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When You Need to Get Your HR to the Next Level, 
Where Do You Start? 

 
Welcome to the 7-day Transform Your HR Challenge.   
 

 
 
Now, onto the good stuff… 
 
At a certain point, every company will face human resource 
challenges.  Often it is at the point where growth has stretched the 
capacity of the owner or manager to personally be involved with every 
employee’s issue or problem.  At this critical point, you need to get to 
the next level of HR management in order to move forward as an 
organization.  Creating good systems that are easy to understand, use 
and enforce, is the solution. 
 
This course is organized into four lessons, which will focus on bringing 
your HR practices to the next level in these important areas: 
 

 A simple and effective interviewing system that will produce 
better hires 

 

 How to focus your performance management system to meet 
your goals 

 

 What policies you need to protect against employee lawsuits  
 

Before we start, let me introduce myself. I’m Bill 
Gottlin, founder and owner of Aspire HR Consulting 
LLC.   My firm provides outsourced HR services, and 
I write about HR solutions on my website. 
 
You can catch up on my recent articles on my blog or 
find more of my story here.   
 
 

http://wp.me/P6TIdG-F
http://wp.me/P6TIdG-B
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 How to set up your own Transform Your HR System 
 
Each lesson will come with an HR Action Checklist plus tools to 
complete the task. 
 

The First Assignment 
 
Gather together all of the material that you have for the following: 
 

1. Interviewing/hiring 
2. Performance evaluation 
3. Company policies including your handbook 

 
We will be working on each area in the next three lessons. 
 

The 7-Day Challenge 
 
The most difficult part of any program is just starting it.  Beginning 
today, and for the next 7 days thereafter, you can email me with any 
HR questions you may have, and I will personally answer you.  But the 
catch is, you only have 7 days from today.  So this is not a “read and 
file it away” type course.  If you are serious about getting your HR to 
the next level, my challenge to you is to jump on it now, and I will be 
there for you.  Let’s transform your HR together! 
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Lesson 1:  Are You Hiring a Lot of People Who 
Don't Work Out?   
 
Welcome to the first lesson in your course on creating your 
Transform Your HR system. 
 

Are you hiring a lot of people who don't work out?   
  
(And I don't mean at the gym!) 
  
If the frustration and disappointment of hiring people who turn out not 
to be the "right fit" sounds familiar, this interviewing system should 
help you immediately. My solution is effective and easy to use. 
 
• You will never again have to "wing it" in an interview 
• You can train anyone to use this system 
• It is completely customizable 
• It eliminates much of the guesswork and greatly reduces costly hiring 

mistakes  
 

Hiring new employees is one thing all companies have in common. 
Also common is the high number of decisions that go wrong – 
employees who disappoint the high hopes you had when you hired 
them. 
 
The problem is that many interviewers are not really prepared for their 
interviews. Because they do not have a plan, they often are left with 
only their conversational skills, gut instinct and the candidate’s resume 
in front of them. 
 

Meet Ray 
 
Let me give you an example.  I had a client, whom I will call Ray, who 
was the owner of a small business of 15 employees.  He was very 
busy with sales, operations, marketing, you name it.  He also made all 
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the hiring decisions.  Sound familiar? 
 
Now, Ray was very smart, and had good business instincts.  He felt 
that he could “tell” when the right person came through the door for a 
job.  He was also an excellent speaker, as most CEO’s are, and very 
confident in his decisions. 
 
So Ray felt he was well prepared for interviews.  His style was to grab 
the candidate’s resume off his desk, give it a quick read, then rush to 
the meeting room.  Once there, he’d give the candidate a big hello, 
turn on the charm, ask where they went to school, and where they 
worked.  If there were any similarities in their background, Ray felt 
good that there was a “connection.”  Ray would talk about what he 
was looking for in a candidate, stand up, and let the candidate know 
he’d be in touch. 
 
The results?  For every four people hired for a position over the 
course of a year, three would quit or be fired, and one would “stick.”  
 

