PREP TALK

HOW TO FIRE SOMEONE

gy, F oM Permanent Equity’s Ops Desk
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Employment is a relationship.

@ An organizmtion, which is made. up o Pe_ople_,

and an individual have made a mutual
commitment To one anocther.




OFf course the answer is no.
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But experience has ‘ta.ugh‘t us that
mosT operad:ors (‘includ‘in::! ourse,lve,s)
are slow to act.. sometimes ot 3r‘e,a~.'t
cul'tura.l and operational expense.
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Organizations live

and die by the team.

When one pers.on starts to re,gulaurly
taoke ueE outsized energy, Ty shoulcl 31\/3
L/ou Pa\use,.
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There are very 3000( reasons Mr\y 'Pir"ing
them wouldn’t be the answer — misal'igneo(
expectations or role definition, poor
‘in‘te_mal c.ommun'icod:ion, naccurate
inFormation, or an honest mistoke.
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We default to wanting to give
the benefit of the doubt.

The Ele_SSing and the curse is that
most pe_ople who should be Fired,
when 3iven the benefit of the oloul:'b,

continue to build o record.




The r‘e_ou.l issues stem From o\voicling
seeing thoat record build up.

When someone starts To take up outsized
energy and olir‘e_c'tll/ causes or contributes
to bad outcomes (both intermal and

e,x’te_rno\l), you should eul The facts on
paper.




With rare exceplions, you'“ have your
answer.. and pmba.(::ly much more qu'ickly
than you'c‘ l'ike, To see iT.
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Firing someone Is unpleasanﬂ

There’s no Perpec.'t Wy to do it.
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Like most Pa‘in‘Pul ’tlﬂings, t’s best
to be short and o('ir‘e_c't, a\vo'iohn?
ambigu?tt/ or debate.

When 'Piﬁng, the :\us'tipicas‘tion shoulo( be
in The record, so there’s no reason
to arque about it live.




. Clean and final separation
7 . should bethegoal. g

(.

/_/ be_loe_ncl ing on the context, even in an
ﬂ( egregious situation, There can be reasons

to be generous.




Incentives to remain civil and SUPPor“tIve_
are u/or‘tht/ of consideration.
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And then there’s the aftermath.

a—

O T TG T T T T T Gl 2N

Usually, when you fre someone, The ma Jor*"ty
ot 'Pe,e_cu::ac.k a‘pte_r‘u/a\r‘ols IS Some version of;
/_\ F“no..“c/ wm/ didn’t this happ&n eo.r*l er?'’




Ano(, a..Pte_r some tTime has passe.ol,
sometimes that’s the Feedback
from the person Fired.
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A short and incomplete list of D
reasons we've fired someone: J/

PR —

Got in over their head, tried to cover
T up, and then had to keep up the lies,
ﬂ committing fraud in the process
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Wanted to achieve, but didnt have

the skill sets to do it, and wouldn’t

ask for he_lp

Refused to communicate and/or
communicated False narratives that
Pr‘ior‘i‘tiz.eo( their pe,rsona\l axge_ncla. over

that of the organiza‘tion

Deve_lopeo( an addiction, refused help,
and le_’t Iy imPa\c‘t their work and/or
wrkplace



Said ‘the_y were caupaxble_ o $ome_‘th‘in3
‘the_t/ prove,ol not to be (the conundrum
of who You nterview vs. who shows up
to work)

Be,l'ie,ve_d 'the_t/ are sSo 'inVa.luaHg ‘the_y
could hold the organiz.a‘tion kos‘tage_
to Pe_rsono.l demands
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And, the need to fire someone |
can emerge anywhere in your

organization.
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/-/(\ Sometimes it's a recent hire, where tThe

lack of &t becomes obvious quic.klt/.




Just as often, though,
tis a |on3-‘te_nur~e_cl e,mp|oye_e,.

The truth is that people’s lives are
comphca:te,d, and M«ile_ o Iong mu'tuos.l
commitment is worthy of respect, it does
not excuse someone From l:ejng an active
and me_a.ningpul contributor to the teawm.

(This is e_SPe_cjau“y true n sma\“e_r
organiza‘tions, where every mle_ counts and
a tToxie pe_rsona.h‘ty would be Pr*opor"ticna“y
more influential.)
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Tolerating and excusing bad

behavior can have catastrophic
D consequences. g ,
(.
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/_/ When others Believe hy AR wi“'ingly a.cc.e_pteo(,
( the c:r*gamiz.a\‘t?cm's Pr*ior*i‘t?e_s become

ﬂ confusi ne to them.
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“Do you wont the real nFormation, or what
we let Joe 3e_'t AWy with?!'

“Toe told us you alre,a\oly knew about that.'
“Toe told you we did what exac‘tly?"
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You’ll have pe_ople, with drive and ambition
misapprc:apﬁa‘ting that energy until the
change is made, and then you"“ have to
Take in The new Iau.t/ of the Iano(, rebuild
trust, and Fiqure out where you are.
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And domn i it’s not sometimes cle_pr‘e,ssinﬁ
how obvious the decision was in h‘indsigh't.






a Remember your responsibility

to your high performers.

If ‘the,t/'r*e, l::ejmj honest, ‘the,t/'“ Pml:ml:h/
tell you thot one of the hardest parts

of their :)ob — the part That requires an
outsized amount of their time and energy —
3 cle,am'ing up after the Pe,ople_ who are
underperforming (n their work, attitude,

or interactions).




F?ﬁ‘ng someone. who needs to be let o
pm‘te_c‘ts tThe peo |e, n your organization
who Bﬁmj r‘e_a.l value.




Remember that you're

protecting the culture of your
organization.
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If you allow poor attitudes or
Pe_r‘Por‘mamce, to continue unche,cke,cl,
that is the culture of your business.
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L] It's Jour r*e,spons'ib‘ili‘tt/ to reinforce your
g standard of excellence and to erotect
g your compam/'s culture.



gl Firing someone is the end of a
journey.

that you need to Soy. I






from Permanent Equity’s Ops Desk

Leadership is hard. And it can be lonely. Big decisions, hard conversations, and ambiguous futures are day-to-day
realities — particularly in small businesses. We all occasionally need a sounding board and someone cheering us on.

Here on the Permanent Equity Operations Team, we have the privilege of helping 15 businesses in different industries
and geographies, with different people and skills. For us to stay helpful, we do our best to collect wisdom from our
experiences so we can share it with our leaders. And now we want to share it with you.

We're collecting what we call Prep Talks (you know, a Preparatory Pep Talk) for the tough calls and conversations
leaders face. Each Prep Talk is based on conversations we've had internally and with our portfolio companies. They're a

bit stream of consciousness, but guess what? So is leadership. Think of them as collections of those bits of wisdom (on “ﬂ&\\

topics from moving into management to firing well to finding the right tech for your business) we've picked up along the Qi'::ﬁ

way. g‘ﬂ&\
Wee

For more Prep Talks, visit www.permanentequity.com/prep-talks. We hope they're helpful! “egiii\

1N
— Co-President and COO Mark Brooks ‘57


http://www.permanentequity.com/pre-talks
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