t my fault 
this time. Andy changed the schedule Friday and didn’t 
tell me my shift had changed.” 

 

The easiest way to get back on track is to use the words “right now” to transition back to the topic.  For 
example: 

• “Right now we’re talking about you, not Andy.  This is the second time this week you’ve been late 
and it is impacting our ability to serve students.” 

• Another option is to jot down the excuses offered and ask an open ended question such as:  “I’m not 
sure I understand.   What does Andy have to do with your regular practice of  checking for schedule 
changes?” 
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3. The Staller 

Description 

This sidetrack sounds like agreement, but actually 
enables the staff member to avoid committing to 
specific actions that will be taken. 

 

Example Script 

Manager: “Sally, the XYZ report is one-week late. 
When they’re late it puts our department in a negative 
light with senior leadership.” 

Employee: “OK. I’ll work on it.” or “You’re right. I’ll 
keep that in mind next time.” or “Sorry. It won’t 
happen again.” 

The easiest way to get back on track is to push to obtain agreement to a specific action.  For example: 

“Do you agree that this is a problem?  What specifically are you going to do make sure this doesn’t happen 
again?” 

Another option is to share the consequences for not taking action such as: 

“I’m pleased that you plan to make a change.  If the next report is late, we’ll need to move forward with our 
corrective action process.  Please consider this a verbal warning.” 

 

4. The Guilt Tripper 

Description 

This sidetrack is all about making you feel bad. To get 
attention off the staff member, s/he will try to turn 
the issue back on to the manager, causing you to feel 
defensive. 

Example Script 

Manager: “I’ve noticed that some of the rooms in XYZ 
building haven’t been cleaned yet.” 

Employee: “I always try so hard but it’s never good 
enough for you. You never notice what I do right. Only 
how I could have done something better. What about 
all the rooms I did finish?” 

The easiest way to get back on track is to calm your emotions and restate the problem, adding specifics if 
possible.  For example: 

“Right now, we’re talking about the classrooms in XYZ building that aren’t ready for afternoon classes even 
though it’s 4:00pm.” 

Another option, if you’re feeling attacked, is to give some cooling off time before continuing the 
conversation.  
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5. The Attacker 

Description 

This sidetrack shows the staff member’s anger as s/he 
verbally lashes at you or your management style – 
bordering on or demonstrating insubordination. 

When this occurs, managers may feel a desire to lash 
back. But it’s important to not take this personally 
and keep the focus on the employee. 

 

Example Script 

Manager: “Mike, I don’t have your report yet.” 

Employee: “Well, maybe if you came out of your office 
once in a while, you have known how far behind I was. 
You would know that I still don’t have the figures from 
Jan to complete part 5.” 

The easiest way to get back on track is to take a deep breath, remain calm, and focus back on the 
employee/issue.  For example: 

• “Right now, we’re talking about you.  The report was due yesterday and it was your responsibility.” 
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Guidelines for Conducting Investigations  

 
Non-Academic, Non-Represented 

When an incident occurs that might require an investigation prior to disciplinary action, check with your HR 
Consultant for non-academic, non-represented employees or Labor Relations for non-academic, represented 
employees.  Aspects that are important to keep in mind include the need for an investigator to keep an open 
mind regarding the outcome and ensure impartiality, fairness and confidentiality as much as possible 
throughout the process:  

 
Planning 

• Prepare the open-ended questions you’ll want to ask. These should always begin with a variation of 
“Tell me what’s going on?” and continue with probing questions based upon the individual’s 
response.  

• Schedule interview in a location that provides appropriate privacy and allows the discussion to take 
place without interruption. 

• Ask a second person to join you during the interviews to take notes while you ask questions. This 
helps you to stay focused on asking the right questions and really listening to responses – and also 
provides the opportunity of having a second perspective. 

• Make a plan for keeping the employee of focus out of the mix. If you suspect s/he will taint the 
process by speaking with key witnesses and seeking to influence their responses or may destroy 
evidence, work with your HR Consultant to explore options such as sending the individual home on a 
suspension with pay or temporarily housing them in another location on Campus. 

