The Department of General Services

Constructive Intervention 

(Revised 3-2001)

Constructive Intervention is a performance correction process.  It follows a set of principles established in the human behavior sciences.  Departmental experience has demonstrated that constructive intervention is effective in performance correction, and compatible with the civil service system.  Constructive Intervention has three fundamental steps.  Program management determines timeframes for each step, adjusted to each individual situation.

Acts of violence, threats of violence, theft, dishonesty, discrimination, retaliation, and sexual harassment should be considered urgent.  If unsure, contact a Performance Enhancement Section (PES) consultant.  Depending on your determination of seriousness, report such events immediately to 911 or call your manager and the Workplace Violence hotline at (916) 324-7233 (SAFE).

STEP 1

Goal:  To define and communicate performance requirements and expectations. 

· Determine whether the cause of the problem is because the employee cannot perform, or could, but does not; 

· Reorient the employee to applicable rules, policies, and procedures.

When to Begin

Begin Step 1 when you first notice that your employee’s performance or conduct does not meet established expectations and is resulting in a negative effect upon the unit’s work, the work group, or the customer’s satisfaction.

1.
Prepare for a focused discussion with your employee.

· Identify the performance/conduct requiring correction, and identify how it interferes with the unit’s goals, mission, customer satisfaction, or other activities.  Use the Corrective Interview Planning Worksheet to help you prepare (attached).

· Review the applicable policies, rules, and standards.

· Contact the PES for consultation regarding documentation and managing the discussion.  Use the Consultation Planning and Worksheet to help you prepare for your consultation with PES (attached).

· Give the employee the option to have his/her union representative attend the meeting.

2. Discuss the performance issues with your employee.

· Learn how well your employee understands the applicable rules, methods, and procedures regarding his/her work or conduct.

· Explain how the conduct/performance is affecting the unit’s work.

· Describe the applicable expectations, policies and procedures, and supply written copies, if needed.

· Determine if your employee needs further development (training, coaching, or experience).

· Plan how you will provide the additional development.  (PES offers consultation for this.)

· Encourage your employee to contact the Employee Assistance Program (EAP) for confidential assistance.

3. After the discussion:

· Make brief notes of the discussion and keep them in your locked working file.

· Put your plan into action.

· Follow-up periodically to be sure that the employee is performing as expected.  

· Continue to coach as required.

Step 2

Goal:  To formally define elements of the correction.

· Specify job impact; 

· Offer EAP, FMLA, or any other resources; 

· Establish time frames and criteria for successful correction.

(Note:  A consultation with the PES at the beginning of this Step is a departmental requirement.  See HR 01-005, issued March 12, 2001.)
When to Begin

Begin Step 2 when the actions you took in Step 1 have had sufficient time to produce results, but performance is still below expectations or conduct persists (attendance, errors, reliability, treatment of coworkers or customers).

1. Inform your manager and contact the PES for advisement at (916) 445-3962. 
2. PES will assist you with preparations for your corrective interview, motivating the employee to use EAP services, and coordinating the various specialty services you and your employee may require for managing the case to a successful outcome.  Use the Consultation Planning Worksheet (attached) to help you prepare for the consultation with PES.  

    Advise the employee of his/her right to have their union representative attend the 
    meeting.

3. Conduct the corrective interview.

· Choose a private place and arrange to be uninterrupted.

· Explain that you will be taking notes, that the records will be kept at the office level, and that it is the employee’s performance that will determine your future course of action.

· Give examples or evidence of the problem and the impact on the unit’s work.

· Listen to the employee’s side of the story without argument or debate, and take notes describing the employee’s perspective.

· If you learn about something within the workplace that is contributing to the problem, agree to investigate and, as necessary, correct it.

· Offer EAP as a confidential service provided by the department to help employees resolve personal concerns/problems affecting their work.  Encourage the employee to make an appointment.

· Offer any other resource that may apply to the situation (e.g. FMLA).

· Set a date that allows a reasonable amount of time (specify) for the employee to get needed assistance.  This is referred to as the “window of opportunity” and serves as your evaluation period.  Consult with your manager regarding an appropriate time frame.

· Explain that during this period you will allow some flexibility regarding workload, hours, and time off to facilitate access to needed help.

· Explain that expectations relating to conduct covered by other policies must be met and are not suspended during this evaluation period (e.g., workplace violence, caring for and correctly using state property and supplies).

· Explain that if these conditions and time frames are not met, it may result in your using the matters discussed in the meeting in an adverse action.

4. Prepare a corrective interview memo AFTER your interview.  Give the original to your employee and place the copy and other notes in your locked working file.  See Sample Corrective Memo format (attached).

5. At the conclusion of your evaluation period, require all further performance to be within established expectations.

Step 3

Goal:
To bring the correction to a conclusion.

When to Begin

Begin Step 3 when one of the following conditions has occurred:

1. No Improvement (a below expectations pattern continues).  Contact your manager and PES.  PES will coordinate with internal staff to provide you with guidance regarding adverse action to bring the matter to a close.

2. Significant sustained improvement, but still below expectations in a few instances.  You may want to set another “window of opportunity” or choose one of several adverse actions to bring the matter to a close.  Contact a PES consultant for guidance.

