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Dealing with Difficult Employees
Objectives:
· Identify the difficult employee
· Steps to deal with the difficult employee
· Some practical exercises

Difficult people present no problem if we simply pass them by. Unfortunately when you work with difficult people (and to a greater extent when you manage difficult people) passing them by is not a good strategy. These individuals make everything harder than it really is. They disregard others and seem to chase off customers. Or at best customers avoid them, resulting in more stress placed on the rest of the team.

Are you dealing with a difficult employee?
Take this quick survey to find out:

Difficult people are easy to recognize:
· They show up late 
· They try to leave early or sneak out silently 
· They don’t finish their work in a timely manner

· They seem to have an excuse for every shortcoming 

· They ask too many self-explanatory questions 
· They neglect details 
· They are a constant distraction 
· They repeatedly challenge you and others 
· When they interact with customers or Corporate departments they can be:

· irritable 
· rude 
· arrogant

· vague
Do you know or work with anyone like this?



Obviously, no one wants to work with difficult people. When dealing with difficult employees, productivity suffers, frustrations increase, morale is poor and customer service seems like an uphill battle.
How to Handle Them

1. Don’t ignore the problem - Assuming that the employee provides value to the company and demonstrates the ability to contribute, there are ways to deal with difficult employees. Most often, managers will simply ignore problem employees hoping they will change objectionable behavior on their own. They secretly wish that these people will somehow turn themselves around or stop being troublesome. This wish rarely comes true however; instead this one difficult individual will end up causing resentment with in your team. 
If the employee is a contributing, productive part of your team, begin to point out the unacceptable behavior. Document all meetings regarding actual behavior or performance compared to expected behavior or performance. Explain how the negative attitude and performance is impacting morale, service, or productivity. 

If the individual is not providing value, don’t delay in documenting poor performance. Whether the employee is productive or not, documentation is vital to correcting the issue. The severity of the issue will determine if the documentation is done using a Counseling form or a Written Warning form.
Many times confronting difficult employees directly will take care of the problem right away. Ignoring issues will allow them to continue and adversely affect your entire operation. Integrity and accountability are the natural remedy for difficult employees.
Always keep your District Manager or Department Manager aware of all personnel issues. This is our standard operating practice at Kelly Paper. Use appropriate counseling and written warning records during the process. 
Exercise 1

Your employee is 20 minutes late for the second time in 3 days. No explanation is given except that it is a personal matter. The employee is indifferent about the tardiness and becomes defensive when confronted. What do you do?  

	

	

	

	

	



2. Get involved as soon as possible - It is important to take action as soon as the negative behavior becomes a pattern. When left un-addressed, the problem will only escalate. Occasionally, the difficult employee has no idea that his or her behavior is a problem or that others react negatively to them. This is because most people just put up with the behavior and don’t want to “rock the boat”. In addition, some employees may consider speaking up as “ratting out” a team mate. People generally want to be liked and are therefore reluctant to speak up when problems arises.

Ultimately, it is the manager’s responsibility to take appropriate, decisive action to correct the problem. Whether the concern exists due to the employee’s lack of knowledge, lack of feedback or lack of personal accountability, it is the manager’s responsibility to address and turn the situation around. 

Here is how to get involved:

· Observe the employee at work

· Observe interaction with team and customers

· Make constructive suggestions to correct poor performance or behavior
· Tell them what you can do to help

· Make it clear that you want the employee to succeed
· Get discrete input from another leader within your team

· Be positive and expect positive results

· Get feed back from your customers

Exercise 2
Your employee’s tardiness has become a pattern. They have no concern for the hardship to the rest of the crew. Performance is suffering but the employee will not discuss the problem. They remain defensive about their tardiness as well as their performance. How can you get involved?

	

	

	

	

	


3. Be prepared to confront professionally – Based on accurate objective observations and examples such as time records, missed deadlines, mistakes on orders, documented conversations with other employees or customers, meet with this person and calmly address any relevant problems. Always start with the desired performance compared to the actual performance. This is where many managers will lose effectiveness by making emotional demands for improvement. Never make threats or demand improvement after stating the problem. First ask the employee if they agree that there is a problem. 