 
Interviews 

• Open the interview by sharing: 

o An explanation of who you are as well as any others in the room. Clarify what your role is – 
to establish what happened without judgment. 

o Indicate that notes will be taken and the interviewee will have an opportunity to confirm 
note accuracy. 

o Share your expectation that the individual be honest and candid. Provide your own goal of 
maintaining their confidentiality of their responses as much as possible. 

o Be sure that there are no obstacles that would prevent the interviewee from leaving the room 
(i.e. an individual seated between the interviewee and the door). 

• Ask open-ended questions: 

o Ask the interviewee to tell you what happened in his/her own words. 

o Let the individual speak even if they are not describing things in order. 

o Focus questions on the allegation of the incident and facts related to it. 
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o Only explore issues in more detail that are relevant to the incident. 

o Do not make assumptions or interpretations – repeat/paraphrase/summarize what the 
individual said to confirm understanding and ask follow up questions as needed. 

• Determine the following based upon hearing the details of the complaint: 

o What evidence is necessary to establish the facts surrounding the incident? 

o Which individuals should be interviewed? This list may evolve once you begin the process. 
For instance, a great question to ask a witness being interviewed is, “Who else would you 
recommend I speak with. Why?” 

o What are the priorities for gathering information? Start with the evidence you suspect is more 
likely to be destroyed or removed.  

• Wrap up: 

o Summarize the facts shared to ensure your understanding. 

o Ask if there is anything else relevant that the individual might wish to add. 

o Ask if the individual can recommend any additional witnesses you should speak with and if 
there is any other relevant documentation that should be considered. 

o Explain next steps. 

 
Witnesses 

• Be sure you have spoken with everyone who may have seen or heard the incident. Continually 
explore if you’ve reached the right individuals throughout this process. 

• Try to see people as quickly as reasonably possible before their recollection of the events fade. 

• Although you may indicate that you’ll strive to maintain the confidentiality of the witness as much as 
possible, it isn’t possible to promise this. In certain cases, the information shared must be 
communicated by law. 

• Should a witness decline to participate, ask questions about the concerns s/he has and try to address 
them. Participation should never be mandatory. 

 
Documentation 

• Take notes of the interviewee’s responses. It’s not necessary for these to be a verbatim record of the 
interview, but they should contain: 

o Key points reflecting the interviewee’s words. 

o Date, names/titles of individuals in both the interviewee role and the interviewer role. 

o Signature of the interviewee to acknowledge the accuracy. 

o Meetings are not to be recorded electronically. If an employee wishes to have a record of 
the discussion, suggest that s/he takes notes.  
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o Confer with your HR Consultant to determine who may need a copy of the findings and 
recommendations for next steps. 
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Non-Represented, Non-Academic Employee 

Corrective Action Elements 
While there is no formal progressive discipline process for non-
academic, non-represented employees, the following elements are part 
of a best practices approach to this topic: 

• Verbal Warning 

• Written Warning 

• Suspension 

• Termination 

ALWAYS contact your HR consultant prior to taking any disciplinary 
action and at each step of the progressive discipline process. 

Note: It is not always necessary to begin progressive corrective action 
with an oral warning.  Where you begin is based on the performance 
or behavior in question and the severity of the impact to the 
workplace.  As an example, you might go directly to suspension for an 
insubordinate employee.  The critical point with progressive corrective 
action is consistency.  Have you treated employees within your 
workgroup with similar issues consistently? 

 
Employee’s Request for Third Party Presence  

If a non-represented employee requests to have a third party (e.g. a 
co-worker) present at any stage of progressive corrective action, you 
may allow it even though the University is not obligated to do so. 

However, if the third party is not a co-worker (e.g. a lawyer or family 
member), terminate the meeting and contact your HR Consultant. 

 
Non-Represented Verbal Warning Best Practices 

The oral warning usually, but not necessarily, comes before the written 
warning.  It is a precursor to the disciplinary process.   

• Have a conversation and follow up with a summary in writing 
to the employee. An oral warning implies that it is spoken and 
it is.  However, it is insufficient to just tell the employee that 
their performance or behavior is unacceptable.  You must 
document that you gave the employee an oral warning. It 
should include: 

o Description of the poor performance and the negative 
impact that resulted from the employee’s actions or 
non-actions. 