What Goes Wrong 
 
What is wrong with just asking questions from the resume? For one 
thing, you have given control of the process over to the candidate you 
are supposed to be evaluating. Resumes are as good at concealing 
as they are at revealing the candidate’s history. Worse, they tell us 
nothing about the person’s motivation, ability to overcome challenges, 
willingness to work in teams, and many other important factors that 
you should be evaluating. 
 
Managers are also deceived by the seemingly easy skill of talking to 
the candidate. Many studies have shown that interviewers on the 
whole talk far more in interviews than they think they do. In fact, many 
interviewers talk about 80% of the total time in a given interview! 
Why? Lack of preparedness, cultural discomfort with silence and the 
candidate’s own feeling that the less they say, the better off they’ll be 
are all factors. The problem is that the more you talk, the less you’ll 
learn. 
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And what about gut instinct? All humans have the ability to make 
quick, subconscious decisions. It is a survival instinct. The problem is 
that your gut may not be the same as my gut. Further, what you 
subconsciously value may not be the same as what is needed for the 
job. 
 

The Solution 
 
The solution is to have a prepared list of questions and an evaluation 
system that will focus on only on matching the candidate to the job 
and making the right choice. 
 
At some level we all know this, but most business owners and 
managers stop there. Busy managers like Ray will protest, “It’s too 
time consuming! Even if I did this, what questions would I ask?” 
 
Fair enough. It does take a bit of time to come up with an interview 
guide. To help, I have prepared a simple but effective Interview and 
Evaluation Guide & Action Checklist for you. H 

 

Click to Download PDF and Word versions. 
*(You can also find this guide & checklist at the end of this lesson) 

 
How simple? There are only three parts. 
 
Part 1 cues the interviewer how to “break the ice” and start the 
interview. 
 
Part 2 consists of 11 prepared questions with follow-ups so that you 
can really dig into what your candidate is bringing to the table. The 
questions are divided into two areas, skills and organizational fit. 
 
Part 3 is a rating system that tells you whether you should continue 
the process or move on. 
 
That’s it! 

http://wp.me/P6TIdG-cV
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The advantages of this system are many. 
 
• You will never again have to “wing it” in an interview. 
• It is a system that you can train anyone in your organization to 

follow, even if you are not involved. 
• It allows you to compare candidates against each other on specific 

areas that are important to you. 
• It allows multiple interviewers to act off the same scorecard. 
• It is completely customizable. 
• It eliminates much of the guesswork and greatly reduces bad 

decisions. 
 
Try it out, and let me know how it works for you. 
 

Coming next:  Putting an effective performance management system 
in place. 
 
 
P.S.  Have any questions about the interviewing process?  Send me 
an email at Bill (at) AspireHRConsulting.com and share it with me!  
Remember, the clock is ticking . . .  
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ACTION CHECKLIST 
 

Transform Your HR Challenge 
 

 
1. Gather all employees who are responsible for interviewing. 

 
2. Distribute the Interview and Evaluation Guide. 

3. Explain the process and why it is important (prepared, consistent 
interviews lead to better hires). 

 
4. Pair off; one employee should be the “candidate” and the other, 

the “interviewer.   To depersonalize it, use a random resume and 
have the “candidate” give answers based on this resume.   

 
5. Practice interviewing for 20 - 30 minutes.  The parties should 

then discuss the interview and offer constructive criticism as 
needed. 

 
6. Reverse roles and go another round for 20 - 30 minutes. 

7. Continue training as needed. 

8. Meet again as a group and discuss (benefits of the process, 
tweaks needed, etc.). 

 
9. Establish your template for all interviews going forward. 

 
  



7-Day Transform Your HR Challenge   ASPIREHRCONSULTING.COM 

 11 

Interview and Evaluation Guide 
 
Interviewer Name: _______________________________ Date: ____________ 
 

Applicant Name: _________________________________ 
 
Introduction 

 
Applicant completes application form.   
 
Interviewers introduce themselves and their role and briefly discuss the following: 
 

 Description of the company and its products/services 
 

 We are looking for a ___________________ 
 
 

 
Warm-up question 
 

 
Comments and Rating 
(5=highest/best 1=lowest/worst) 

1. What kind of work do you like to do? 
 
(Rate how relevant is that to this job?) 

