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Employment Environment 
 
Releasing (Terminating) Employees 
 
Insurance companies estimate that up to 85 % of all lawsuits involving ministries result from 
employment decisions. 
 

Jack Welch, former CEO of GE, says there are four types of people in every organization. 
First are those who share your values and perform. These are the greatest employees. Second 
are those who share your values but don’t perform. These are people you’ll work with to find 
the right job fit. Third are employees who don’t share your values and don’t perform. They 
need to be released to find what God has for them elsewhere.  Finally, there are those who 
don’t share your values but perform at a high level. From Welch’s perspective, these are the 
hardest to deal with because, in spite of their performance, they too must be released or they’ll 
poison the organizational culture. 

 
If you know things aren’t working, make the decision sooner rather than later. We usually delay 
because of the discomfort we feel about letting someone go. Yet the person who really pays is the 
employee trapped in the wrong job. As leaders, we owe it to those we work with to give honest 
feedback and, to those who aren’t a good fit, to release them to find their place of service in the 
Kingdom. 
 
I. Performance Counseling 
 
A. Counseling Session 

 
1. Keep a paper trail. Just remember, if it wasn’t written, it didn’t happen. It’s vital to maintain a 

“paper trail” of how you counseled an employee, showing both consistency and fairness. Don’t 
wait. Provide discipline as soon as possible so as not to lose the impact of the incident. 

2. Be sensitive. Show discretion, meeting in a quiet location away from others. 
3. Be prepared. Write up everything with copies of your support documents. Stick with objective 

information only. Don’t give opinions or express personal bias. Ask yourself, “If I were to 
leave tomorrow, and this issue went to court, would my counseling session report stand on its 
own merits?” 

4. Follow the rule of “just cause.” Remember to treat everyone the same in the same situation. 
5. Think and pray about the session. Ask God for guidance and humility in presenting the session. 

Make sure your heart is focused on growing the employee, not showing you’re “right.” 
6. Have a witness present. Always have someone of the same sex as the employee sitting in with 

you as a “neutral” witness during counseling sessions. 
7. Remember! How you present the counseling session is your choice; correcting the problem is 

the employee’s choice. 
 
 
 



 
B. Conducting the Counseling Session 
 

1. Don’t read the counseling report. Share it in a narrative format so you can put the employee at 
ease. Counseling sessions are not easy. They take practice, practice and more practice. Role-
play your sessions with other managers until you’re comfortable. 

2. Deal with only one disciple issue. Don’t try to “lump together” more than one discipline issue 
in a counseling session. 

3. Remember, the employee wants to get this over quickly! In a counseling situation, the 
employee usually wants to leave the session as soon as possible. 

4. Don’t forget your goal. You need to do everything possible to help your employee succeed. 
5. Get acknowledgement of the problem. Continue the session until the employee acknowledges 

the reason for it, outlining the steps he or she needs to take to correct the problem. Without 
becoming angry or disheartened, repeat the process as many times as it takes for the employee 
to get it. 

6. Don’t be irritated if the employee refuses to sign the report. Simply write “refused to sign” on 
the signature line. 

7. Review the counseling report immediately after the session. Ensure what was said is what’s 
written. Give a copy of the counseling report to the employee right away. 

 
II. Termination 
 
A. Before Termination 
 
Here are some general issues to consider before terminating an employee:  
 

1. Does the human resource department concur with the process you followed?  
2. Is there an implied verbal (“hope you will be with us as long as God allows”) or written 

contract in question?  
3. What’s the employee’s tenure? If the person is a long-term employee (10 years or more), do 

you “owe” him or her some special consideration?  
4. What effect will the termination have on the organization’s morale? What should you do if staff 

morale will be affected?  
5. Does it appear that the employee’s “protected class” (if applicable) has anything to do with the 

decision to terminate him or her?  
6. Has a thorough investigation been conducted so that the decision is based upon facts, and not 

perception, hearsay or speculation?  
7. Are there extenuating circumstances factors which justify a lesser penalty?  
8. Is this the best time to carry out this decision?   
9. Is this action consistent with prior incidents of a similar nature? 

 
B. Disciplinary Terminations 
 
Here are some questions to ask yourself when considering a termination for violation of a corporate 
policy or required process: 
 



1. Was the disciplinary rule or process known to the employee? How do you know this? 
2. Was the practice displayed by everyone else consistent with the rule? 
3. Have appropriate progressive disciplinary steps been followed (verbal coaching, written, 

counseling session, suspension, etc.) while treating the employee justly and fairly? 
4. Is all the disciplinary documentation orderly and timely? 
5. Did the employee have an opportunity to take constructive action? 
6. Do the employee’s other records support the decision? (For example, did the employee just 

receive a merit raise for outstanding performance? Ouch!) 
 
C. Performance Terminations 
 
Here are some questions to ask yourself when considering a termination for poor performance: 
 

1. Was the job description (and required standards) accurately and clearly relayed to the 
employee, and did he or she sign off on it? 

2. Was the employee not only told of job deficiencies, but adequately coached within a certain 
timeframe in how to improve and meet job standards? 

3. Did the employee ask for help, and if so, was he or she denied it (perhaps based on the attitude 
that “he or she should know how”)? 

4. Is the articulated reason for the discharge the real reason, or are there “hidden agendas?” 
5. Is the area of deficiency one that can be objectively measured, or are the criticisms subjective 

in nature (bad attitude vs. not doing the job)? 
6. Is the unacceptable behavior well documented through specific verbal and written counseling 

sessions? 
7. Does the employee’s personnel file support the termination?  

 
D. The Termination Session 
 
Here are some questions to ask yourself when preparing for the termination session with an employee: 
 

1. Will the termination be conducted in private (it should be)? 
2. Schedule meeting early in the day. 
3. Has the termination been reviewed by legal counsel and/or a human resource professional? 
4. Will a human resource representative be your witness for the termination (a witness is 

necessary)? 
5. Have you made sure the supervisor conducting the termination is prepared to be calm and 

factual? 
6. Does human resources have a consistent “termination check sheet” to follow, and all the 

paperwork, checks, etc. ready to proceed? 
7. Will a severance agreement be offered to the employee? If so, is it an independent decision to 

offer the agreement, rather than a policy? 
8. Has legal counsel drafted or reviewed the severance agreement? 
9. Do you have a list of “items” the employee needs to return to the organization? 
10. Are you assuring the termination meeting will be free of interruptions? 
11. Announce decision at the beginning of the meeting 
12. Provide very general information about why the employee is being terminated. 



13. Some experts suggest you prepare a letter outlining the general reasons for the termination and 
provide instructions for post-termination benefits. 

14. Change employee computer passwords during the meeting 
 
 
E. When It’s Necessary to Terminate an Employee 
 
You should seriously consider terminating an employee when it involves: 
 

1. Theft or destruction of ministry property 
2. Excessive tardiness or absenteeism 
3. Arguing or fighting with co-workers or guests 
4. Being under the influence of alcohol or illegal drugs at work or at an organization-sponsored 

event 
5. Refusing to carry out reasonable job assignments 
6. Dishonesty or falsification of documents 
7. Violating established rules and regulations of the ministry, including committing unauthorized 

acts 
8. Unlawful discrimination or harassment 
9. Significant moral failure 
10. Insubordination 
11. Poor performance after repeated attempts to resolve issues, provide training and counsel the 

employee. 
 
 