 

Before You Begin… 

 

Consult your HR Consultant 
prior to beginning a discipline 
process with a non-academic, 
non-represented employee.  
 

 
Helpful Reference: 

 
WSU’s Template Performance 
Improvement Plan 

 
 
Non-Rep Manual: 

1.17 Progressive Correction 
Action 
 
1.18 Suspension 
 
1.19 Appeals 
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o Description of the expected satisfactory improvement. 

o Provision of a reasonable time to improve. 

o Stated consequences of non-improvement (written warning up to and including 
termination). 

o The employee’s response to show that you listened to the employee’s side of the story before 
taking disciplinary action. 

o Your willingness to help the employee to improve. 

• Demonstrate the seriousness of this oral warning. 

o Adopt a serious tone.  Sit up straight against the table.  Do not send a mixed message by 
taking a relaxed posture. 

o Do not deviate from the context of the oral warning by praising another aspect of the 
employee's work. 

o Hold the meeting in private. 

o Explain the problem, your expectations, and the consequences of non-improvement. 

o Ask the employee for their side of the story. 

o Keep accurate notes. 

o State a reasonable time for the improvement to take place. 

o State the consequences of non-improvement.  

o Set a date and time to revisit his or her progress. 

o Document the outcome of the discussion and send employee an email as a summary. 

 
Non-Represented Written Warning Best Practices 

• Be sure your written warning includes: 

o Description of the poor performance and the negative impact that resulted from the 
employee’s actions or non-actions. 

o Description of the expected satisfactory improvement. 

o A reasonable time to improve. 

o Stated consequences of non-improvement (written warning up to and including 
termination). 

o The employee’s response to show that you listened to the employee’s side of the story before 
taking disciplinary action. 

o Your willingness to help the employee to improve. 

• When delivering the warning, give the employee a copy of the written warning and discuss all that it 
contains. 
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• Ask the employee to sign the document to acknowledge the discussion took place and be sure to 
sign it yourself.  If the employee refuses to sign: 

o Reinforce that the signature does not signify agreement – merely acknowledgement 

o Ask the employee to remain in the meeting location. 

o Find another manager or HR person and ask him/her to be a witness. 

o Restate your request for the employee to sign the written warning.  If the employee still 
refuses to sign the written warning, note that the employee declined to sign the document 
and have the witness sign and date that they observed the employee declining to sign the 
written warning. 

 
Non-Represented Suspension Best Practices 

Suspension is typically the result of an employee not improving the performance that had been identified in a 
written warning.  However, suspension can also be used as the first step of discipline to remove an employee 
from the workplace while you conduct your investigate of the infraction.  

Partner with your HR Consultant prior to instituting suspension, particularly when working with exempt 
employees. Exempt employees cannot be suspended for increments of less than one work week (5 working 
days) EXCEPT where there is a clearly defined policy regarding the reason for discipline.  For things like 
workplace violence, improper technology use, etc., a suspension must be less than a week.  However, 
progressive discipline that is due to performance would require a suspension lasting either 5 or 10 days.  Who 
is an exempt employee? Any employee who is exempt from overtime as stipulated by the Fair Labor 
Standards Act (FLSA).  

• Document the suspension and give the employee a copy.  The suspension letter should include: 

o A description of the poor performance that had not been improved. 

o The duration of the suspension 

o A description of the expected satisfactory improvement. 

o A reference to the written warning that explained the consequences of non-improvement. 

o A description of the consequences of non-improvement (suspension up to and including 
termination). 

• Discuss the contents of the suspension letter with the employee. 

• You and the employee should sign the document stating that the suspension letter was reviewed 
with the employee.  If the employee is reluctant, tell them their signature does not indicate they 
agree with the written warning only that you gave them a copy and discussed it with them. 

• If the employee refuses to sign the document: 

o Ask the employee to stay. 

o Find another manager or HR person and ask them to be a witness. 

o Restate your request for the employee to sign the letter.  If the employee still refuses to sign 
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the letter, note that the employee declined to sign the document and have the witness sign 
and date that they observed the employee declining to sign the letter of suspension. 