 
 
 

5     4     3     2     1 
 
 
 

 
Skills questions 
 

 

2. What kind of projects have you been 
involved in that included 
____________________? And what 

responsibilities have you had on a day- 
to-day basis.   

 
Give us an example of a project that you 
worked on, what you did specifically, and 
the results.   
 
(focus on what candidate did, not what the 
team did). 
 

 
 
 
 
 
 
 

5     4     3     2     1 

3. Have you used _________________? 
If so, how have you used them?  

 
(look for knowledge of relevant tools 
and technology) 
 
 

              
 
 

5     4     3     2     1 
 

4. How do you check your own work?  
(look for how understanding of work 
process) 

 
 

5     4     3     2     1 
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5. Describe the PROCESS you use in 
order to meet deadlines, track tasks, 
and how do you manage that.  Give an 
example from your last position. 

 
(look for: tools, terminology, 
communication) 
 

 
 
 

5     4     3     2     1 
 

6. What special aspects of your education 
and training prepared you for the job 
you’re describing  

 
(look for: education, hand-on, 
resourcefulness) 
 

 
 
 
 
 

5     4     3     2     1 
 

7. Any other aspect of your experience 
that you would like to bring to our 
attention? 

 
 
 

5     4     3     2     1 
 

 
Organizational Fit 
 

 

8. Tell us about a time that you failed, 
what was the failure and how did you 
turn it around? 

 
(look for poise, what was learned, humility) 
 
 

 
 
 

5     4     3     2     1 
 

9. How much, if any, interaction with 
clients / customers have you 
experienced in the past.  Give us an 
example. 

 
(look for communication skills, confidence) 

 

 
 
 
 

5     4     3     2     1 
 

10.  If you were hired for this job, what 
would be the next position in the company 
for you? Why? 
 
(look for motivation and ambition) 
 

 
 
 

5     4     3     2     1 

11. What skills and knowledge do you feel 
you need to develop to prepare yourself for 
your next job? 
 
(self-awareness, confidence, ambition) 

 
 

5     4     3     2     1 
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Ask the candidate: 
 

 Does the applicant have any questions? 

 Describe the next step in the process. 
 
Overall Ratings: (circle one) 
 
Technical Skills:  
 
5 = can do all aspects of the job today 
4 = can do all aspects of the job with a little training 
3 = will be able to do most of the job with proper training and supervision 
2 = limited but can do certain aspects of the job 
1 = not qualified 
 
Organizational Fit: 
 

5 = fits the profile of a confident, factual, pleasant person with potential to grow 
4 = fits most of the profile, may be a little less than perfect but no problems 
3 = will come to work and do their job but will require a fair amount of supervision 
2 = concerned about whether this person’s personality will fit in here 
1 = not a match at all 
 
Overall Recommendation: 

 
YES – continue interview process / offer job 
 
NO – this candidate is not right for the job 
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Questions 
 
By now, you probably know a thing or two about me (if not, here’s my 
story).  But enough about me.  I want to hear about you. 
 

1. What is the current state of your business? 
2. Where do you want to be in 12 months? 
3. What’s your biggest challenge standing in your way? 

 
Send me an email at Bill (at) AspireHRConsulting.com and let me 
know! 
 
  

http://wp.me/P6TIdG-B
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Lesson 2:  Focused Performance Management  
 

In Lesson 1, you got a quick and effective interviewing system for your 
business. 
 
In today’s lesson on creating a Transform Your HR system, we will 
put an effective performance management system in place.   
 

Performance reviews are dreaded by employees and managers alike, 
and are usually unproductive. Let’s change this to make it a productive 
growth experience instead of a mechanical and hollow process to get 
through. 
 

Box Checked! 
 
