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“I have a key performer on my team who delivers 
great results but who can be rude and abrasive 
to colleagues. I’ve spoken to them on several 
occasions about their behaviour but it never     
changes. What should I do? Their results are 
great but I’m worried about the impact of their 
approach internally.”
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MENTORING  MATTERS

What do you do when one of 
your best people creates bad 
feelings within your team? 

Glain Roberts-McCabe sat 
down with Roundtable member 
Pete Bombaci, former country 
head at Movember Canada, 
who shares his advice on what 
to do when a top performer is  
a problem. 
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In a world where driving results can sometimes be the only 

measuring stick, it is unfortunate that situations like these arise. 

I believe that this situation, unaddressed, will eventually create 

tension and animosity from teammates, peers, and leaders in this 

organization. 

As a leader, I believe we have the responsibility to ensure that 

the right people are on the bus. It doesn’t mean that you will 

always get the selection right. Often, there is a delay between the 

recognition of a challenging employee and the action, but taking 

the steps required to ensure team alignment is your responsibility 

to the organization, 

the other staff and 

to the employee in 

question as well. 

The initial step that 

the team leader 

has taken in this 

situation is the right one, but the desired result did not materialize. 

I would hope that the approach at this point would be with an 

authentic appeal to make the employee aware of their impact 

on those around them. If someone is performing well on most 

other measurements, but failing with colleagues, he/she certainly 

deserves the opportunity to work through it. The question is for 

how long and what alternative plans need to be considered. 

Assuming that this person has been spoken to at least a couple 

of times, my next step would be to set up a weekly meeting with 

the individual as an opportunity to ensure that expectations are 

set, concerns are voiced, and consequences are clear should the 

troubling behavior continue. The initial meeting would be framing 

the situation in a positive manner and providing the employee the 

opportunity to see the benefits, short and long term, in making the 

required changes. I would suggest that they would need to begin 
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Leadership Tip

You owe it to your team and your 
organization to take action.
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demonstrating a change in the identified behavior and additionally, 

begin reengaging the team over time to rebuild their working 

relationship. 

As the leader, once some positive changes have been demonstrated, I 

would take the step to create at least one event or activity to provide 

the opportunity for the team camaraderie to be rekindled. Of course, 

positive change by the employee would be the desired outcome and 

would create a win-win 

result. Until the change 

has been confirmed, I 

would reach out to a 

couple team members 

to see if there had been 

any noticeable changes 

in behavior, in addition to 

my own interactions, prior to the scheduled weekly meeting with the 

employee. All matters discussed would be documented and shared 

with the employee after each meeting.

After the first couple of weeks, if the employee is not able to change 

to an acceptable level, I would begin setting up a search for the new 

candidate. Ideally, there would be someone internally who has been 

groomed for the role, but if the candidate is not available internally 

I would begin to check in with key members of my network to see if 

there were good candidates available. If not, I would proceed to using 

a recruiter to find new candidates. Using a recruiter would allow you 

to get a short head start on the replacement of this important role 

without disruption to the current business. 

If, at the end of the first month of meetings, there had been no 

meaningful improvement, the conversation with the employee would 

progress to the next level. At this point, I would be very direct and 

would highlight the timeline for a potential change in their role or an 

exit from the company. If a few more weekly meetings passed with no 
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Leadership Tip

Set regular meetings to encourage 
and track positive change.
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improvement, the move would be made to exit the employee—

unless there was another role for them where their behavior would 

have less impact. 

There is one exception to the scenario that I mention above. 

It stems from a situation where an external sales person has 

strong, long term relationships with his client base which would 

be difficult to replace. In this scenario I would take two steps 

simultaneously. First, I would see if there was anyone in the 

organization that worked well with the sales person and have 

them act as a conduit to other parts of the organization in the 

short term. Simultaneously, I would start partnering up the 

existing sales rep with a second person who could over time better 

understand the business, the relationships and could potentially 

take on the role should the decision be made to exit the employee. 

The timing for this approach may be slightly longer, but efforts 

would still be made to improve the team’s working relationship 

with the employee.

The exiting of this employee should be done with respect and 

consideration for the role that they have played in building 

the organization. In the scenario presented whereby the other 

employees don’t seem to have much time for the employee, I 

would suggest that his direct boss take him out for a lunch or 

refreshment to say thank you for the time and work. Although some 

employees and staff may find this difficult to do, we always need 

to remember that we are dealing with people and that we all have 

feelings. Celebrating and fairly compensating exiting employees as 

they depart will result in a positive experience for everyone and an 

additional ambassador for the organization over time.  RL
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Well known for his recent role as National Director, 

Movember Canada, Pete Bombaci wasn’t afraid to 

challenge the status quo and blaze the trail that put 

a new face on men’s health issues in Canada. Under 

his leadership he grew the organization from a small 

reactionary staff to a full, strategically engaged, 

fundraising team whose efforts went on to make 

Canada the #1 fundraising country globally, four 

years running.

Pete is a charismatic and visionary business leader 

who believes that when by doing the right thing every day, exceptional 

results are created.

With a career that has stretched the gamut from hospitality to sales and 

marketing executive, to running one of the most successful not-for-profits 

in Canada, Pete recognized early on that making authentic and meaningful 

connections was the key difference leading to his success.

His engaging leadership style comes from his enthusiasm and genuine 

desire to help others, as well as his belief that building a great culture 

encourages collaboration, and ultimately translates into bottom line results.

Pete is frequently a guest commentator and has contributed opinion 

pieces for print, magazines, on the radio and online. He currently sits on the 

advisory broads for Toronto Hot Docs Bloor Cinema, Jack.org, and Rethink 

Breast Cancer.

Glain Roberts-McCabe is passionate about the art of leadership 
and supporting ambitious mid-career leaders. She created The 

Executive Roundtable to provide emerging leaders with the 
navigational skills, tools and savvy needed to manage increases 
in scope, pressure and leadership complexity.
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