 
Using the Non-Represented, Non-Academic Performance Improvement Tools 

 
Verbal Warning Memo Sample 

Two sample templates for summarizing a verbal warning are attached. Partner with your HR Consultant for 
assistance in customizing it to the unique needs of your situation. 

 
Written Warning Memo Sample 

Two “best practice” sample templates for summarizing a verbal warning are attached. Partner with your HR 
Consultant for assistance in customizing it to the unique needs of your situation. 

 
Performance Improvement Plan Template 

Work with your HR Consultant prior to completing and sharing this performance-focused plan with the 
employee. It is often used in either coaching or progressive corrective action discussions with non-rep 
employees. Consult with Labor Relations to determine how it may be used for represented employees.  
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Verbal Warning Memo Sample 1 

 
Non-Academic, Non-Represented 

Partner with your HR Consultant for assistance in summarizing a verbal warning for non-represented, non-
academic employees. 
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Verbal Warning Memo Sample 2 

 
Non-Academic, Non-Represented 

This is a best-practice sample for reference. Partner with your HR Consultant for assistance in summarizing a 
verbal warning for non-represented, non-academic employees. 
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Written Warning Memo Sample 1 

 
Non-Academic, Non-Represented 

This is a best-practice sample for reference. Partner with your HR Consultant for assistance in summarizing a 
verbal warning for non-represented, non-academic employees. 
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Written Warning Memo Sample 2 

 
Non-Academic, Non-Represented 

This is a best-practice sample for reference. Partner with your HR Consultant for assistance in summarizing a 
verbal warning for non-represented, non-academic employees. 
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Performance Improvement Plan Template 
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Represented, Non-Academic Employees 
ALWAYS contact Labor Relations prior to taking any disciplinary action 
and before each step of progressive discipline when working with 
represented, non-academic employees.   

Where specific documentation is required, Labor Relations has 
templates that you will use to create your disciplinary documentation. 

For the purposes of this guide, the steps for both Staff Association 
(UAW) and Professional & Administrative (UAW) employees have been 
provided.  

 
Using the Represented, Non-Academic Discipline Tools 

 
P&A Progressive Correction Process  

Steps in Article 13 of the collective bargaining agreement.  

Other Contracted Employees 

Always refer to Labor Relations and the collective bargaining 
agreement. 

  

 

Labor Relations 

 

Contact Labor Relations at  
313 577-2081 for guidance 
and the most current 
templates. 

 

Always refer to the collective 
bargaining agreement. 
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Use of Employee Assistance as Part of an 
Improvement Plan 
Occasionally during the disciplinary process, the employee may 
disclose to you that the cause of their poor performance or behavior 
comes from outside the work environment.  Do not allow this 
admission to deter you from continuing with the disciplinary action.  
Remember: it is the employee’s responsibility to improve his/her 
performance. 

Best Practices 

• Consider using the “Sometime Speech” for offering 
employee assistance: 

“Sometimes, WSU’s Employee Assistance Program (EAP) is an 
option in situations such as this. It’s free, it’s confidential, and it’s 
helped people with all kinds of problems. Here is the phone 
number. It’s up to you.” 

• Not sure what our EAP can help with?  They specialize in 
helping employees with issues inside and outside the 
workplace (such as those listed below), and are available 24 
hours a day, 365 days a year.   

1. Marital and family problems 

2. Child or adult care issues 

3. Alcohol and/or drug abuse 

4. Balancing work and family 

5. Depression and anxiety 

6. Work-related concerns 

7. Financial or legal problems 

8. Career transition issues 

• Be prepared to share EAP information. See the attached 
brochure. Additional copies are available by contacting WSU’s 
HR Employee Resource Center. 

 
What’s in it for me? 

As a supervisor, the Employee Assistance Program (EAP) broadens the 
number of solutions you can offer to employees. Since as a manager, 
you can only offer assistance related to what you control within the 
work environment, without the EAP there wouldn’t be much support 
you could offer for issues happening outside of WSU.  

 

Employee Assistance 
Program 

 

A free benefit for employees 
and eligible family members 
that may help an employee 
obtain the needed resources 
to get back on track. 