Back in the days when I was the Director of HR for Macy’s, we did a 
massive amount of performance evaluations.   It was a people-
intensive business, and so the preparation and time spent on this 
activity was great. However, for all the forms filled out (let alone 
following up to push managers along to actually complete the 
reviews), the results were less than uplifting. A too-brief conversation 
between manager and employee, and an adjustment in compensation 
where warranted. Then everything was filed away until the next year. 
Box checked! 
 
In a way, this process is very comforting. It is just the continuation of 
how we were graded and ranked in school. The problem is that the 
system of conducting reviews can be very disconnected from actually 
managing and developing people. The focus is on the process rather 
than the purpose. 
 
So, let’s create a better way to do performance reviews.   First . . . 
 

Click to Download PDF and Word versions. 
*(You can also find this plan at the end of this lesson) 

 

http://wp.me/P6TIdG-cV
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Six Rules of Effective Performance 
Evaluations 
 
RULE #1: Start with the purpose of performance management, 
which is to achieve the goals of the organization. This means 
setting goals. 
 
Goal setting starts at the top. The owner/CEO should set the company 
goals, and make these known to all employees. Everyone else should 
set their own goals based on this. That way, there is alignment 
between everyone in the organization. 
 
RULE #2: Goals should be broken down into Objectives and Key 
Results. 
 
Focus on what can be measured. Not everything can be quantified, 
but try to quantify where possible. 
 
RULE #3: Your performance evaluation form should be simple 
and focused. 
 
Don’t create more performance categories than absolutely necessary 
to measure performance on what really counts.  
 
RULE #4: Rating choices should be simple as well. 
 
Four or five rating choices are optimal. For example: Excellent, 
Exceeds Expectations, Meets Expectations, Needs Improvement. Ten 
choices will not create more accurate ratings. 
 
RULE #5: The more reviewers involved in the process, the less 
chance for bias. 
 
One of the major weaknesses of performance evaluation is the 
importance it puts on the opinion of one person (i.e. the employee’s 
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manager). A major source of mistrust in the whole evaluation process 
is the feeling that the evaluator is not being fair. 
 
A more effective system is getting the input of a group, including the 
employee’s manager, other managers, and co-workers. 
 

RULE #6: You also need to focus on development, to help people 
grow and improve. 
 
Use the performance evaluation process as a great way to discuss 
personal development. People tend to equate performance ratings 
with compensation and rightfully so. But focusing on development is 
the key to motivating employees in the long term. 
 
Create a two-part review process. The first part should be a 
discussion of performance, using goals, objectives and key results. 
This will determine their salary increase and bonus, if any. 
 
The second conversation, held separately, should focus solely on 
helping employees to grow and improve. What 
tools/training/education/exposure do they need? How will that be 
provided? People want to grow. Help them. 
 
Apply these rules to create a fairer performance evaluation process, 
and to encourage a culture of development and growth in your 
organization. 
 

Final Comments 
 
When your company grows beyond a small band, it is time to put a 
performance management system in place to ensure proper 
communication and that everyone is on the same page.   
 
Coming next:  Don’t Get Sued! 
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P.S.  Have questions about what you’ve read?  Send me an email at 
Bill (at) AspireHRConsulting.com and share it with me.  Time doesn’t 
sleep . . . 
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ACTION CHECKLIST 
 

Transform Your HR Challenge 
 

 
1. Gather all employees who are responsible for doing performance 

evaluations 
 

2. Distribute Performance Evaluation & Development Plan 
 

3. Go through each section of the Guide until managers are familiar 
and comfortable with it.  Tweak as needed. 

 
4. Explain the importance of the Development Plan, and how this is 

important to the future growth of the organization  
 

5. Establish a performance evaluation schedule.  This could be 
quarterly, semi-annually, annually, or some other formula.  
(Recommendation:  create a system that will be easy to follow.  
Too many evaluations will create an administrative nightmare.) 

 
6. Continue training as needed for new managers 
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Performance Evaluation 
 
Employee Name___________________________ Department______________ 
 
Title_________________________  
 
Date Started ____________________Current Position___________________ 
 
Date of Review__________________ Current Supervisor__________________ 
 
Instructions 

 
 Review employee’s performance for the entire period; refrain from basing judgments 

on recent or isolated events only. Concentrate on rating one factor at a time. 

