1.
INTRODUCTION 

1.1
All new employees who join Salford City Council must successfully complete a 6-month probationary period before their employment is confirmed regardless of previous local government service. These guidelines have been produced to assist Managers to monitor and assess the performance and/or capabilities of new entrants during their probationary period.

1.2
The aim of the probationary period is to ensure that all employees of the City Council can meet the basic requirements of the job and perform to the standards expected.

1.3 The process of ongoing review will help to embed the practice of performance monitoring and reinforce the Council’s method of employee supervision.  

1.4
The procedure aims to ensure that all employees can meet the standards of the City Council, and, where not adequate support and training is given to assist the employee.

1.5
This involves the Manager/Supervisor making clear what is expected, the use of clearly understood targets, and the provision of adequate training to support the new entrant in meeting the requirements of the post and the standards expected by the City Council.

1.6 If, despite the support given, the employee is still unable to meet the standards required it may be necessary to terminate their employment.

1.7 During the probationary period, an employee will not have access to Salford City Council’s standard Capability Procedure.

2.
APPLICATION/SCOPE OF PROCEDURE

2.1
The Procedure is designed to assist Managers/Supervisors to manage correctly the 6-month probationary period of all new entrants with a view to the successful completion of the period, and confirmation of continued employment.

2.2
The Procedure is intended to ensure that the Manager manages and monitors the probationary period and understands when and where to refer the matter to another relevant Procedure, for example if it is a matter of misconduct which should be dealt with in line with the Local Disciplinary Procedure. 

2.3
Normal standards of conduct apply to employees during their 6-month probationary period and any breaches of the disciplinary rules will be dealt with in line with the Local Disciplinary Procedure.  However, any warning issued for misconduct during that period will be a first and final warning for the remainder of the probationary period.  Following the successful completion of the probationary period any live warnings should revert to the appropriate level i.e. first written for the life of the warning.

2.4
It should also be noted that this Procedure does not apply to:

· Termination by reason of redundancy

· Resignation by the employee or other termination by mutual consent

3.
APPOINTMENTS

3.1
Details of the length of the probationary period must be included in the employees’ appointment letter and subsequent Statement of Particulars.  This should include a statement, which clearly outlines the consequences of not successfully completing the probationary period.

3.2
On appointment, the employee should be made aware that they must serve the probationary period as previously stated, and that during this period their Manager will monitor their performance.  They should also be provided with a copy of this guidance document.

3.3
The requirements of the job and specific performance expectations will have been outlined to the employee during the recruitment and induction processes.  At the start of the probationary period, using appropriate information such as employee job description/person specification or job profile and service area business plan, the employee will be informed of the following: -

· The purpose of the probationary period;

· The specific performance targets and competencies they will be expected to achieve and which their performance will be measured against;

· What planned training/development will be provided to support their performance;

· What planned meeting/discussions will take place to review their progress.

This will establish a baseline against which to measure the employee’s progress throughout their probationary period.

4.
MONITORING

4.1
It is the Managers responsibility to monitor All new entrants performance on an ongoing basis through the process of regular one-to-one / supervision meetings which are undertaken with all staff.  Throughout the probationary period these regular one-to-one / supervision meetings should be used to formally review an employee’s progress.

4.2
A written record must be kept of these meetings and the record should be signed as an agreed record by both parties and kept on the employees’ personal file.  This record should reflect both the positive achievements made, together with an action plan for dealing with the areas, which fall below the expected standards.

4.3
How performance is assessed will vary dependent upon the level of skills and competencies required to perform the job effectively, and the standards the employee is required to meet.  Listed below are some examples of potential sources from which you could make an assessment of performance: -

· Direct observation;

· Completed work/targets;

· Work/targets in progress;

· Colleague feedback;

· Team meetings;

· One-to-One / Supervision sessions;

· Customer feedback;

· Third party observations (where appropriate);

5.
CONDUCTING THE REVIEW MEETINGS

5.1 The Manager is responsible for explaining to the new entrant at the commencement of employment the standards expected by the City Council and the levels to be achieved during the probationary period and what assistance and training will be given during the probationary period to ensure the employee meets the required standards.

5.2
When meeting with the employee to discuss their performance you should allow the discussions to be a two-way process and provide the employee with the opportunity to comment.  The following areas should be covered: -

· Ask them how they think they are doing;

· Tell them how you think they are doing, giving examples;

· Recognise achievement;

· Offer support

And where appropriate: -

· Identify areas that require improvement;

· Ask them how they think they could improve their performance;

· Set improvement actions (an action plan);

· Carefully and tactfully discuss the implications of a failure to meet the required standards within the time-scales.

5.3
Record your assessments and the outcomes of discussion, allowing the employee to have a copy also.  Ensure your records are kept secure and confidential.  


An example Probation Record is included at Appendix 1 for your information.

5.4
If the outcome of each review period, i.e. at months 1, 2, 3 & 4 are satisfactory and the appropriate standards have been met and maintained the employee should be advised of this, together with a reminder of the targets for the next month. 