 
Contact WSU’s HR Employee 
Resource Center with 
Questions about WSU’s 
Employee Assistance 
Program (EAP) at  
313 577-3000 

 

Our third party EAP provider is 
Ulliance: 

800 448-8326 
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Terminations 
Typically supervisors associate termination with the end result of 
disciplinary action, e.g. progressive discipline, policy violation or 
misconduct.  However, terminations fall within two categories: 
voluntary and involuntary. 

Remember, when terminating a non-represented employee, contact 
your HR Consultant; when terminating represented employees, contact 
Labor Relations. 

 
Types of Terminations 

Voluntary terminations occur when an employee: 

• Resigns from University employment 

• Retires from University employment 

• Is deceased while an active University employee  

Involuntary terminations occur (but are not limited to) when an 
employee is: 

• Terminated for University policy infraction or misconduct 

• Terminated as a final consequence of performance or behavior 
non- 
improvement 

• Terminated for acts that constitute threat to life, person or 
property, or  
gross insubordination, or offenses of a comparable magnitude 

 
Voluntary Termination Best Practices 

If an employee resigns, it is customary to request a letter of 
resignation. In the event the former employee later decides to file a 
wrongful termination suit, a letter of resignation is proof that he or she 
voluntarily terminated employment with WSU. 

• Ask for a letter of resignation if the employee does not offer 
one. 

• Forward the letter of resignation to your HR Consultant or HR 
Client Services Region along with a completed EPAF. If the 
position is a non-academic, represented role, please also let 
Labor Relations know as soon as possible. 

  

 

Termination 
Resources 

 

Partner with Your HR 
Consultant for non-academic, 
non-represented employees 
and Labor Relations for non-
academic, represented 
employees prior to any 
employee termination. 

 

 

WSU Termination Resources 
available on HR’s website: 

 
Separation Checklist 

 
Exit Interview Questionnaire 
(for voluntary separations) 

 
Knowledge Transfer 
Questionnaire 
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• The HR Client Services Region will complete the termination of University employment personnel 
transaction.  

• Contact Total Compensation & Wellness in the event of an active employee death. 

 
Involuntary Termination Best Practices 
 
Non-Academic, Non-Represented 

When the decision to terminate an employee has been made, the supervisor will: 

• Prepare for the termination meeting. 

o Solicit guidance from your HR Consultant for non-academic, non-represented employees or 
Labor Relations for non-academic, represented employees. Work with your HR Consultant for 
logistical details surrounding final paycheck, vacation/sick time payouts, health insurance 
continuation and if applicable unemployment insurance.  Determine if/how the position may 
be later posted. 

o Review the employee documentation relating to this termination meeting. 

o Write down the key points of what you will say. This will ensure that you provide all the 
information the employee needs. It may be helpful to review the attached sample script. 
Note that the conversation should short and concise. 

o Draft the termination letter with your HR Consultant for non-academic, non-represented 
employees and with Labor Relations for non-academic, represented employees. 

o Set a time and date for the termination meeting. Schedule the meeting in a private location 
to ensure that you won’t be interrupted and at a time that is either at the start or end of the 
workday. This can minimize the employee’s potential embarrassment when later retrieving 
personal belongings from his/her work area as fewer colleagues will be present to witness it. 
Keep the meeting brief – approximately 15-20 minutes. 

o For non-academic, non-represented roles, always seek to perform the termination discussion 
in person. 

o Inform the individual who will act as your witness at the termination meeting. This may be an 
HR representative or another member of management. 

o Prepare with the needs of the employee in mind. For example: 

 Ensure tissue is available 

 If departing employee will be leaving WSU immediately, arrange for boxes to hold 
personal items 

• Inform the employee of the date and time of the meeting. 

• Develop a specific transition plan for the departing employee, indicating duties and expectations. 

• Develop a plan for making an announcement to the affected employee’s colleagues. 

• Conduct the termination meeting. Terminating an employee should never become easy.  However, if 
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you have adequately informed the employee of job performance standards and expectations, 
coached the employee to achieve performance improvement, applied the steps of progressive 
discipline when the employee failed to improve performance, consistently documented the coaching 
and disciplinary processes, you can take solace in knowing you did everything in your power to help 
the employee succeed. 

 
Termination Meeting Tips 
 
Non-Academic, Non-Represented 

• Inform him/her of the decision to terminate his or her employment at the start of the conversation. 