 Consider the employee on the basis of the standards expected to be met for the job the 
employee is assigned based on the length of time in the job. Rate the employee on 
how well the requirements of the job are fulfilled. 

 Place a check in the box that summarizes the employee’s performance in that factor 
since the last review (or from date of hire if this is the employee’s first review).   

 Keep in mind the relative importance of the factors will vary according to the position. 

 After rating the employee on each factor, enter examples to support the rating. 

 Guard against letting your appraisal of factors fall into a consistent or routine pattern. 
There are usually wide differences in individuals with respect to various factors 
considered. 

 
Part 1:  Responsibilities and Accomplishments 
 

Responsibilities: List the employee’s major job responsibilities. 
 

 

 

 

 

 

 

Accomplishments: List the employee’s major accomplishments since the last review. What went well? 

What could have been better? Comment on barriers to completion or any other noteworthy points. 
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Part 2: Employee Rating by Category 
 
Rate the employee by checking the appropriate box and enter comments to support the rating. When 
there are no job duties/responsibilities relating to a particular category, write “Not Applicable” and 
move to the next category.   
 
Job Knowledge: Employee’s ability for the technical/professional requirements of the job. The 
adequacy of employee’s skills and employee’s understanding of normal job requirements. Employee’s 
understanding of related functions. Employee’s efforts to keep skills current. How well employee 
executes against goals and objectives. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
 

 

 

 

Personal Management: Employee’s establishment of effective job priorities and objectives. How 
well employee manages their time and meets deadlines. Employee’s ability to handle several 
assignments at once. Employee’s ability to handle pressure effectively. Quality of employee’s 
work.  Employee’s use of a planned, thorough approach to problems. 

 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





 

Supporting Examples: 

 

 

 

 
Judgment: Employee’s display of well-balanced thinking. Employee’s thinking through of a problem  
and potential consequences before acting. Ability to reach decisions quickly and accurately when 
necessary. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 

Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
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Dealings with People: The mutual cooperation that exists with other individuals and departments. The 
confidence others have in employee. Employee’s tactfulness and diplomacy. Employee’s ability to try 
new ideas and suggestions, their ability to adapt to new methods or ideas. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 

    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
 

 

 

 
Attitude: The interest and enthusiasm employee shows to job and company. Employee’s sustained 
efforts to achieve company and department objectives. Employee’s respect for confidences. 
Employee’s ability to adapt to changing conditions effectively. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 

    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 



 
Supporting Examples: 
 

 

 

 
Initiative: Employee’s resourcefulness in solving unusual problems. The frequency and value of 
employee’s suggestions to simplify, and streamline their work. Takes initiative and acts proactively, 
self-motivated. Does employee take responsibility or must it be given? Is employee openly 
accountable for their actions? Employee’s ability to produce new approaches, methods, shortcuts and 
new ways to achieve objectives in the face of obstacles. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
 

 

 

 
Financial Responsibility: Uses the company resources effectively. Controls expenditures and 
contributes cost reduction ideas. Plans appropriate allocation of resources and assignments of staff. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 
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Supporting Examples: 
 

 

 

 
Teamwork: Works effectively with colleagues and peers of different backgrounds and perspectives. 
Cooperates and contributes to team efforts. Gives their best effort and keeps team goals in mind. 
Promotes group success instead of self-promotion. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 
    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
 

 

 

 
Management Effectiveness: Ability to recruit, lead, motivate and develop a team. Confidence peers 
and subordinates have in employee. Ability to establish and build trust and communicate in an 
inspiring, non-threatening manner. Uses influencing skills, commands respect, provides feedback, 
coaches and mentors others. 
 
Consistently       Occasionally      Consistently      Frequently                      Consistently 

    Below                Below                                       Meets        Exceeds                          Exceeds 
Expectations             Expectations    Expectations    Expectations           Expectations 





Supporting Examples: 
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Overall Evaluation 
 
After completing ratings, review the categories. You may want to consider some categories more 
important than others in determining your final evaluation. Please read the following descriptions and 
check the level that describes the overall performance of your employee. 
 

