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EMPLOYEE COMMUNICATIONS

I.
PURPOSE:

Employees should be given the tools necessary to successfully perform their job duties. Often written communication is necessary regarding duties and specific areas where improvement is needed. This policy provides guidelines and requirements for supervisors to communicate with employees.

II.
SCOPE:

Department wide

III.
DEFINITIONS:

PERFORMANCE LOG/MEMO: A record of performance events and the impact as they relate to employee performance and/or behavior during the appraisal period. (Found on the DHSS Intranet under “Forms/Employee Performance Planning and Appraisal System” and as Administrative Policy 10.6B/Performance Log)

MEMORANDUM OF CONCERN: This memo simply states the supervisor’s concern and the expectation for future behavior/performance. This is not discipline. 

INCIDENT REPORT: This is an information gathering tool supervisors may utilize in order to obtain an employee’s account of what may have occurred in a specific incident. This is not discipline and is not included in the employee’s official personnel file, but should be retained the unit’s working file. (Found as Administrative Policy 10.6C/Incident Report)

WORK PLAN: A written plan for improvement developed by the supervisor to correct deficiencies in performance or better define performance goals. The plan will include goals and ways to achieve these goals as well as set out specific time frames for accomplishments where appropriate. The plan may be written on the “Employee Work Plan” template, available on the Intranet or as Administrative Policy 10.6A/Work Plan, using the objectives the employee was previously given. The work plan will be in the column next to the performance objectives, and the last column will be for notes of the supervisory conferences. 

IV.
GENERAL PROVISIONS:


The following are considered to be corrective measures to improve an employee’s performance or behavior, and are not considered discipline. 


A.
INCIDENT REPORTS:


Incident reports may be used by supervisors to gather all relevant information to determine if misconduct occurred. An incident report should be prepared to the employee outlining the alleged incident and presented to the employee as soon as possible after the initial report or observation. The employee should be allowed at least twenty-four (24) hours to provide a written response the incident report. The supervisor may use the information gathered from the incident report response to counsel the employee about appropriate behavior, provide the employee with written notice (i.e. Memo of Concern) of unacceptable behavior, recommend disciplinary action, or take no further action. However, the employee should receive, in writing, the outcome of the incident report. A copy of the incident report and outcome notice should be forwarded to OHR.
B.
PERFORMANCE MEETINGS:

1.
All supervisors must develop performance objectives for each employee. The supervisor maintains the responsibility for ensuring all employees receive and understand these objectives and receive the coaching and training necessary to perform successfully according to the objectives.

2.
All supervisors are required to meet with employees under the following circumstances:

a. New employees should receive their objectives within the first week of their job. Supervisors are required to meet and discuss these objectives with the employee. 

b. When an employee's performance begins to fall below a successful level for the position, the supervisor shall meet with the employee. The content of the meeting should be communicated in writing to the employee, and presented to the employee for signature/initials. This may be done via the Memo of Concern or the Employee Performance Log.

c. Supervisors should meet as soon as possible with employees to reinforce positive behavior and deter negative behavior.

3.
In order to avoid discipline, the following methods of assistance (which are not disciplinary actions) should be offered when feasible and appropriate:

a.
Oral Warning: When discussing the violation of a rule or policy or other deficiency and its impact, it is important that the employee be informed of the consequences of continued violations or deficiencies. A notation of the conference including date and substance of the warning is to be retained by the supervisor.

b. Memorandum of Concern: the supervisor, in conjunction with the Office of Human Resources (OHR), prepares this memo. The memo should include the supervisor’s concern(s), the impact of the employee’s behavior, and the expectation for future behavior/performance. The supervisor obtains the employee’s signature, keeps a copy in that employee’s working file, and forwards a signed copy of the Memorandum of Concern to OHR for informational purposes. If the employee refuses to sign, the supervisor will obtain the signature of a witness (i.e. another supervisor or manager, not a co-worker.)

4.
If significant improvement in the employee’s performance and/or behavior is not noted within a reasonable amount of time (i.e. no more than three (3) months), the supervisor should progress from employee performance logs, notes, e-mails Work Plan, and/or Memorandum of Concern to a Special Performance Appraisal, or other appropriate corrective/disciplinary action.