5.5 Approximately one month before the end of your employee’s probationary period, the HR Team will contact you requesting your decision on whether to confirm the appointment.  Where your employee’s performance during their probationary period has proved satisfactory, their appointment should be confirmed.

5.6 At the final review meeting at month 5, subject to satisfactory completion of the probationary period, the employee should be congratulated on successfully completing their probationary period, and informed that their employment is confirmed and the decision conveyed in writing.  Contact your HR Team to issue the confirmation letter on your behalf.

6.
UNSATISFACTORY PROGRESS


6.1
The City Council expects that Managers will assist, mentor, coach and develop the probationer during the 6 months period and undertake regular/monthly one-to-one / supervision meetings.  However, on occasions the monitoring may highlight problems and show progress to be unsatisfactory.  The matter should then be dealt with by the Manager using the following procedure: -

6.1 (i)
If problems are highlighted at any time during the probationary period a meeting should be called with the employee and the procedure invoked. 

6.1 (ii)
Normally, the period given for improvement will be no more than 6 months after the date of commencement of employment (in exceptional circumstances this period could be extended).  The frequency of review meetings during this period will be every month.  In extreme cases where there is likely to be a risk to the Authority, staff or customers, then the period given for improvement will be no more than 4 weeks.

6.1 (iii)
First Review Meeting

(a)
The employee should normally be given notice, of at least 48 hours, of a meeting with the Manager and be advised of their right to be represented by either a Trade Union Representative or Colleague.  The Manager should write to the employee and state the issues he/she is going to discuss at the meeting.

(b) The Manager should begin the meeting by explaining that the purpose of the meeting is:-

· For both the manager and employee to be clear about the expected standard of adequate performance;

· To establish the facts by hearing from the employee his/her interpretation of the problem/s; and

· To try to agree a course of action that will hopefully result in improvement of performance.

The discussion will be a two-way process, highlighting problems and setting future performance expectations.

The manager should then outline the problem as he/she sees it, remind the employee of the standards required and seek to confirm with the employee’s agreement that there is a shortfall.

(c)
The Manager must listen to any reasons given or statements made by the employee and be prepared to adjourn the meeting, if necessary, to investigate any points raised.  It is important that the employee is given the opportunity to explain anything that may be affecting their performance.

(d)
At the end of the meeting, the Manager is responsible for:

· Confirming the decision in writing to the employee and any action points made together with the agreed period for review.

· Setting out a probationary period action plan (a proforma for which can be found at Appendix 2), which outlines specific areas of concern; action required for improvement; how performance will be monitored and a timetable for improvement.  It is important that the Manager monitors performance against the plan on a regular basis in order to:

· provide support and guidance to the employee in a pre-programmed manner, hopefully to assist them to improve

· to be aware of/and document problem areas for further discussion.

· Should an opinion be needed from the Occupational Health Unit the manager should make appropriate arrangements via the HR Team, the Manager should also refer to this in the letter to the employee.  It is important that the Occupational Health Unit is provided with a thorough and accurate account of the problem.

· Inform the employee that their performance is below standard and advise them that failure to improve their performance could ultimately lead to termination of their employment under their probationary period should they continue to fail to meet the standard required.

6.1 (iv)
Second Review Meeting

(a) If the employee continues to remain below standard, or is seriously below the standard required, the employee should be advised, normally with at least 48 hours notice, that a meeting is to be held to discuss the issues.  The issues to be addressed should be outlined and the employee advised of their right to be represented.

(b)
The Manager should begin the meeting by explaining that the purpose of the meeting is:-

· For both the manager and employee to be clear about the expected standard of adequate performance;

· To establish the facts by hearing from the employee his/her interpretation of the problem/s; and

· To try to agree a course of action that will hopefully result in improvement of performance.

(c)
The Manager should then state the problem to the employee and remind them of what is required.  The Manager will need to listen to what the employee has to say (it is important that due account is taken of any medical information which the employee has provided and a referral made to the Occupational Health Unit, if appropriate).  The Manager should be prepared to adjourn the meeting, if necessary, to investigate any points raised by the employee.


It is important to remember that the discussion is a two-way process concerned with highlighting problems and setting future performance expectations.

(d)
At the end of the meeting the Manager is responsible for:

· Confirming the discussion and action points in writing to the employee together with the agreed period for review.

· Updating the probationary period action plan, including specific areas of concern; action required for improvement; how performance will be monitored and a timetable for improvement.  It is important that the Manager continues to monitor performance against the plan on a regular basis in order to:

· provide support and guidance to the employee in a pre-programmed manner, hopefully to assist them to improve;

· to be aware of/and document problem areas for further discussion. 

· Inform the employee that if they continue to fail to meet the standard of performance required and/or demonstrate no improvement this could lead to the termination of their employment under the terms of their probationary period. 