• Be courteous and professional. Remain compassionate but do not “side with” the employee. Also 
resist any temptation to “lighten the mood” such as making small talk or telling a joke. Be 
empathetic without apologetic.  

• Be honest about the basis for the termination decision. State the facts as you have documented 
them. 

• Listen politely to the employee’s response but do not get into a debate with the employee. 

• Inform the employee that the decision is final.  

• Discuss what will be expected of the employee before the official end date and the plan for 
announcing the decision with others, if appropriate.  

• Share next steps, including date of final paycheck and need for return of University property.  

• Offer support as appropriate, such as the timeframe for Employee Assistance Program availability. You 
may also suggest boxing up the individual’s belongings and shipping it to his/her home to make the 
departure easier. 

• After the meeting, allow the employee a brief time to compose him/herself. 

 
After The Termination Meeting 
 
Non-Academic, Non-Represented 

• Give the employee adequate time to retrieve his or her personal belongs.  A witness should observe 
this process to ensure no University property is taken. This should be done in a manner that allows 
the departing employee as much dignity as possible.  

• If necessary, have the employee escorted from the University premises. 

• Forward the termination letter to your HR Consultant or HR Client Services Region.  

• The HR Client Services Region will complete the termination of University employment personnel 
transaction. 

• Document the termination. 

• Complete the separation checklist. 
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• Act as a liaison with General Counsel. In the event of a wrongful termination suit, you may have to 
provide General Counsel with all documentation regarding the termination of the employee or others 
in your department. You may also be called upon to provide additional terminated employee 
documentation to prove consistency in your application of coaching and progressive discipline. If the 
wrongful termination suit goes to trial, you may be called upon as a University witness. 

• Communicate the departure as quickly as possible to the rest of your team to avoid the spread of 
damaging rumors. Share a balanced message – one that is honest and empathetic, yet spares 
unnecessary detail to show respect for the terminated employee. 

• Remain available for further discussion with remaining team members as needed. Some employees 
may have longer processing times than others. It can be reassuring to the team to focus upon the 
impact on the team and ways to mitigate it. This is also an opportunity to reinforce your 
department’s desired culture, performance and values. 

 
What’s in it for me? 

While it is more likely that an employee will choose to leave 
WSU rather than be asked to leave according to the Bureau of 
Labor Statistics, which indicates that 1.8% of employee 
separations were related to employees who quit their job vs. 
1.1% who were laid-off or discharged for other reasons (2014), 
it is important that a manager is prepared for both scenarios.  

Knowing what you’ll say, who you can count on for support and 
the overall process is an important part of easing your 
preparation during what may be a stressful time. 

 
Using the Termination Tools 
 
Tips for Delivering Difficult News 

Refer to these general guidelines when preparing for an employee termination meeting. 
 
Voluntary Employee Termination Off-Boarding Process 

This overview shares the key roles and responsibilities for supervisors, HR Consultants and Business Affairs 
Officers during the separation process. 
 
Separation Checklist & Verification Form 

A three-part checklist identifies the key activities for supervisors, HR Consultants and Business Affairs Officers 
at the time of an employee separation. 
 
Exit Interview Questionnaire 

During voluntary terminations, this questionnaire helps supervisors and HR work together to create a 
proactive employee retention strategy. 

“Preparation is the number 
one way a manager can ease 
the separation process.” 
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Knowledge Transfer Questionnaire  

Capturing a departing employee’s knowledge relevant to his/her role is a key challenge. This questionnaire 
was designed to ease the process and speed-up the process of transitioning responsibilities to others. 