C.
WORK PLANS:

1.
Work plans may be developed when a supervisor wants to set specific goals for an employee to achieve and should be developed from the performance objectives where improvement is expected. Ideally, a work plan should be developed and administered PRIOR to the need for a “Needs Improvement” rating and/or an extension of an employee’s probation. Strong supervision and a properly administered work plan will often correct performance problems in time to avoid other actions.
2. When an employee's performance falls below the successful level in one or more components, a work plan may be developed. An overall rating of “Needs Improvement” requires a work plan in conjunction with the rating. (Also refer to Administrative Policy 10.3/Types and Schedule for Employee Performance Appraisals regarding exempt status for employees on a work plan as of December 31.)

Additionally, a work plan is generally required when requesting an employee’s probationary period be extended, except in limited circumstances. See Policy 10.1 for additional information concerning probationary periods. This plan contains:

· Job components from the employee’s performance planning document. 

· Performance objectives as previously given to the employee.

· Work plan details outlining specific expectations for the work plan period including strategies/actions and timetables necessary to achieve these goals.

· Meeting schedule during the work plan period. Meetings should be conducted with the employee no less than every two weeks.

· Assistance provided or offered to employee, describing the types of help given by the supervisor, management or co-workers. Include training or training course attendance, administrative assistance, protected time, coaching, etc. Include the employee’s suggestions, if any, as to what help is needed from the supervisor in order to achieve goals, and what the supervisor is going to provide.

3.
Employees will be given the opportunity to review and discuss the work plan with the immediate supervisor. The supervisor and employee shall both sign the work plan. Failure to sign on the employee's part does not excuse the employee from the conditions of the plan.

4.
Work plans shall be developed for time frames appropriate to the situation (generally around three (3) months) and shall be for no longer than six (6) months or the end of the designated special appraisal period.

5.
Employees with performance that “Needs Improvement” who do not show substantial improvement in performance or behavior are subject to more serious action, up to and including dismissal. The following should be considered in determining appropriate action:

a.
Have performance objectives been established and given to the employee?

b.
Has the employee received proper instruction/training and sufficient opportunity to meet the objectives?

c.
Has the employee been advised that the objectives are not being met and what corrective action the employee must take to meet the objectives?

d.
Are the objectives reasonable in comparison to similar positions and are they being evaluated in a consistent manner?

e.
Can the non-performance reasonably be expected to improve through coaching and assistance, or is the non-performance primarily due to lack of knowledge, skills or abilities required to perform at a successful level?

D.
CONDITIONAL EMPLOYMENT:
When an employee in regular status has been given an opportunity to improve and has failed to do so, or done so only marginally, the employee may be placed on Conditional Employment to allow them a final opportunity to meet expectations. An employee on Conditional Employment, as of December 31, is exempt from an 
annual rating. (Refer to Administrative Policy 10.3/Types and Schedule for Employee Performance Appraisals for further information)

The supervisor is required to complete a special performance appraisal, which will outline the employee’s performance deficiencies, as well as a work plan for the employee’s Conditional Employment period. OHR prepares a Conditional Employment letter for the Appointing Authority’s signature to the employee describing the necessity for change, including what needs to be changed and in what time period. The letter must contain a time period not to exceed three months and state that the employee may be dismissed if s/he fails to meet expectations. This action is entered in the employee’s record at the Office of Administration, Division of Personnel.

In most instances, the supervisor and/or manager/bureau chief gives the original Conditional Employment letter to the employee in a conference. An employee shall be entitled to Union or non-Union co-worker representation upon request when presented with this action. The supervisor obtains the employee’s signature acknowledging receipt and forwards the receipt notice containing original signatures, along with a copy of the signed Conditional Employment letter, to the OHR for the employee’s official personnel records. If the employee refuses to sign the acknowledgment receipt, the supervisor and one other person sign as witnesses that the employee received the Conditional Employment letter. The other witness must be a manager/supervisor or confidential assistant to the manager/ supervisor. Never use a co-worker as a witness. In some cases, the employee may not be available for personal presentation, in which case the Conditional Employment letter is sent via certified mail. The return receipt is then sent to OHR for inclusion in the employee’s official personnel file.

Prepared by:
Approved by:

____________________________________
____________________________________

Chief, Office of Human Resources 
 Director

