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Town of Westwood 

Personnel Administration  

Disciplinary Policy 

Policy #401 

   

1. PURPOSE AND SCOPE  

a. The purpose of this document is to ensure that 1) employees meet the Town’s 

legitimate expectations in the areas of performance and behavior; 2) employees 

whose performance or behavior is deficient are provided with the necessary 

assistance and motivation to meet the Town’s expectations; and 3) disciplinary 

action initiated against an employee is fair and appropriate. 

2. APPLICABILITY   

a. This policy applies to all paid positions in the Town excluding those positions 

under the supervision and control of the School Committee. Employees whose 

positions are governed by a collective bargaining agreement are subject only to 

those portions of this policy that are not specifically regulated by those laws or 

agreements.  

3. DEFINITIONS   

a. Reserved for future use.  

4. POLICY  

a. General Discipline Policy. The Town’s disciplinary policy is one of progressive 

discipline.  Employees must know what is expected of them, and what the 

consequences are for failing to meet these expectations.  In general, the 

disciplinary process is set up as follows:   

i. Oral Reprimand – May be initiated by the employee’s immediate 

supervisor, Department Head.  In all cases, the Department 

Head/designee should be informed of the reprimand.   

ii. Written Reprimand – May be initiated by the employee’s immediate 

supervisor or Department Head.  In all cases, the Department Head must 

review and approve of the written reprimand.   

iii. Suspension and Discharge - May be initiated by the Town 

Administrator/designee.  Discharge and suspension issues must be 

discussed with the Deputy Town Administrator prior to action.    

b. Reasons for Disciplinary1 Action. Disciplinary action may be imposed upon an 

employee for misconduct or failure to fulfill responsibilities as an employee.  

Sufficient cause for disciplinary action shall include, but not be limited to, the 

following: 

i. Incompetence or inefficiency in performing assigned duties; 

ii. Inability to perform one or more critical elements of the position;  

iii. Refusal to perform a reasonable amount of work, or violation of any 

                                                 
1 Nothing herein shall be construed to limit the Town's right to impose discipline of any degree, including 

discharge, in a particular case without regard to the existence or non- existence of prior disciplinary action.   



  

 

2 
  Town of Westwood Policy #401 

 Date of Origin: 8/18/2025 

 Approved by the Select Board:  8/18/2025 

 Next Review Date:  7/1/2029 

reasonable official order, or failure to carry out reasonable directions 

made by a proper supervisor; 

iv. Habitual tardiness;  

v. Absence without leave; 

vi. Abuse of sick leave; 

vii. Intoxication while on duty; 

viii. Possession or use of a controlled substance while on duty;  

ix. Possession of illegal narcotics or substance abuse while on duty; 

x. Misuse or unauthorized use of Town property; 

xi. Fraud in securing appointment; 

xii. Disclosure of Town confidential information; 

xiii. Conviction of a felony; 

xiv. Violation of safety rules, practices, and policies; 

xv. Engaging in sexual harassment; 

xvi. Any other situation or instance of such seriousness that disciplinary 

action is warranted; and 

xvii. Misrepresentation of facts as part of an investigation.  

c. Progressive Discipline.   

i. The authority to discipline employees in the power to speak definitively 

for the Town on standards of performance and behavior, and to enforce 

such standards by the application of appropriate sanctions.  

ii. In most cases, any disciplinary action initiated for an employee’s first 

violation of a standard will be mild, such as informal or oral reprimands.  

Should such action be insufficient to cause the employee to comply with 

the standard, subsequent disciplinary action becomes progressively more 

severe until the employee has either corrected the deficiency or ceases 

to be an employee.  In general, most of the procedures below should be 

followed for probationary employees.  Even though probationary 

employees may be terminated without cause, they should be afforded an 

opportunity to improve their performance prior to being let go.   

iii. At each step the standard should be reiterated, and the employee 

offered any appropriate and reasonable assistance.  The primary goal of 

each step in the disciplinary process is the correction of the problem.  The 

goal is not to establish a basis for more severe disciplinary action.    

iv. In some areas the Town’s expectations are obvious.  Employees are 

expected to know that they may not steal, assault members of the public 

or other employees, or abuse their authority for private gain.  Other than 

such obvious examples, it is generally not sufficient for supervisors or 

department heads to assume that the employee is aware of the Town’s 

expectations; nor is it generally sufficient to assume that an employee 

knows that their performance is deficient or that their employment may 

be in jeopardy.  All supervisors are obliged to communicate openly and 
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honestly with their employees and to ensure that all employees have 

read and understand the Personnel Policies, by-laws, civil service laws, 

and all other rules and regulations governing their employment.  

5. PROCEDURES   

a. General Procedures 

i.  The standards for consideration of discipline are as follows: 

1. There must exist sufficient cause to discipline the employee.   

2. The harshness of the penalty must fit the seriousness of the 

action.   

ii. The employee must receive clear and unequivocal warning stating the 

precise areas in which their performance or behavior is unacceptable, 

and the probable consequences of the continuation of such behavior.   

iii. The employee must be given full opportunity to explain their actions and 

to reform or rehabilitate themselves.   

iv. The situation must be fully documented.   

b. Specific Procedures   

i. The Disciplinary Interview   

1. Whenever possible, a meeting between the employee and 

Department Head/designee should precede the initiation of any 

disciplinary action against the employee.   

a. The primary goals of the meeting are:  

i. to determine whether the employee has in fact 

failed to comply with a required standard;   

ii. if so, to identify why the employee failed to meet 

the standard;  

iii. to inform the employee exactly what will be 

expected of them in order to avoid further 

disciplinary action and to offer any appropriate 

assistance; and    

iv. to warn the employee of the consequences of their 

continued failure to comply with established 

standards.   

b. If the Disciplinary Action under consideration is demotion, 

reassignment or discharge, the Department 

Head/designee should also attempt to ascertain:       

i. whether any preceding disciplinary action was 

properly implemented, including proper follow-up 

on improvement plans; and 

ii. whether the employee has a documented history 

of satisfactory performance in another position.  If 

so, demotion or reassignment might be considered 

an appropriate alternative to discharge.  
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ii. Oral Reprimand.  