 
Employee Off-Boarding Checklist  

This checklist identifies the key activities for the employee at the time of separation.  
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Tips for Delivering Difficult News 

 
Non-Academic, Non-Represented 

1. Be clear and straightforward in your discussion with the employee. Quickly state the reason for the 
meeting and explain the reason for the termination. 

o Don’t sugarcoat or downplay the message 

o Don’t over-react emotionally 

o Don’t apologize for the decision 

2. State the decision is final. Don’t make future promises about things that may not happen. 

3. Be compassionate but not apologetic 

4. Ensure your non-verbal communication matches your verbal message. How you appear as you deliver 
the news will impact how the employee absorbs, accepts and adjusts to it 

5. Describe resources available, such as the Employee Assistance Program 

6. Outline the next steps. Share specifically what will happen now and expectations that you have of the 
employee. 

o Transition of responsibilities 

o Last day of work 

o Final paycheck, severance arrangements if applicable 

o Return of University property and packing up personal belongings 

7. Follow up in writing 
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Voluntary Employee Termination Off-Boarding Process 

A standard operating procedure devised to retract the employee’s WSU identity and ensure the transition 
process is complete by specifying responsibilities of the supervisor, HR team and Business Affairs Officer. 

Procedure 

Direct Supervisor 

Once notified of a voluntary employee separation: 

1. Obtain a written “Letter of Resignation” notification from the employee and upload into AppXtender 
(work with your HR Client Services team as needed for AppXtender support). 

2. Inform your Business Affairs Officer (BAO) and your HR Consultant of the notification within 24hrs. 

3. Instruct each of them to complete their sections of the Voluntary Transition/Separation Checklist by 
the 10 day deadline (see attached). 

4. Note:  In the case of an involuntary termination, the supervisor must notify the BAO and HR 
Consultant immediately and provide instructions specific to processing time frame. 

5. Complete the supervisor’s section of the Voluntary Transition/Separation Checklist. 

6. Note:  It is the responsibility of the direct Supervisor to ensure all responsible parties (BAO & HR 
Consultant) have completed their sections of the Voluntary Transfer/Separation Checklist.  These 
processes should be completed within ten (10) business days of separation notification.  In the 
event that less than ten (10) days notification is given, please notify your BAO and HR Consultant 
immediately to coordinate expediting these processes. 

7. Complete the Checklist Verification Form and place in AppXtender once you have received 
notification of completion of the BAO and HR Consultant sections of the Voluntary 
Transition/Separation Checklist. 

a. This form should be verified and signed by the direct supervisor up to the last day of work. 

b. Upload into AppXtender. 

8. Schedule a meeting with the employee within 3 days of voluntary employee separation notification 
and request them to complete the following: 

a. Employee Off-Boarding Checklist (see attached)  

b. Knowledge Transfer Questionnaire (see attached)  

c. Obtain the completed copies of the Employee Off-Boarding Checklist and Knowledge 
Transfer Questionnaire forms prior to the last day of work. 

d. Upload into AppXtender. 

HR Consultant 

Once notified of voluntary employee separation: 

1. Complete the HR Consultant section of the Voluntary Transition/Separation Checklist as requested by 
the employee’s direct supervisor (link here).  
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2. Return your completed section to the direct supervisor by the 10 day deadline or as requested.  

3. Communicate with the employee within 2 days of voluntary employee separation notification and 
request that he/she participate in our exit interview program.   

4. Offer the three available methods of completing the exit interview: Electronic 
www.surveymonkey.com/s/WSUExitSurvey, Face to Face or Telephone. 

5. Face to Face and Telephone survey results will be manually entered into Survey Monkey by the HR 
Consultant.   

6. Follow-up with employee as follows: 

7. Per request by employee, based on completed survey 

8. If employee has not responded within 3 days 

9. Collect and review exit interview survey results. 

10. Extract Division results and share aggregate data with AVP at a minimum of once per quarter (more 
frequently, if requested). 

Business Affairs Officer 

Once notified of voluntary employee separation: 

1. Complete the BAO section of the Voluntary Transition/Separation Checklist as requested by the 
employee’s direct supervisor (link here). 

2. Return your completed section to the direct supervisor by the 10 day deadline or as requested.  

Talent Management Consultant  

1. Extract exit interview survey results (by S/C/D) and create an aggregate summary to be shared with 
leadership by the 2nd Friday of the month for the previous month. 

 
Roles & Responsibilities 

DIRECT SUPERVISOR: Initiate communication amongst all parties responsible for 
completing the off-boarding and transition processes as outlined 
above. 

BUSINESS AFFAIRS OFFICER:    Complete the checklist as outlined above. 

