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TOOL:  Sample Progressive Discipline Policy
POSTED:  March 2012
[Insert your organization’s name here]
PROGRESSIVE DISCIPLINE POLICY
Background:
The University of British Columbia (UBC) Child Care Services’ Policy and Procedure Manual, Collective Agreements, and other regulations which exist or may be established provide the framework for positive and effective working relationships between the employer (UBC) and employees.  

As an employer, UBC Child Care Services acknowledges that an employee is entitled to know the full reasons for dismissal, demotion, or disciplinary action.  UBC Child Care Services is committed to ensuring that fairness and consistency be employed in all matters.  Like all other policies, these guidelines are designed to ensure equal treatment for all employees.
Policy Statement:
The UBC Child Care Services’ disciplinary process will adhere to any Collective Agreements and/or other regulations in effect.

The UBC Child Care Services’ disciplinary process will be:

· Progressive – moving from minimal to more serious forms of discipline; and

· Goal-oriented – focused on remedying violations of policies and procedures or other job-related problems, through learning and change of behaviour by the Employee.

All applications of discipline will be discussed with an Employee, documented and placed on record in the Employee’s personnel file.  In cases of severe discipline involving suspension or dismissal, a letter explaining the decision and the reason for it will be delivered from the Employer by hand or by double registered mail within five days of such disciplinary action.  A copy of the letter, with proof that it was received by the Employee, will be placed in the Employee’s personnel file.  Like all other personnel matters, disciplinary procedures will remain strictly confidential.

Authority
1.  a)
The Employer or any specifically authorized representative of the Employer may prescribe and apply disciplinary action.  


b)
A Senior Supervisor or Co-supervisor may be authorized to apply disciplinary action only after having received an orientation to these policies and the accompanying procedures, and demonstrating an understanding of them.  

2.
Lesser forms of discipline will be administered and documented by the Employee’s Senior Supervisor or Co-supervisor (Supervisor).

3.
a)
In extreme cases, the Supervisor may administer immediate suspension, but must notify the UBC Child Care Services’ Director immediately upon taking such action.  The Supervisor may only take this action after determining that the Employee is unable to carry out basic job duties and/or poses a serious safety risk to clients and/or other staff.


b)
Other than the extreme cases outlined above, the authority to dismiss or suspend an Employee rests with the Director (or in the Director’s absence, the Assistant Director).

Exceptions
For some violations, regardless of the circumstances, the Employer can reserve the right to establish and apply certain specific consequences.  These violations and corresponding consequences will be documented separately in the Policy and Procedure Manual.

PROGRESSIVE DISCIPLINE PROCEDURES
These procedures guide UBC Child Care Services Supervisors (“Supervisors”) in their supervision and discipline of staff.  Wherever so noted, the involvement of the Director of UBC Child Care Services or, in her/his absence, the Assistant Administrator or the Director of UBC Housing and Conferences (“Director”) is required before applying certain disciplinary actions.  See Appendix 4: Examples of Violations for further information.

1.  Pre-Disciplinary Approach
Problem-solving skills, including “active listening”, are to be employed by Supervisors and the Director as part of the regular management style.  When a problem is presented, the positive aspects of the Employee’s performance are to be highlighted and the focus is to be on methods of improvement.  See Appendix 1: Effective Problem-Solving and Appendix 2: Tips for Active Listening for further explanations and suggestions.  

2.  Progressive Discipline Procedure
1.
Identify the Employee’s violation of policy or procedure, and collect and document all relevant facts.  See Appendix 3: Collecting the Facts & Determining Disciplinary Action for further explanations and suggestions.

2.
Give the Employee the opportunity to offer an explanation for the situation.

3.
Confirm that disciplinary action is required, and what specific level of response is appropriate.  See Appendix 3: Collecting the Facts & Determining Disciplinary Action for further explanations and suggestions.