If the employee disagrees, explain the unacceptable behavior and clarify the expected change. The employee might interrupt or deny the existence of any issues. Site prepared examples of the behavior or performance issues. 

Note:  This meeting should not take place without concrete examples of the behavior or performance in question.

Allow the employee time to respond to the issues. If the employee still refuses to admit fault or take responsibility to improve behavior, document the meeting and have the employee sign if agreeable. 
If the employee agrees that there is a problem ask them how they can correct and improve the issue. Set a time line based on the circumstances. If the employee asks for help do every thing you can to assist them. If necessary contact the Human Resources department for guidance. Be understanding but make it clear that poor performance and behavior is not acceptable. Schedule a follow up meeting to discuss progress. 

Continue the documentation process recording positive and negative attitudes and performance.

Exercise 3

Your employee continues to have attendance problems as well as a poor attitude with the crew. This behavior is affecting others and resentment against this person is building. There was a recent argument between this employee and another teammate regarding a project to relocate some product in the store. How will you confront the issues?

	

	

	

	

	



4. Help the problem employee to get back on track - Once the employee begins to understand that these negative behaviors are real and experienced by others on the team, begin to coach the employee in displaying more acceptable and appropriate behaviors. The employee needs time to practice these new, more suitable behaviors. Provide specific feedback to this employee on the success or failure of his or her efforts to improve performance and attitude.

Upon improvement give the individual the opportunity to shine. Express trust in the new direction and expect your employee to succeed. Show appreciation while maintaining a standard performance expectation.
Continue to document problems as well as positive performance. 

Exercise 4

Your employee has understood the expectations regarding attendance and attitude. Attendance has been improving and the crew has noticed a difference. How can you help this person stay on track and keep improving?

	

	

	

	

	




5. Terminate when necessary -  If the employee fails to improve; or continues to deny their inappropriate behavior and continues to refuse to improve the situation, continue the documentation process towards termination. Record all verbal and written feedback about the behavior or performance. Always communicate performance and behavior deficiencies and repeat the expected changes. Set deadlines to improve and if the employee is unable to make the changes necessary, work with H.R. to terminate.

Here is what you must provide for termination:

· Clear demonstration of problem performance or behavior

· Well documented attempts to correct issues

· Well documented written warnings 

· Well documented final warning

· Termination approval form Ed Sterling, Director of Human Resources

· Termination packet and exit interview


Not doing so is a disservice to the problem employee, other employees and the success of the organization.
Exercise 5

Your difficult employee has begun to revert to the same poor attitude or behavior in other areas. This person is argumentative and defensive. After working with H.R. it is apparent that termination is the next step. How will you communicate the termination?
	

	

	

	

	


Dealing with Difficult Employees – Quiz

Base on the material circle the correct answer:

1. Which of the following describes a difficult employee

a. They pay attention to details

b. They repeatedly challenge you and others
c. They can’t remember instructions
2. Ignoring difficult employees will only cause resentment within your team 

a. True

b. False

3. Confronting difficult employees directly will often

a. Make things worse

b. Give the employee the wrong idea about you

c. Take care of the problem right away

4. You should always keep your District Manager or Department Manger aware of all personnel issues

a. True

b. False

5. Which of the following is one way that you can get involved with the difficult employee

a. Meet for coffee after work to discuss possible problems

b. Tell the rest of the team to overlook problems

c. Observe the employee at work

6. If the employee disagrees that there is a problem

a. Explain the unacceptable behavior and clarify the expected change

b. Give them a few days to see what you are saying

c. Have a team meeting so that other can back you up

7. When your employee begins to improves

a. Put pressure on them to keep improving

b. Tell your crew to let you know when they slip into old habits

c. Show appreciation while maintaining a standard performance expectation

8. If termination become necessary, which of the following are required

a. Clear demonstration of problem performance or behavior

b. Well documented attempts to correct issues

c. Well documented written warnings 

d. Well documented final warning

e. Termination approval form Ed Sterling, Director of Human Resources

f. Termination packet and exit interview

g. All of the above

Training Module:
Management
Page 1 of 7