HR CONSULTANT:   Responsible for initiating and maintaining contact with the 
employee; facilitate the Exit Interview Questionnaire process, 
collect and deliver data as outlined above. 

TALENT MANAGEMENT CONSULTANT:   Create Exit Interview aggregate summary as outlined above. 

 

  

http://www.surveymonkey.com/s/WSUExitSurvey
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Separation Checklist 

A link to this form will be available on the Human Resources website. A sample is below for general reference. 
Note there are three distinct sections, each to be completed by the Supervisor, HR Consultant or Business 
Affairs Officer. 
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Separation Checklist Verification Form 

A link to this form will be available on the Human Resources website. A sample is below for general reference. 
Note that the supervisor is responsible for ensuring that the HR Consultant and Business Affairs Officer have 
completed their sections. 
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Exit Interview Questionnaire 

A link to this document will be available on the Human Resources website. A sample is below for reference. 
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Knowledge Transfer Questionnaire 

A link to this document will be available on the Human Resources website. A sample is below for reference. 

  



Non-Academic Discipline & Termination Guide 

 103 Supervising @ Wayne State 

 

Employee Off-Boarding Checklist 

A link to this document will be available on the Human Resources website. A sample is below for reference. 
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Accelerate e-Resources for Discipline & Termination 
 
Non-Academic, Non-Represented 
 

 

 
For a general overview of absence management eResources, 
consider the following items from WSUs eLearning library, 
Accelerate! 

 

 

eBooks 

• 101 Tough Conversations to Have with Employees: A Manager’s Guide to Addressing Performance, 
Conduct and Discipline Challenges, Chapter 6: Excessive Absenteeism and Tardiness by Paul Falcone 
(2009) 

• 101 Sample Write-Ups for Documenting Employee Performance Problems: A Guide to Progressive 
Discipline and Termination, Second Edition by Paul Falcone (2010) 

• Discipline Without Punishment: The Proven Strategy that Turns Problem Employees Into Superior 
Performers, Second Edition by Dick Grote (2006) 

• The Manager’s Pocket Guide to Documenting Employee Performance by Terry Fitzwater (1998) 

eCourses 

• Addressing Problem Performance  
• Using Progressive Discipline to Correct Problem Performance 
• Preparing to Dismiss an Employee 

 
 

Job Aids 

• Verbal and Written Warnings 
• Handling the Suspension of an Employee 
• When and How to Terminate an Employee 

http://waynestateuniversity.skillport.com/skillportfe/assetSummaryPage.action?assetid=30539&fromShare=yes
http://waynestateuniversity.skillport.com/skillportfe/assetSummaryPage.action?assetid=30539&fromShare=yes
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/BOOKS/34150
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/BOOKS/34150
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/BOOKS/13762
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/BOOKS/13762
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/BOOKS/1346
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/COURSES/mgmt_05_a04_bs_enus
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/COURSES/mgmt_34_a03_bs_enus
http://waynestateuniversity.skillport.com/skillportfe/main.action?path=summary/COURSES/mgmt_26_a01_bs_enus
http://waynestateuniversity.skillport.com/skillportfe/ajax/SbJaSummaryPage.action?id=mgmt_05_a04_bs_enus_sbmgmt_05_a04_bs_enus002001&time=12&displayDevPlanEditDeleteIcon=0&hideAddToMyPlan=0&lpName=
http://waynestateuniversity.skillport.com/skillportfe/ajax/SbJaSummaryPage.action?id=mgmt_05_a04_bs_enus_sbmgmt_05_a04_bs_enus002001&time=12&displayDevPlanEditDeleteIcon=0&hideAddToMyPlan=0&lpName=
http://waynestateuniversity.skillport.com/skillportfe/ajax/SbJaSummaryPage.action?id=mgmt_05_a04_bs_enus_sbmgmt_05_a04_bs_enus002002&time=30&displayDevPlanEditDeleteIcon=0&hideAddToMyPlan=0&lpName=
http://waynestateuniversity.skillport.com/skillportfe/ajax/SbJaSummaryPage.action?id=mgmt_05_a04_bs_enus_sbmgmt_05_a04_bs_enus002003&time=44&displayDevPlanEditDeleteIcon=0&hideAddToMyPlan=0&lpName=
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