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ou've really lad it up o HERE with
“Sally.” She's chort with customers.
She's careless and makes mistakes.
When vou bring those mistakes o
her aliestion, she's arpumeniaiive.
Tr's time 51w hit the road. Problem is, she's not
makizg any moves toward the door. It's up to
wvou io lwld it open, but not so wide that her
attomey can come back throoph it How?

Bottom line: Dot fire Sally for amy reason
wou cannot document amd slan the documen-
fation process before you fire ber, Before vou
cum‘plqin it yo don 'L have tme fora buench
of peaperwork [ can tell vou that “documenta-
tion™ can be as simple a5 sticking a piece of
scratch-paper in vour desk with the wonds,
“Reminded Sally about phones again. Four
rings s oo many,” and the date 1 you care i
spend more tiree on the subject — which &
like having a hetter insurance policy — vou
can give Sally 8 memo detailing your con-
cerns and waming her to improve. Bear with
me 2 moment and 'l tel]l vou what you're
pratecting vourself agnimst.

Since California is an “atwill™ state, vou
can werminaze Sally a0 any time, but noo foe
reasons that are iflegal, such as because of
race, ape, pender or religion. (If vou don’t
know this song, read the bullets on the *Equal
Cpportunity Is the Low™ poster, which T know
15 hamging m your workplace whete employ=
e=s an e L) You can't femminale soneons
if vou made a promise not (o, for some reason,
or if you have o termination proceduns in your
bandbook and you didn't follow it Yeou can’
femmmate someons for exercizing their rights,
like filing a Warkers” Compensation claim or
testifying agaimst you 1o the EDD

If vour ex-employes files a chargs that the
temmmation wis illegal, vou nesd 1o beable o
show that the resson reslly was poor perfor-
mance. How? Well, your heartfelt litany of all
the roten thingg Sally did at work won't cary
much weipht unless you can back it up with
paper. That's why you docurment.

[ onea got in trouble with the Fair
Employment and Housing Commissien. The
FEHC handles Califommia discriminntion
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claims and does the mvestigntive lepwork for
“Big Daddy,” the Egual Employment
Crpporunity Commisaion, which B the feder-
al aren. A guy 1 had fired was claiming it was
becanse of his rzce. 1 really fired him bocause
b= drank on the job, used the phone for per-
sonal calls — oh, and he never did amy work.
The investigaior sasd, *You know, Lynne, |
believe vou, but alk vou have ane these detnils
in your head” Fodunately, the FEHC dis-
mizsed it, but 1 lezmed my lesson: even if
you're ezlling the wuth and did evervthing
rizht, you have to be able to prove it

Let’s talk sbout documentstion, You ve
already obd Sally mwice that she nesds w
“have 2 befter atitnde " vet she's 30 kind of
snarly. Tiwe © get serjous. Follow these
geps:

I Telk with Saily in private (althoogh you
might kave another manager with you, of
keep your door open, of be where people can
s yoa). Bian witha I:gl-n eomplinent about
ber e the peneral operation.

2 Lol inte the fad rews! “You know,
Zally, I need to tell yvou shout a concem [
hawe.” Describe the inappropriate belavior
vou noticed, Be obiective, like 3 reporter in
the old dayys: “Yesteday afteryoon, remember
when that linke obd wornan came in here and
she wzs all confused?™ Sally nods warily.
“When she asked vou whers the Senior
Center wag, you hulfed out 4 breath and zaid,
I have abeoltely no idea” Then youw looked

o &t your work wntil she went away. The
impresaion | pod was that yoo were annoyed.™

At this point, Sally will begim a vigomas
cuplanation of ber innocence. Wou fsten, con-
cem and symipatiny on your o,

3. When she panses for breath, vou ipnone
evervthing she just said and geif her what her
aereettans are: “1 undersiond, but we nesd 10
e Kind 2nd respectful to 21l our visitors. in
the futurs, you need w0 say, ‘| don't keow,
Ma“am, but let’s see if someane else dos.™
Snlly repeily her doliemss,

4 You repear Step No. J. s surprising how
easy It Is, onge you do 1t 3 few mes.

5. When Sally winds down, vou slide a
memg acrons e fable foward Rer, saying,
“Simce | want to be sure you don't forget, here
it i5 in writing. Do vou lave any guestions?
Cikay, thank you™ OF course, you put a copy
of i in your “Sally™ file, for future reference
if she doesn™ mpaove.

When you've got & few things in her filc
and she's s6ll doing a bad job, vou have the
final coaference. Yoo should be armed with
two thimgs: her last paycheck and the “Change
in Belaticnship™ form. Doa’™t say much. Why
spend time debating, your judgment?

“Sally, I'm soery 1o have 1o tell you thar I'm
letting you go & of pow, besed on your per-
formance. Herss vour last paycheck I'm
sy it didnt work out.” She wails, comses
and moans, or at leest demands answers, You
may choose 10 lsten, ut DO NOT discuss 1t
fumtheer, beyvond mepesting, *T"'m somy it didn”t
work oul.” Then walk her to the door. You've
ol work to o,

Lyrine Sprven B on Fuman resorces adetin-
ftrator o Jurupa Ukiffed School Disricr,
Spreen alio provides Ruman resowrces guid-
amce foy il husinesses fhrotgh fer corsull-
Gy biewiness, The Personnel Office. Spreen
gy be reached va e-nal o IspreenZhal-
il o
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