Level 1 - Consistently Below Expectations 

Performance is below expectations for most aspects of the job. 
 

Level 2 - Occasionally Below Expectations 
Performance occasionally does not meet expectations for some aspects of the job. Objectives 
occasionally are not met or are met with a minimum level of acceptability. 
 

Level 3 - Consistently Meets Expectations 

Performance fully meets the expectations for all aspects of the job. The employee’s performance is 
consistent, reliable and effective. Employee is able to accomplish all established objectives. 
 

Level 4 - Frequently Exceeds Expectations 
Performance frequently exceeds the expectations for most aspects of the job on a sustained basis. 
Employee performs complex, difficult parts of the job competently and thoroughly, including extra or 
unique tasks assigned. 
 

Level 5 - Consistently Surpasses Expectations 
Employee excels in virtually all aspects of the job, having nearly reached the ultimate in job 
performance on a sustained basis. Performance is of a quality rarely achieved. 
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Part 3: Goals and Objectives 
 
List 1 to 3 goals (minimum) to be obtained by the employee before the employee’s next 
review. These should be specific, measurable, achievable, relevant, time-bound, and linked to 
departmental/corporate objectives. These may include new and better ways to carry out job 
responsibilities, manage the employee’s future development and increase their current 
performance. Include specific steps for the employee to take. 
 

 

 

 

 

 

 

 

 

 

 

 
 
 
_______________________________   ___________________ 
Supervisor’s Signature        Date 
 
 
_______________________________   ___________________ 
2nd Level Supervisor        Date 
 
 
I have seen and reviewed my evaluation, and all items have been covered with me.  
 
 
_______________________________   ___________________ 
Employee’s Signature        Date 
 
 
Employee comments: 
 

 

 

 

 

  



7-Day Transform Your HR Challenge   ASPIREHRCONSULTING.COM 

 26 

Employee Development Plan 

 

 

Employee Name___________________________ Department___________________ 
 
Title_________________________ Date Started _______________ 
 
Current Position_________________ 
 
Date of Plan _______________________  
 
Current Supervisor_____________________ 
 

 What is the employee’s current skill level? 
 What are the employee’s career aspirations? 
 What training or skill development would help develop the employee’s potential?  
 What is the plan of action? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
_______________________________   ___________________ 
Supervisor’s Signature        Date 
 
_______________________________   ___________________ 
2nd Level Supervisor        Date 
 
_______________________________   ___________________ 
Employee’s Signature        Date 
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Lesson 3:  Don’t Get Sued! 
 
In today’s lesson, we will put safeguards in place that you need to 
protect your business from employee lawsuits. 
 
Many business owners and managers think they know their 
employees well.  They are on a first name basis.  They know their 
families.  They see and talk to them every day.  It doesn’t seem to be 
an area that has much risk.  This is sadly not true, and let me tell you 
why. 
 
Managing employees also means managing risk.  Unhappy 
employees may start legal actions; so may former employees.  Issues 
can include discrimination, sexual harassment, wrongful termination, 
or complaints for back pay or overtime.  
 

A Problem in the Kitchen 
 
One of my clients owned several restaurants.  The client called me 
because one of his waitresses was threatening a sexual harassment 
lawsuit against the company.  Allegedly, a manager had made sexual 
advances.  I investigated the claim.  It turned out that the manager 
and the waitress were dating, but the relationship had ended, and the 
manager found a reason to terminate her employment.  After 
discovering this behavior, the manager was fired, the waitress was 
offered and agreed to a monetary settlement, and a much more 
expensive lawsuit was averted.  
 
Many business owners and managers do not have basic policies and 
procedures in place to protect their business in such cases.  
Implementing some simple personnel policies will greatly reduce the 
risk of costly litigation. 
 