1. The oral reprimand (or warning) is the least severe form of 

disciplinary action.  In most cases, it is the first form of disciplinary 

action taken against an employee.  After meeting with the 

employee to communicate the warning, the Department 

Head/designee should prepare a written summary which is 

presented to the employee and may be placed in the employee’s 

official personnel file.   

2. Both the oral reprimand and the written summary should contain 

as many elements listed below as are appropriate to the type of 

disciplinary problem involved:    

a. Rule Regulation or Policy Involved – The written summary 

should generally commence with a specific reference to 

the standard of performance or behavior involved.   

b. Facts Showing Deviation from Standard – The Department 

Head/designee should outline in detail the manner in 

which the employee failed to meet the standard.   

c. Consequence to the Town/Department – The Department 

Head/designee outlines the practical significance of the 

employee’s failure to comply with the standard.  

d. Expected Performance or Behavior – The Department 

Head should communicate to the employee the 

expectations of the Department.  

e. Plan for Improvement – The supervisor devises a specific 

plan for assisting the employee in improving their 

performance, and may schedule more frequent 

supervisory meetings to provide additional training.   

f. Follow-up – The time frame within which the employee is 

expected to demonstrate improvement.  The period must 

be long enough to provide a fair opportunity for the 

employee to improve, and short enough so that the 

Department does not have to tolerate unsatisfactory 

performance for an unreasonable length of time 

g. Warning –The Department Head/designee outlines to the 

employee the next step in the disciplinary process which 

will be initiated if the employee fails to improve 

sufficiently during the review period. 

iii. Written Reprimand  

1. The written reprimand shall always be placed in the employee’s 

official personnel file.  It contains all of the elements of the oral 

reprimand listed above.  

2.  In most cases, this formal warning will be initiated only after an 
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informal or oral warning has failed to bring about sufficient 

improvement.  In some cases, in which the employee commits a 

fairly serious offense (e.g. insubordination) the written reprimand 

may be the first disciplinary action taken.  As with the oral 

reprimand, the written reprimand should be issued following a 

meeting with the employee.   

iv. Suspension  

1. Suspension is the temporary and involuntary separation of an 

employee from their employment.  The purpose of a suspension is 

to serve as a final warning to an employee that continued 

misbehavior or poor performance may result in discharge.  

Suspension is generally imposed only when prior warnings or 

reprimands have not caused the employee to bring their 

performance or behavior up to the expected standard.  In some 

cases involving serious misconduct, suspension may be the first 

disciplinary action taken. 

2. Except in cases of serious misconduct, one or more suspensions 

should precede the discharge of any tenured employee.  A 

probationary employee need not be suspended prior to discharge 

(although a pre-termination hearing is mandatory).  The Deputy 

Town Administrator must be notified prior to implementing a 

suspension.  

3. In cases where the Department Head and Deputy Town 

Administrator determine that the unsatisfactory employee should 

be suspended without pay for a period of more than five (5) days, 

the employee shall be granted a hearing before the Department 

Head and the Deputy Town Administrator prior to a 

recommendation for suspension being made to the Town 

Administrator.   

4. All suspensions shall be reduced to writing including all of the 

reprimand elements listed above, and shall be forwarded to the 

Deputy Town Administrator for inclusion in the employee’s official 

personnel file.   

v. Discharge 

1. Discharge is the permanent and involuntary separation of a 

person from their employment with the Town.  Because of its 

severity, action to discharge an employee is generally initiated 

only after the oral and written reprimand processes and one or 

more suspensions have failed to bring about the employee’s 

conformance with the requisite standards of performance or 

behavior.   

2. Action to discharge a probationary employee will generally not be 
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initiated until the employee has been clearly warned that their 

continued poor performance or inappropriate behavior could lead 

to their discharge and until the employee has been given a fair 

opportunity to improve following the warning.  

3. In cases involving serious misconduct (e.g., theft, assault) 

discharge may be initiated without any prior warnings or 

suspensions.   

4. In all cases in which the Department Head and Deputy Town 

Administrator determine that discharge may be warranted, the 

employee shall be given a hearing by the Department Head and 

the Deputy Town Administrator prior to the imposition of such 

discharge.  If discharged, the employee will be given a written 

notice stating the reason(s) for the discharge and the effective 

date of termination of employment with the Town.  Such notice 

shall be included in the employee’s official personnel file.   

vi. Alternatives to Suspension or Discharge.  Prior to the initiation of action 

to suspend or discharge an employee, consideration should be given to 

other alternatives such as demotion or reassignment to other duties.  

These alternatives will be appropriate only in a small percentage of cases.  

Their use as disciplinary measures will be strictly scrutinized.  Demotion 

or reassignment should be considered only when the employee has 

previously demonstrated an ability to perform the duties of the position 

to which demotion or reassignment is contemplated.   

 


