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tHRive Team

Joel Skerlong currently serves as a Project Administrator for tHRive and 
CCK Consulting LLC and also operates a remote consulting practice for 
Talent Management Agencies within New York City.  Joel specializes in 
analyzing the components of business strategy, implementing value 
additive procedures within people operations practices, and 
developing/driving performance management initiatives.  Joel recently 
obtained his certification as a PI Practitioner for the Predictive Index 
Worldwide, Inc.

Christie Cawley is a Senior Partner, Executive Consultant, Certified 
Coach & Master Trainer at Center for Victory, a global talent 
management consulting firm and is also the President of CCK Consulting 
LLC/tHRive-People Practices for Nonprofits (www.thriveHR.work).  
Additionally, Christie has a BA, Applied Psychology, is an active 
member of the Society of Human Resource Management (SHRM), 
International Coach Federation (ICF), a Certified Master Trainer with 
Predictive Index Worldwide, Inc. and a member of Vistage Trusted 
Advisors.

With more than 25 years of professional experience, Christie 
specializes in leadership development, talent management and 
business performance using science and the Predictive Index suite of 
tools to help clients overcome their most challenging human capital and 
hiring dilemmas. Christie has extensive experience a human resources 
leader, non-profit executive, executive coach and business consultant, 
and supports organizations through significant change implementation 
and coaches for successful execution and sustainability. 

Non-Profit Experience: ACTION Housing Inc., AIR, Allegheny 
Conference, Allegheny Health Choices Inc, Carriage House Inc., Center 
for Theater Arts, Center for Women, Children’s Hospital of Pittsburgh, 
Construction Junction Inc., CISPAC-Communities In Schools Pittsburgh 
Allegheny County, DePaul School for Hearing & Speech, Easterseals of 
Michigan, Family House Inc., Family Means (Wisconsin), Global Links, 
Hillman Family Foundations, Humane Animal Rescue, Juniata College, 
Methodist Church Union, NAMI Keystone, National Council of Jewish 
Women, Pittsburgh (NCJW), P3R, Peoples Oakland, PRC- Pennsylvania 
Resources Council, Regional Housing Legal Services, The Forbes Funds, 
Trying Together (formerly PAEYC), University of Pittsburgh (Department 
of Athletics & Student Life), YMCA Central Virginia, YMCA Greater 
Dayton Area, and YMCA Greater Pittsburgh.

Christie Cawley | 
LinkedIn

Joel Skerlong | 
LinkedIn

Judy Eakin has been working in the nonprofit sector for over 35 years.  
She was a Director at George Junior Republic and CEO of Pittsburgh Big 
Brothers/Big Sisters.  For the last 24 years she was the CEO of HEARTH 
increasing its size and number of families served by over 100%. Judy has 
a Bachelors and Masters degree in Social Work and is a certified Marital 
and Family Therapist. She has also completed multiple training programs 
offered by the University of Pittsburgh, Harvard, and Duquesne University 
with focus on strategic planning, fundraising, program evaluation, and 
employee development.

In addition to working with boards in her employment, Judy has also 
served on the Board of Directors and committees for numerous nonprofits.  
She specializes in Board Development, Program Development, and 
Strategic Planning. During her time as the "de facto Human Resource 
specialist", Judy created, modified and implemented policies, job 
descriptions, and performance evaluations, including those for volunteers 
and clients. She successfully managed her agency through COVID -19 with 
help from Christie and the tHRive program. Judy's strengths include 
identifying and responding to change, relationship development, revenue 
diversification, and coaching for growth and success.

Judy Eakin | 
LinkedIn

https://www.linkedin.com/in/christiecawley/
https://www.linkedin.com/in/christiecawley/
https://www.linkedin.com/in/joelskerlong/
https://www.linkedin.com/in/joelskerlong/
https://www.linkedin.com/in/judy-eakin-02389314/
https://www.linkedin.com/in/judy-eakin-02389314/


Workshop #8  
Employee Relations & The 
Employee Experience Agenda

3

I. Options to Address Employee Concerns
• Conversation Types and Key Phrases

• Performance Improvement

• Corrective Action

• Separation

II. Navigating Conflict in the Workplace
III. Employee Appreciation

IV. Wrap-Up | Cohort Key Takeaways
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Employee Relations: Next Steps

Identify the 
Issue(s)

Address 
Concerns & Align 

Expectations

Evaluate Results 
and Effort

Acknowledge 
Improvement or 

Corrective Action

Take Action with 
Performance 

Documentation

DiscussionPIP or Corrective Action? 
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Employee Relations: Next Steps

1. Conversation Prep – Clarify WHAT you wish to tell 
employee

2. The Frame – Prepare HOW to tell employee

3. Practice Conversation Openers

4. Consider Employee Reaction (see next section)

5. Align on Steps Forward

Identify the 
Issue(s)