After the sexual harassment situation was resolved, I reviewed the 
restaurant company’s employee handbook.  I added a specific section 
explaining in detail the steps any employee should take if they felt that 
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they were being harassed or discriminated against, or if they had any 
other issue involving their employment.  This included speaking with 
their manager in confidence, or if that was not appropriate, going 
directly to the owner with the issue.  I also counseled the owners to 
document all incidents in writing as an important defense in case of 
legal actions.   
 
Further, we held several employee meetings to discuss the new 
policies, distributed a new copy of the employee handbook to each 
employee and had them sign for it.   The message to employees was 
that we want to hear about problems before they blow up.  The lesson 
for the owners was that a friendly and informal atmosphere could be 
hiding potentially costly legal problems. 
 

Questions you need to ask yourself 

1. Do I have an Employee Handbook, and does it have every 
policy I need to protect myself? 

An employee handbook is critical to protecting you in a lawsuit, along 
with being an effective way of communicating company policies and 
culture.   
 
Solution:  Have a professional assist you in creating a legally 
compliant handbook.  This is a common project we do for our clients.  
Give one to every employee and new hire, and make sure they sign a 
statement that they have received it.  Update as necessary. 

2. Do I have an “employment at will” statement? 

Solution:  Add this policy to your handbook and written offers of 
employment:   
 
“You are not hired for any definite or specified period of time even 
though your wages are paid regularly. You are an at-will employee of 
the Company and your employment can be terminated at any time, 
with or without cause and with or without prior notice. Company policy 
requires all employees to be hired at-will and this policy cannot be 
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changed except by a written document signed by you and an Officer 
of the Company. There have been no implied or verbal agreements or 
promises to you that you will be discharged only under certain 
circumstances or after certain procedures are followed. There is no 
implied employment contract created by this Handbook or any other 
Company document or written or verbal statement or policy.” 

3. Do I have legally required labor law posters in a prominent 
place? 

The law requires that you make labor laws visible and accessible to all 
employees.   
 
Solution:  purchase labor law posters from vendors, or download them 
for free from state and federal labor department websites.  Post them 
in an employee area (break room, locker room, etc.) or post them 
online in the employee intranet. 

4. Do I have a progressive discipline policy? 

Progressive discipline means that there is a standard, uniform way in 
which you handle discipline and termination.  This is very important 
defense against charges of discrimination.   
 
Solution:  add a progressive discipline policy to your employee 
handbook.  This policy may include verbal and written warnings, 
suspension and termination as the last step, except where misconduct 
justifies immediate termination.  The key is to document everything in 
writing, and to not “play favorites.” 

5. Do I document employee performance? 

Employee evaluations are an important part of communicating 
expectations and goals with employees.  They also serve to protect 
the company in case of terminations for unsatisfactory performance.  
As with progressive discipline, documentation is critical to your 
defense. 
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Solution:  create a standardized system of written performance 
evaluations, focusing on goals and results, and stick to it.  Refer back 
to Lesson 2 for more information about this process. 

6. Do I train my managers in the basics of communication and 
handling employee concerns? 

Policies are only as good as the managers who communicate and 
enforce them.  Managers must be trained in how to handle a variety of 
employee concerns, from performance issues to sexual harassment.   
 
Solution:  Identify the core areas that require management training, 
and develop an educational program help develop your managers.  
This may include seminars, on-line resources and management 
books. 

7.  Do I have Employment Practices Liability insurance? 

EPLI protects business owners against many kinds of employee 
lawsuits, including discrimination, harassment, wrongful termination, 
and breach of employment contract.  These policies will reimburse 
your company against the cost of defending a lawsuit in court and for 
judgments and settlements, whether you win or lose. 
 
Solution:  Your insurance agent can give you details of a policy that 
fits your needs. 
 
The answer to each of these questions is creating a system that will 
protect your business in case of an employee lawsuit. Download this 
checklist: 
 

Click to Download PDF and Word versions. 
*(You can also find this checklist at the end of this lesson) 

 
Coming next:  Setting Up Your Transform Your HR System 
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ACTION CHECKLIST 
 

Transform Your HR Challenge 
 

 
Review each of these questions and act accordingly. 
 

1. Do I have an employee handbook?  

YES:  Go to next question. 