Select the most appropriate option from the following list, reflecting both the severity of the Employee’s most recent violation, as well as the Employee’s past violations of a similar nature and previous attempts to remedy the situation:


a)
Verbal Warning: This is the first step after problem-solving techniques have been attempted.  This is generally used after the occurrence of a minor violation or an initial violation.  Information may be documented during the meeting to clarify communications, and may include any of the following items:



(
a description of what the Employee has done wrong



(
the action required to prevent recurrence of this violation



(
the future action that could be taken if a similar violation is repeated


b)
Reprimand: A written statement which includes information on what the Employee has done wrong, corrections to be made, and the possible consequences if the problem is not corrected.  A reprimand is issued at a meeting between the Employee and the Supervisor.  A reprimand may be administered for one serious violation of policy and/or procedures, or for a series of minor violations for which warning have already been issued.  



A letter of reprimand contains the following information:



(
a description of the Employee’s violation



(
action(s) needed to avoid repeated violation, with goals and deadlines for compliance



(
the future action that could be taken if job performance does not improve



(
a statement that the letter of reprimand will be placed on the Employee’s file for a period of one year.  Removal may depend on the issue or the requirements of the CA

c)
Suspension: The temporary removal of an Employee from employment, usually without pay.  Suspension may be applied for a very serious violation or a series of violations which result in a seriously negative impact on clients, other staff or the program.  If the Supervisor determines that an immediate suspension is required, then she/he must inform the Director of this disciplinary action.  In all other circumstances, this disciplinary action will be applied by the Director.  



If the Employee’s position falls within a bargaining unit, both the Employee and the Union must be advised in writing of the reasons for the suspension, the length of the suspension, the acceptable behaviour required, and the possible future action which could be taken should there be a repetition of the violation(s).  If the Employee’s position in non-unionized, then such written notice is provided to the Employee only.  This written notice must be given within five (5) days of the suspension.


d)
Dismissal: The act of permanently discharging the Employee.  Dismissal may be applied if it has been determined that the Employee is no longer suitable for employment.  This can be due to either an extremely serious single violation or a series of repeated violations which result in an extremely negative impact on clients, other staff or the program.  This disciplinary action may be applied only by the Director.


If the Employee’s position falls within a bargaining unit, both the Employee and the Union must be advised in writing of the dismissal and reason for this disciplinary action.  If the Employee’s position in non-unionized, then such written notice is provided to the Employee only.  This written notice must be given within five (5) days of the dismissal.

4.
Notify the Director of the intended disciplinary action.  If the disciplinary action does not involve suspension or termination, it will be applied by the Supervisor.  If the disciplinary action involves suspension or termination, it will be applied by the Director.  In extreme situations, if immediate suspension is required to maintain safety of clients and/or other staff, then the Supervisor may apply this disciplinary action but must inform the Director immediately.
5.
Schedule a disciplinary interview to occur within ten (10) days following learning of the Employee’s violation, and inform the Employee of the date and time of this meeting.  If unionized, the Employee may request that Union representation be arranged. Such as request will be accommodated in such a way so that no undue delay in holding the disciplinary interview or applying the disciplinary action results. 

6.
Hold the disciplinary meeting. The following steps should be taken during the meeting:

a)
Explain the facts to the Employee, and their connection to the disciplinary action.  


b)
Give the Employee an opportunity to speak.  


c)
Admit any errors or oversights made.  Be prepared to modify the discipline if required.


d)
Be businesslike.  Keep emotions in check, and disregard emotionally driven comments from the Employee.  Be prepared to postpone or reschedule the disciplinary meeting should the situation become extreme.


e)
Try to end the meeting on a positive note.  Remember, the intention is to help the Employee correct her/his behaviour.


f)
Keep the process and all comments made during the disciplinary meeting confidential.  Share information only as requested by your immediate supervisor and/or the Director.

7.
Complete a written Discipline Report in full within a few days following the disciplinary meeting, including a statement of the disciplinary action that has been applied.  Submit a copy of this Report to the UBC Child Care Services Director and file it in the Employee’s personnel file.  Provide appropriate follow-up documentation to the Employee and the Union.