Address 
Concerns & Align 

Expectations

Evaluate Results 
and Effort

Acknowledge 
Improvement or 

Corrective Action

Take Action with 
Performance 

Documentation
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Employee Relations: Conversation Toolkit
Conversation Prep

The Frame 

Conversation Openings

Align

Discussion



7

Employee Relations: Conversation Openings

A strong contributor begins to show some rough edges 
Suneela, there is no doubt in my mind or anyone else's here that you deliver 
fantastic customer service for our customers time and again; you are a 
valuable employee with what I hope will be a long track record of success 
here and in general as your career unfolds, so thank you for all you have 
done.  And I'm beginning to be concerned about some things I'm noticing that 
I'd like to bring to your attention now before they become more problematic. 
I hope you'll take what I'm about to share as intended, which is to be helpful 
and to guide you to even greater success. May I share what I've noticed? 

Someone's gotten away with bad behavior, and you haven't talked to them 
Jason, what we're about to talk about may be difficult to hear, and I take 
responsibility for not having had this conversation long before now. I owed it 
to you, and I put it off far too long, and I'm sorry. You have a track record of 
doing an excellent job on the line and delivering great results with low ticket 
times. What you've done, in other words, is tremendous. There are serious 
concerns, however, with the how you go about doing it. I want to give you the 
opportunity to hear the feedback and make real changes quickly and sustain 
them over time. If things don't change, I'm concerned about your ability to 
remain with (or be successful) here and that would be a shame. May I share 
with you, our concerns? You inherit the problem employee that no one seems to have talked to 

before 
Samantha, as you know, I'm relatively new here (or in this role). What we're 
about to talk about may be difficult to hear, and I apologize if no one has 
taken the time to have this conversation with you before now. My assessment 
is that you have a track record of getting things done for the store and 
delivering great results in your position what you've done, in other words, is 
of real value. I have serious concerns, however, with how you go about doing 
it. I want to give you the opportunity to hear my concerns and make real 
changes quickly and sustain them over time. If things don't change, I'm 
concerned about your ability to remain here and that would be a shame. 
May I share with you what I've noticed? 

Strong performer has a shift in performance and/or engagement 
Marquita, you have long been an outstanding member of the team who I 
could always rely on both to get the job done and in a collaborative and 
productive way. Recently that Marquita hasn't been showing up here, and I'm 
concerned. What's going on? 
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Performance Improvement Plan

A performance improvement plan is 
“corrective action” for addressing 
employee performance, not employee 
behavior. 

Smartsheet Performance Improvement Plan Templates

A PIP shifts the responsibility for 
improving performance so that it is 
shared mutually among the manager, the 
employee, and the company.

Sometimes referred to as a performance 
action plan, PIP is a process and a 
document that communicates corrective 
action, provides resources, and assigns a 
timeline of expected results to an 
underperforming employee.

https://www.smartsheet.com/performance-improvement-plan-templates
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Employee Relations: Manager-Led Development Plan Checklist

Discussion



Employee 
Reaction: 
Diffusing and 
Resolving Conflict

10
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Feedback
Start, Stop, Continue
• Provides broad perspective with practical terms; what should 

employee start doing, stop doing, continue doing to be 
effective.  Good structure for employee to do more self-
evaluation 

Reinforce AND Redirect
• Continuous to provide just-in-time positive reinforcement or early 

intervention 
• Catch them doing something right – you can never get enough 

positive reinforcement!
• Redirect if something is not right and catch it quick – the longer it 

goes on, the more likely it will become a habit and harder to 
change

Coaching: Repeated, Ongoing, and Informal evaluation 
“Instructive” Feedback (aka “Teaching moments”)
• Debrief conversation shortly after it occurred
• Focus on two areas: behavior (factual, this is what you did) and 

the impact of those actions (positive or negative)
• Ask employee how it went – what did they do well, what would 

they do differently next time
• Add on to employee’s comments – make sure to cover the most 

important points, and watch when it’s time to stop
• Agree on next steps try “What are the next steps you will take 

and how can I help you?”  
• Document highlights of conversation in the Employee Performance 

File Tip: Use “AND” not “BUT”
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Reacting to Feedback 

If conversation goes south….
• Remind of the purpose of conversation and facts
• Listen to response/alternative viewpoint
• Agree to “time out” (reschedule) to diffuse emotions or digest conversation

• Continuing conversation at a later time – this does NOT mean you are 
backing off the discussion, just want a different setting for productive 
conversation 

• If in a team setting, stop the meeting 

Reaction to Feedback Implications 

Reject Don’t admit error, go on offensive

Admit and Explain Justify action, compare to others

Instant Apology May not feel criticism is justified, feel resentful and 
unjustly attacked