NO:  Contact us to create one for you. 

2. Do I have an “employment at will” statement”? 

3. Do I have legally required labor law posters in a prominent 
place? 

 
4. Do I have a progressive discipline policy? 

5. Do I document employee performance? 

6. Do I train my managers in the basics of communication and 
handling employee concerns? 

 
7. Do I have Employment Practices Liability insurance? 
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Lesson 4 – Setting Up Your System 
 
If you’ve made it this far, you’ve learned about an effective and 
scalable interviewing system, a performance management system that 
is focused on results, and policies to protect your business from 
employee lawsuits.  
 
If you didn’t download the tools before . . .  
 

Click to Download PDF and Word versions. 
 
Our goal is to reduce your need to personally handle every employee 
issue, and replace it with systems that are predicable, efficient and 
effective. 
 
But as you well know, even the best system needs to be set up 
properly and managed, or it will become just another drain on your 
time.  Also, systems are not “one size fits all.”  You will have to make 
adjustments to make them fit your particular business culture. 
 

Setting Up Your System 
 
How do you go about setting up your Transform Your HR system?  
Here is the process we go through with clients. 
 
List all of the steps 

 Make an assessment of the state of your HR systems  

 Brainstorm about what you are doing that could be systematized. 

 Prioritize the steps that need to be taken. 
 
Put the basics in place 

 Standard interviewing and ratings guide 

 Performance management system 

 Employee handbook  
 
Fine-tune the system 
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 Build a complete recruiting strategy, which may include: 
o Job descriptions 
o Standardized job postings  
o Sourcing candidates conventionally and unconventionally 
o Creating standard job offer letters and non-compete, non-

solicitation documents 
o Other screening tools, such as psychological, behavioral, 

and skills testing 
o Background checking 
o Reference checking 

 On-boarding system, to increase retention and ramp up 
productivity 

 Compensation and bonus system 

 Training managers to understand the do’s and don’ts of hiring, 
managing and disciplining employees 

 Employee Development system 
 
Rinse and repeat 

 Now that we’ve done the hard part, we can find ways to 
streamline it.  The goal is to make HR into a series of systems 
and procedures that can run like a machine – predictably and 
efficiently. 

 
Remove yourself 
The system will still need to by run, but not by you.  You have several 
choices: 

 Designate an in-house employee to oversee it 

 Outsource the task to a professional HR company 

 Eventually, hire an in-house HR professional 
 
The goal is to gradually give you the freedom to go back to focusing 
on growing your business, not putting out HR fires. 
 

 Start slowly!  All of these systems take time and adjustment.  The 
key step is to document everything in a detailed standard 
operating manual.  Why is that so important?  Because you want 
someone else to run the system, to carry out your instructions.  It 
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will take time to do this, but is crucial to the process.  A standard 
operating manual completes the adjustment from individuals 
making judgment calls to a predictable system. 

 Before you hand over the reins, make sure that the person in 
charge of the system understands it, and their role.  They must 
be trained and understand that this is an important responsibility, 
not something to be swept under the rug. 

 

An Invitation 
 
I hope you found the Transform Your HR course helpful.  
Systemizing HR is something I learned the hard way over the course 
of many years.  You can benefit from my hard-earned knowledge.  
Aspire HR Consulting will work with you to set up your Transform 
Your HR system, and can act as your outsourced HR Department.  
Find out more here. 
 
Here is what some of my clients have to say: 
 
“When I was CEO of Parking Company of America Airports, I hired 
Aspire to oversee all of my HR functions, saving costs and greatly 
enhancing the quality of my employees.”  - Charles H. 
 
“I have been running and growing a small software company for the 
past 4 years.   I have used Aspire as an outsourced HR department 
for two of the businesses I’ve run and been extremely happy with the 
services they have provided.”  - Art S. 
 
Learn more about Aspire HR Consulting’s outsourced HR services 
here. 
 
Questions?   
 
Send your email to Bill (at) AspireHRConsulting.com and ask me 
anything.  You still have a few days left! 
 
Bill  
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