3. Sustained performance at acceptable expectations as prescribed.  Congratulate the employee for doing well.  Instruct the employee that his/her performance is meeting expectations and no longer requires correction.  Prepare a written document to this effect and place it in your working file.  Contact PES so they may close its case.

The constructive intervention process will be finished when:

1. The employee maintains a satisfactory level of performance or conduct; or

2. The employee is in the adverse action process.

Attachments

CORRECTIVE INTERVIEW PLANNING SHEET

EVENTS

Time, date, place of events affecting work, work team, or customer satisfaction.
IMPACT ON THE JOB

How did each event impact the work goals/mission? (Morale, customer satisfaction, waste, delay)
SUPERVISOR’S ACTIONS

What action did you take with the employee?





CONSULTATION PLANNING AND WORKSHEET
(Rev.12-18-00)
Supervisors/Managers: Complete this worksheet to help you identify the performance issues.  Call the Department of General Services Performance Enhancement Section (PES) BEFORE you hold a formal corrective interview with your employee.  The PES telephone number is  (916) 445-3962 or CalNet 8-485-3962.  The hours are 8:00 a.m. to 4:30 p.m. Monday through Friday.  



Date:






Employee:




The following observations have been made regarding this employee's performance/conduct (check all that apply).

 FORMCHECKBOX 

Erratic attendance/frequently absent from work


 FORMCHECKBOX 

Punctuality is inconsistent
 FORMCHECKBOX 

Reliability/Dependability is inconsistent



 FORMCHECKBOX 

Quality of work does not meet expectations

 FORMCHECKBOX 

Quantity of work does not meet expectations


 FORMCHECKBOX 

Frequently missing from regular work area(s)

 FORMCHECKBOX 

Does not contribute solutions for solving work problems
 FORMCHECKBOX 

Frequent conflict with others
 FORMCHECKBOX 

Aggressive behavior towards supervisor/coworkers/others
 FORMCHECKBOX 

Does not always follow instructions

 FORMCHECKBOX 

Customers (internal and/or external) treated rudely/poorly:
 FORMCHECKBOX 

.Other






The following workplace problems are resulting from this employee’s performance/conduct (check all that apply).

 FORMCHECKBOX 

Fear and intimidation of others




 FORMCHECKBOX 

Conflict among coworkers
 FORMCHECKBOX 

Reduction of team morale





 FORMCHECKBOX 

Customer or coworker complaints/dissatisfaction.

 FORMCHECKBOX 

Loss of customer confidence





 FORMCHECKBOX 

Increased safety risks
 FORMCHECKBOX 

Equipment damaged






 FORMCHECKBOX 

Waste of material/time/money
 FORMCHECKBOX 

Incomplete tasks/missed deadlines




 FORMCHECKBOX 

Errors in work product(s)
 FORMCHECKBOX 

Reassignment of staff to complete tasks/cover assignments
 FORMCHECKBOX 

Other:



This employee has not met the required expectations in one or more of the above listed categories since (month/year)                         .  Prior to this, I have offered help for this employee by  (check all that apply):

 FORMCHECKBOX 

Provided verbal instruction and guidance



 FORMCHECKBOX 

Provided training and development
 FORMCHECKBOX 

Provided hard copies and reviewed with the employee

 FORMCHECKBOX 

Discussed how current performance impacts
applicable policies, rules, procedures and assignments


customers, work goals, co-workers, etc.

 FORMCHECKBOX 
     Requested employee’s input to determine if the work

 FORMCHECKBOX 

Requested guidance from Department’s Performance

environment is a contributing factor





Enhancement Section.

 FORMCHECKBOX 

Referred employee to EAP on                        


 FORMCHECKBOX 

Other:



COMMENTS:
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 MEMORANDUM





SAMPLE FORMAT

(Written AFTER a Corrective Interview)

Date:


To:


Subject:
CORRECTIVE INTERVIEW MEMO

This memorandum is a written record of my     (date)   __ interview with you about your performance/conduct.

In that interview we discussed the following issues and how the unit’s work has been impacted.  (List the events and their impact, e.g. others were required to work overtime, work had to be redistributed to others, customer complaints.)

You explained that   (employee’s explanation).  Due to your explanation, I will do the following to help you achieve the performance expectations for your position.  (List actions.)

You may have               days from today to access any services you may need.  After that date, you will be expected to meet all of the expectations pertaining to your job and to maintain these expectations for a minimum of                                  before I will consider you to be performing successfully.

Please be aware the department does offer a voluntary, confidential Employee Assistance Program (EAP). Merit Behavioral Care (MBC) provides the department’s EAP.  If you believe the Program may be helpful, you may contact MBC directly for a confidential consultation at (800) 632-7422.  You may use state time to set up your first appointment.  This program is strictly voluntary.

You are expected to bring your performance to the established expectations within the time frames specified and to sustain it at that level.  If you do not achieve these expectations, or if other problems arise or circumstances change, it may result in my using the matters discussed in our meeting in an adverse action.  I understand there may be many reasons for poor job performance, and I will do all I can to assist you in overcoming problems impacting your ability to succeed at work.  I will be available if you would like to meet periodically to discuss your performance.




Supervisor’s Signature


NOTE TO SUPERVISOR:  Do NOT call this document a “Letter of Reprimand” or anything other than a “Corrective Interview Memorandum.”




