APPENDIX 1: EFFECTIVE PROBLEM-SOLVING
There are many problem-solving models available.  The one summarized below is from The Universal Traveler: A Soft Systems Guide to Creativity, Problem-Solving, and the Process of Design Goals by Kobert and Bognall, and contains some key attitudes and actions that are important for effective problem solving.

Getting Ready to Problem-Solve
1.
Assume that people are interested in doing their best job possible.

2.
Develop a “yes, and(” response which indicates a willingness to explore options.  A “yes, but(” response indicates an either/or situation.

3.
Aim for a solution that makes everyone feel like a winner.


Common Characteristics of Win-Win:

a) Model high interpersonal empathy
b) Encourage talking and communication
c) Practice active listening.
d) Help reassure the other individual.
e) Avoid embarrassing the other individual.
f) Stay calm.
g) Acknowledge feelings.
h) Show understanding.
4.
It is the process that is important.  Even though the problem may not be solved right away, it is important to work together rather than argue with each other.

5.
Be creative:


a)
Instead of seeing the problem as negative and painful, think of it as an opportunity for improvement.

b)
Identify the real problem so everyone is on track.

c)
Style of leadership should be participatory and enabling.

d)
A comfortable and enthusiastic climate makes individuals feel safe to participate.

e)
Consider feelings and attitudes as well as the facts.

f)
Generate ideas and alternative solutions.

g)
Evaluate carefully – you want the best answer.

Problem-Solving Steps
1.
Accept the situation
See the problem as a challenge and then find reasons to go on.

2.
Analyze
Be objective.  Get the facts.

3.
Define
Figure out the issues behind the problem; clarify the major goals.

4.
Ideate
Develop options for achieving goals.

5.
Select
The best way to go is to choose from the options.

6.
Implement
Make the idea happen by taking action on the decision.

7.
Evaluate
Determine the effects of the action, including the degree of 



progress.  Review and plan again if necessary.

Problem-Solving Identifiers: Understanding What Is and What Could Be
Specifics:
a.
What are the facts?

b.
What exactly is the situation?

c.
What has been done?

d.
What has been said?

e.
What am I doing?  What are others doing?

f.
How would an outsider look at this situation?

The Big Picture:
a.
What are the possibilities?

b.
What other ways are there for solving this problem?

c.
What are the implications beyond the facts?

d.
What is this problem similar to?

Logic:
a.
What are the pros and cons of each possibility?

b.
What are the logical consequences of each possibility?

c.
What is the cost of each?

d.
What are the pleasant/unpleasant outcomes of each?

e.
What is the consequence of not acting?

APPENDIX 2: TIPS FOR ACTIVE LISTENING
Active listening helps build trust and establish an atmosphere in which communicating is safe, positive and productive.  Active listening involves the following behaviours:

1.
Encouragement: Communicate to the individual that you are concerned and that you want to hear her/his view of the situation, and ideas for solutions.


I really want to hear your side of this.


I am interested in how you think we should settle this.


It is important to me that we settle this in a way that we can both feel good about.
2.
Reflection: Reflect back what you hear the other person saying about both facts and feelings.  This communicates that you are listening and allows you to make sure that you understand the other person accurately.


You are really angry because you feel that your co-worker is not carrying her own weight and you can’t get your work done.

You think that your supervisor said that to get revenge.


You were embarrassed because your boss might have heard what I said.

2.
Feedback: Let the other person know how you are responding to what she/he is saying.  Use “I” messages to explain how you are feeling or what action you think needs to occur.  This shows the other person that you are taking responsibility for what you are saying in the conversation.


I start feeling defensive when you say that I am wrong.


I agree with you on that part.


I would have an easier time listening to you if you spoke more quietly.
3.
Body Language: Use attentive body language when listening.  This includes facing the other person, leaning forward a bit, maintaining an open posture and being as relaxed as possible.  Avoid crossing your arms!

