
 
 

WHAT IS POSITIVE EMPLOYEE RELATIONS™? 

Positive Employee Relations [PER] 
has two primary goals: 
 
1. To proactively retain one’s 
union-free status, and 
2. To provide a culture where 
employees are encouraged - by all 
they see and feel around them - to 
become engaged in their work. 
Thus, we achieve creativity and 
innovation. 
 
Every organization, whether known 
explicitly or implicitly, has a 
culture. By culture I mean the 
important Values, ideas and 
principles that it adheres to during 
times of trouble and of success. An 
organization is made up of people 
who, for the most part, work within 
a system particular to that 
organization. 
 
We can use ‘brands’ to clarify the 
point. Do you think the leaders of 
the Toyota brand manage their 
organization the same way as 
leaders of the Ford brand? If you 
study Toyota’s manufacturing 
system today, you will see direct 
lines back to its founder Kiichiro 
Toyoda in 1937. A study of Johnson 
& Johnson will provide a similar 
example of today’s executive team 

continually building on the 
Founder’s Values.  
 
Each organization has its own 
unique culture - frequently 
imprinted by its founder - but 
certainly followed, and often 
enhanced, by its current leadership 
team.  
Within each company, and their 
unique cultures, you will find 
systems and sub-systems that help 
it organize and manage based on 
its principles or Values. 
 
Some companies lead the way 
when it comes to how they value 
and manage their employees. For 
example, Starbucks started out 
believing the ‘customer experience’ 
was the differentiator for them in 
the marketplace. Aiming for this 
‘upscale’ segment of the 
marketplace, they trained their 
leaders and employees to deliver 
their unique ‘customer experience’.  
 
There are some companies that 
never figured out the ‘customer 
experience’ -- Commodore 
Computers is a good example. 
They owned the marketplace in the 
1970s and early 1980s but forgot 
about their dealers and eventually 
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their customers. In-fighting 
brought the final iteration of 
Commodore to bankruptcy in the 
early 1990s. 
 
Positive Employee Relations speaks 
to both the Values and the 
leadership/management systems 
within any particular organization. 
The fundamental question is: “what 
has the initial priority - ‘people 
versus profits’ or ‘profits versus 
people’?”  
 
If the executive team has 
discussed the advantages and 
disadvantages of these two 
scenarios and arrives at the 
following conclusion:  ‘people come 
before profits’ -- then adopting PER 
will be much easier to embrace.  
 
Those who believe the reverse will 
have a more difficult time with the 
transition [and all too often are 
already unionized or ready to be].   
 
Positive Employee Relations is 
based on five key principles: 
1. Employees, regardless of their 
organizational status, are the ones 
that make the products or deliver 
the services; therefore, they 
influence [and sometimes] 
generate the profits. People come 
before profits!  
 
When leaders make employees 
their prime customer, the 
employees will make the 
organizations’ customers their 
number one priority. 
 
This is not some naive 
sentimentality about employees 

and the placing of profits in some 
distant box. In our free enterprise 
system, profits determine if a 
business is going to survive and 
grow. So profits, like employees, 
are of paramount importance. We 
cannot have one without the other.  
 
Profits don’t go the extra mile to 
make customers happy. Employees 
do! Profits are still the outcome of 
how well senior leaders have 
managed numerous business 
systems. In fact, leaders do not 
manage profits - they lead and 
manage people who, in turn, 
generate the profits. 
2. The organization’s culture, as 
expressed in its Vision, Mission and 
Value Statements, is the substance 
that leaders use to make decisions 
- about every aspect of the 
business, including it’s being about 
people. 
 
If the Values up-hold the integrity, 
respect and dignity of all 
employees, we are on the correct 
path. However, the Values - all by 
themselves - may be hard to 
assess. It is how the Values are 
lived that makes the difference. 
 
3. If each Value is followed by a 
series of statements [Guiding 
Behaviours] which articulate the 
behaviours that employees can 
expect from their Front Line leader, 
and leaders can expect from the 
employees, then we have tangible 
behaviours to observe. 
 
What we should be seeing, in every 
employee-leader and employee-
employee interaction is the 
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integrity, respect and dignity that 
define the company’s Value 
Statement. 
 
4. With the two preceding 
principles [#2, #3] understood, the 
senior leadership can now turn its 
attention to the ‘characteristics’ of 
its leadership. By definition, this 
should encourage leaders to agree 
on a set of beliefs about people.  
 
Once Values and Guiding 
Behaviours are accepted by all the 
leaders, we now have the basis for 
new intentions and thinking. If 
leaders believe that all employees 
are ‘to be treated as adults’ then 
the personality traits of these same 
leaders will, by definition, follow 
suit. 
 
When leaders behave in a superior 
or autocratic manner, then we can 
say their ‘characteristics or 
personality traits’ do not align with 
the Values mentioned above. We 
can also say, with some certainty, 
that these leaders [or employees] 
are not doing their jobs effectively. 
Why? By not following the Values 
and Guiding Behaviours, when 
other leaders are, they are in 
opposition to every activity or 
system in the business. 
  
No organization can garner enough 
employee trust and have enough 
financial resources to retain a 
leader [regardless of position] 
whose Values do not match those 
of the leadership team or Founder. 
  
This is a classic example of a 
‘cultural mismatch’ - even though 

the individual’s technical skills may 
fit the organization’s requirements. 
No organization should accept poor 
performance from anyone, 
especially leaders. 
 
5. The next principle of PER is to 
align the Values and the beliefs, 
intentions and actions concerning 
the importance of people into a set 
of Human Resource Policies and 
Procedures. Please remember: the 
greater the number of Policies -- 
the greater the likelihood that the 
real Values tend towards 
bureaucracy and autocratic 
behaviours. 
Extensive Policies and Procedures 
inevitably reflect a lack of trust in 
the employees to understand and 
behave as per the Values and 
Guiding Behaviours. If that is the 
case, why was the individual hired 
in the first place?  
 
The minimum requirements to 
implement a PER program, beyond 
the all-important Health and Safety 
Policy and Practices are: 
 

 current and accurate Job 
Descriptions and Performance 
Standards, 

 Performance Reviews linked 
directly to Performance 
Standards, 

 Clearly articulated Values and 
Guiding Behaviours; and 

 Leaders trained to delegate 
responsibility and decision-
making so that employees have 
an enriched job in which to be 
engaged. 
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From this foundation you then add 
Policies and Procedures that are 
required by the nature of the 
organization and the requirements 
to assure a continuous focus on 
customer service – and toward 
getting better every time. 
  
The five key principles of Positive 
Employee Relations 

 People before profits 
 Values and Guiding Behaviours 
that are ‘lived’ by all leaders 

 Candidates and employees who 
are always treated as ‘adults’ 
with respect, dignity and 
integrity. 

 
 Poor performance is 
unacceptable, especially from 
leader 

 A limited number of Policies and 
Procedures to: a) reflect the 
‘adult’ nature by which 
employees are led, and b) a 
culture that is always customer-
centric. 
 

Creativity and innovation are 
diametrically the opposite of 
unionism! Creativity is also the 
foundation of long term 
profitability; and thus greater 
employee job security. 
 
Positive Employee Relations™ has 
two primary goals: 
1. To proactively retain one’s    
union-free status, and 
2. To provide a culture where 
employees are encouraged - by all 
they see and feel around them - to 
become engaged in their work. 
Thus, we achieve creativity and 
innovation. 

 