Receive Effectively  Look for root cause and ways to do better next time 

Intelivate: 11 Conflict Management 
Strategies to Quickly End an Argument

How to Give Feedback to People Who Cry, Yell, or Get Defensive, Amy Jen Su, 
Harvard Business Review

https://www.intelivate.com/team-strategy/calm-conflict-using-emotional-influence
https://www.intelivate.com/team-strategy/calm-conflict-using-emotional-influence
https://hbr.org/2016/09/how-to-give-feedback-to-people-who-cry-yell-or-get-defensive
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Lessons Learned 

1. State purpose

2. Describe what you have 
observed

3. Describe your reactions

4. Give employee opportunity 
to respond

5. Offer specific suggestions

6. Summarize and express your 
support 

Lessons Learned of Previous Conversation
• Assess your “directness” level - how do you get your message heard?  

Remember it’s a combination of what you said, and what the employee heard
• Assess how you frame the message – Are you direct, respectful, factual (not 

personal)?

Plan for Next Conversation Differently
• Start sooner with ongoing feedback so “bigger” conversation is not a surprise
• Don’t forget to recognize improvements so all conversations are not “gotcha”
• Reframe conversation – acknowledge last discussion was not as productive as 

you would have liked
• Ask employee to evaluate situation first then build on (switch steps #2 and #4 

in model to the right)
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Plan the Conversation  

1. Situation – 
what/when/who

2. Task – include 
expectations 

3. Action – impact to 
expectations

4. Result 

Goal - What do you want to achieve from the discussion?

History
• What has been the “tone” of previous discussions (updates vs. deeper 

feedback)

Plan what you want to talk about and what you want to say
• Be specific with examples – consistent pattern?
• Create questions to encourage two-way conversation –”how do you think it 

went?  What could we have done differently?”
• If looking for change, clarify what needs to change
• Listen and be prepared to learn new information 

Style 
• How does employee generally receive feedback?  Consider privacy, advanced 

notice (no surprises), conversational vs. factual tone of conversation
• How does that compare to your style?

What’s Next?  
• Have plan for follow-up and make sure employee is clear on what is expected



Take Action: 
Performance 
Improvement 
Plan

Corrective Action, 
Disciplinary Action, 
Employee Warning

15
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Employee Relations: Next Steps

Identify the 
Issue(s)

Address 
Concerns & Align 

Expectations

Evaluate Results 
and Effort

Acknowledge 
Improvement or 

Corrective Action

Take Action with 
Performance 

Documentation

DiscussionPIP or Corrective Action? 



17

Employee Relations: Next Steps

Misconduct differs from poor performance. Misconduct 
involves intentional or negligent conduct (such as not caring 
enough to be on time to work), whereas poor performance 
is actually doing the job poorly. 

Misconduct requires discipline. Simply put, we have to 
discipline when employee misconduct warrants it. 
Managers dislike having disciplinary conversations. 
However, failure to discipline will result in poor morale 
overall and, ultimately, poor productivity and employee 
engagement.

Identify the 
Issue(s)

Address 
Concerns & Align 

Expectations

Evaluate Results 
and Effort

Acknowledge 
Improvement or 

Corrective Action

Take Action with 
Performance 

Documentation

Ultimate Software Blog: Discipline vs. Performance – 
Spotting the Differences and Finding Solutions

Performance Versus Conduct?

https://blog.ultimatesoftware.com/poor-performance/
https://blog.ultimatesoftware.com/poor-performance/


Resources
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Corrective Action / Discipline
Sets stage that there are serious 
consequences to employee behavior 
/ action / choices.

Employee’s signature does not 
indicate agreement – it validates 
that the terms have been made clear 
to him/her.

Always include statement that further 
misconduct will result in further 
disciplinary action up to and including 
termination.
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Corrective Action Policy
Corrective Action Policy  - Excerpt

Procedure

[INSERT ORGANIZATION] will normally utilize the following corrective action measures:

•STEP 1 - VERBAL CAUTION: An employee will be given a verbal warning when he or she engages in problematic 
behavior. As the first step in the corrective action policy, a verbal caution is meant to alert the employee that a 
problem may exist or that one has been identified, which must be addressed. Verbal cautions will be documented 
and maintained by the employee’s supervisor.
•STEP 2 - WRITTEN WARNING: A written warning is more serious than a verbal warning. A written warning will be 
given when an employee engages in conduct that justifies a written warning or the employee engages in any 
unacceptable behavior during the period that a verbal warning is in effect. Written warnings are maintained in an 
employee’s personnel file. The employee’s supervisor and the Executive Director will be involved in this level of 
discipline.
•STEP 3 – FINAL WARNING: A Final Warning is more serious than a written warning. An employee will be placed on 
Final Warning when he or she engages in conduct that justifies a suspension or the employee engages in 
unacceptable behavior or fails to improve in areas identified during the period that a written warning is in effect. A 
suspension with or without pay may be included to provide adequate time to assess the incident and/or actions. An 
employee’s suspension will be documented. The employee’s supervisor and the Executive Director will be involved in 
this level of discipline.
•STEP 4 - TERMINATION: An employee will be terminated when he or she engages in conduct that 
justifies termination or does not correct the matter that resulted in less severe discipline. The employee’s supervisor 
and the Executive Director will be involved in this level of discipline.

[INSERT ORGANIZATION] desires to see employees succeed. When an employee’s behavior is corrected, [INSERT 
ORGANIZATION] will document the improvement and place it in their permanent file.

Again, while [INSERT ORGANIZATION] will generally take disciplinary action in a progressive manner, it reserves 
the right, in its sole discretion, to decide whether or what disciplinary action will be taken in a given situation.

Consult your 
Handbook for direction 
and guidance; review 
precedent; consider 
impact of continued 
conduct
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Separation

Check with Legal PRIOR TO progressing 
Corrective Action/ Performance 
Improvement to Final Warning Stage

Better Team: Employee Termination Letter

Review slides and prepare for the 
discussion, setting, anticipate response.

Big mistake - being so formal that you come 
across as uncaring or being so 
apologetic/emotional that you confuse the 
discussion.

How to Script Your Termination Meeting

https://www.betterteam.com/employee-termination-letter
https://www.zenefits.com/workest/what-to-say-when-terminating-an-employee-with-sample-scripts/
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Additional Resources

SHRM: 5 Common Questions About Tricky 
Progressive Discipline Issues

101 Sample Write-Ups for 
Documenting Employee Performance 

Problems by Paul Falcone

https://www.shrm.org/resourcesandtools/hr-topics/behavioral-competencies/communication/pages/part-1-common-questions-about-tricky-progressive-discipline-issues-.aspx
https://www.shrm.org/resourcesandtools/hr-topics/behavioral-competencies/communication/pages/part-1-common-questions-about-tricky-progressive-discipline-issues-.aspx
https://www.amazon.com/dp/B01N5PDPYN/ref=rdr_kindle_ext_tmb
https://www.amazon.com/dp/B01N5PDPYN/ref=rdr_kindle_ext_tmb
https://www.amazon.com/dp/B01N5PDPYN/ref=rdr_kindle_ext_tmb


Navigating 
Conflict in the 
Workplace

23
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Navigating Conflict in the Workplace

Remember That Your 
Perspective Is Just 
One Among Many

Be Aware of Your Biases Don’t Make It “Me 
Against Them”

Know Your Goal

Avoid Workplace 
Venting and Gossip -

Mostly

Experiment to Find 
What Works

Be - and Stay - 
Curious



Employee 
Appreciation

25
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Employee Reward & Recognition

Astron Solutions | 7 Ways to Boost Your Nonprofit’s Employee Engagement

No Cost Reward & 
Recognition:

1. Autonomy
2. Sense of Purpose
3. Recognition
4. Communication
5. Growth
6. Personal Touch

Formal Program – Criteria, Budget & 
Timeframe

• Organization
• Peer
• Supervisor
• Leader
• Board

Informal Opportunities – little or no cost
(Bias / Favoritism…keep in check)

Discussion

https://astronsolutions.net/5-ways-to-boost-your-nonprofits-employee-engagement/


tHRive Cohort | 
Wrap-Up
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Intake Assessment: Participant Priorities/Confidence Levels 

40%

60%

We have defined our culture and values, 
discussed with employees, and incorporate them 
into organizational decisions.

We have dealt with EEOC, ADA, discrimination, 
FLSA/Overtime, and other employment laws and 
regulations.

We use a formal performance management 
process that involves documenting and rating 
performance at least annually.

We have a practice of addressing employee 
misconduct, warnings or terminating for cause.

Our organization is financially 
and operationally stable.

Our organization sets individual 
performance goals and measure results.

Strategy, goals, and tactics are adequately 
communicated, understood, and embraced 
across the organization.

Our current organizational structure supports the 
effective/efficient use of resources and talent.

We have sufficient bench strength to meet any 
critical position vacancies.

We offer training and/or 
professional development.



Q&A / Next Steps
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• tHRive Anti-Harassment / Anti-
Discrimination Training on Thursday, 
November 16th at 12noon

• tHRive Meet with a Lawyer Day 
(Date:TBD)

• tHRive Subscription

• Utilize tHRive Coaching Hours