APPENDIX 3: 
COLLECTING THE FACTS & DETERMINING DISCIPLINARY ACTION 
Supervisors and/or Senior Supervisors of the UBC Child Care Services must attempt to collect all relevant facts regarding an alleged violation, before deciding whether and how to proceed with disciplinary action.  

Facts may be collected by:

a)
Direct observation of the violation being committed.


b)
A written or verbal report submitted voluntarily from another employee.


c)
Obtaining a description of the event(s) from other employees who have witnessed the alleged violation.


d)
Meeting with the employee as soon as possible to give her/him an opportunity to provide an explanation for her/his actions.

After facts are gathered, determine if the employee had or should have had knowledge of the rule that was violated and possible resulting consequences.  Distinguish between an opportunity to identify and resolve a training issue, and a willful and/or unacceptable violation of policy and procedures.   

If the need for a disciplinary response is indicated, remembers that discipline must be progressive.  The minimum amount of discipline that will accomplish the intended goal should always be used.  Should further action be required, more serious discipline will be utilized.  Each violation must be considered in the context of all circumstances, as well as past violations and disciplinary attempts. 

The following factors should be taken into account in determining the disciplinary action:

a) Seriousness of the Violation:  Certain violations warrant more serious action than others.  Coming in to work late and sexual abuse are clearly not at the same level of seriousness.  

b) The Employee’s Work History:  It is important to determine whether there have been violations of a similar nature in the past.  A pattern of similar violations and/or unresponsiveness to prior disciplinary action will be considered in determining an appropriate disciplinary response to the current violation.  If, however, the work history reveals no previous violations or unrelated violations, then only the current violation should be examined in determining an appropriate disciplinary action.  

c) Any and all other mitigating circumstances: There may be other factors which will affect the Supervisor’s or Director’s final decision.  Some of these mitigating circumstances may only become evident after a thorough examination.  Examples of mitigating circumstances include other employees’ involvement in the violation, illness of the Employee, or other events beyond the Employee’s control.

APPENDIX 4:  EXAMPLES OF VIOLATIONS
The following list does not cover every possible violation and is presented only to provide examples of the many different types of violations.  Consider every violation for its individual characteristics before determining an appropriate disciplinary action.

Minor Violations
Significantly different minor violations may initially be dealt with individually, although a history of many minor violations will usually result in a record of unsatisfactory job performance and possible disciplinary action.  

Minor violations may include but are not limited to:


(
lack of punctuality


(
lack of pre-program planning (i.e., coming to work unprepared)


(
lack of responsibility (i.e., not checking for safety; not ensuring that all children are in sight)


(
not following documented procedures


(
lack of courtesy


(
using obscene language


(
wasting or misusing UBC Child Care Services’ materials


(
irresponsibility in handling UBC Child Care Services’ money or property


(
not following instructions of the Supervisor correctly

Serious Violations
Serious violations may warrant a reprimand.  Repeated serious violations may lead to a further reprimand, suspension, or even dismissal.  

Serious violations may include but are not limited to:


(
showing disrespect for children, their families, other employees and/or the Supervisor


(
dishonesty and/or withholding information


(
misuse of sick time


(
leaving a work site without permission


(
falsification of documents and records


(
insubordination


(
coming to work under the influence of alcohol or drugs


(
errors in administering children’s medication


(
breach of confidentiality


(
repeated or frequent minor violations


(
several minor violations in different areas of job performance committed within a short time period


(
allowing a child to leave the premises unnoticed and/or unattended


(
not following documented procedures


(
mishandling UBC Child Care Services’ money or property


(
refusal to work with a specific individual or individuals

Very Serious Violations
Very serious violations may require a reprimand, but more likely immediate suspension with review.  Very serious violations may include, but are not limited to:


(
verbal abuse of children, their families, or other employees


(
consuming drugs or alcohol while on the job


(
theft


(
physical violence


(
physical or sexual abuse of employees or clients


(
any incident that endangers the children, their families, or other employees
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