6.1 (v)
Final Review Meeting

Where at the completion of the final review period allowed for improvement there has not been acceptable progress, the Manager should arrange to meet with the employee and inform them that regretfully the intention is to recommend to the appropriate Third Tier Officer that their employment is terminated under the probationary period.  During this meeting the employee should be informed of the reasons for the decision.   The recommendation can be supported by recapping on: -
· the role expected of the employee at work and its importance;

· the effects and difficulties both the service and the employee has experienced during the probationary period;

· the factors taken into consideration and decisions reached whilst managing their performance during the probationary period, including providing examples and the timescales involved;

· the support that the manager, and others in the organisation have given to the employee.  

Should the employee produce firm evidence to demonstrate significant improvement at this point you should consider the option of setting a further review period.


The employee will be notified of the outcome of this meeting in writing and invited to attend a meeting with the appropriate Third Tier Officer.

6.1 (vi)
MEETING WITH THIRD TIER OFFICER

The Manager will present the case before an appropriate Third Tier Officer who may determine either that:

· No further action be taken;

· There be a further opportunity to improve performance, together with any specific recommendations (no longer than an additional 2 month period);

· The contract of employment be terminated with the required period of contractual notice i.e. one month.

6.1 (vii)
The decision will be notified to the employee in writing who will also be informed of their right of appeal against a dismissal decision to the Employers Forum.

6.1 (viii)
The Appeal Procedure shall be as follows: -

The employee must indicate in writing to the Third Tier Officer who took the dismissal decision his/her intention to Appeal within ten working days of being notified of the decision made at the hearing.

If no Appeal is lodged within ten working days the employee shall lose his/her right of Appeal under this procedure.

The Appeal will be heard by the Employers Forum as soon as reasonably practicable. 

The employee will have the right to appear in person and may be represented by a colleague or Trade Union representative.

The Third Tier Officer who took the decision against which the employee is appealing and the Manager who undertook the initial investigation and review will also be present.

The Employers Forum decision shall be final as far as the City Council is concerned.
7.
RIGHT TO REPRESENTATION

7.1
At normal supervision / review meetings, where the outcome is expected to be satisfactory, based on the previous month’s monitoring, it would not normally be necessary for the employee to be accompanied by their Trade Union representative or colleague.

7.2
However, where the progress is unsatisfactory and/or the outcome of the meeting is in question the Manager should be accompanied by a HR Adviser.  It is vital to ensure that a record of the meeting and outcome is made.

7.3
In these circumstances the employee should be informed of their right to be accompanied at the meeting either by their Trade Union Representative or colleague.

8.
EXTENSION TO A PROBATIONARY PERIOD

8.1
From time to time, the circumstances of the individuals’ case may mean that they are not able to give full attendance during the probationary period.  Whilst this may be of no concern in the normal course of events, i.e. pre-booked annual leave, the Manager on occasion may feel it necessary to extend the probationary period to account for the period of absence, this should be for no more than 3 months.  Any such extensions can only be made after consultation with the HR Team.

9.
CONSIDERATION OF ALTERNATIVES
9.1
Nothing in this procedure shall prevent the parties discussing, at any stage, other ways of resolving the matter such as both parties agreeing to a mutually acceptable termination where contractual notice may be waived.
10.
MODEL LETTERS AND PROFORMAS

10.1
Attached at the appendices are examples of model letters and a monitoring plan for use by Managers and HR Advisers.

	Appendix i
	Probationary Period Review/Monitor

	Appendix ii
	Probationary Period Action Plan

	Appendix iii
	Invitation to attend Review Meeting

	Appendix iv
	Notification of Review Meeting

	Appendix v
	Notification of Review Meeting

	Appendix vi
	Notification of Final Review Meeting

	Appendix vii
	Termination of Employment




APPENDIX  1

PROBATIONARY PERIOD REVIEW

To be used by Manager and Employee as part of the

probationary period review process

as a Signed Record

Month - 
	Name of Manager Conducting Interview:



Directorate/Team:



Accompanied by



Name of Employee Being Interviewed:



Directorate:



Section:



Accompanied By:






	Date of Interview:



Dates of Any Previous Discussion(s) Regarding Probationary Period:

(Please attach any supporting documentation)




	To be completed by Manager in all cases

Report of review period :


Details of action required:


cc
Employee
Personal File
Trade Union Representative




	Employee’s Comments and any other information which needs be taken into account 






	FURTHER ACTION (delete as applicable)

Permanent Position

Move to Procedure for dealing with unsatisfactory performance.

Date of Next Review Meeting:





	This review/monitor form will be held on your personal record.  Your signature confirms your acceptance of this, and that this document is a true record.

Signed By Employee:





	Signed By Manager:



Date:



APPENDIX II

PROBATIONARY PERIOD ACTION PLAN (TO BE AGREED BETWEEN MANAGER & EMPLOYEE)

	Areas of Concern


	
	
	

	Standards Required
	
	
	

	Agreed Action To Meet Requirements
	
	
	

	Timescale for Improvement
	
	
	

	Support Required

ie: Training Requirements
	
	
	


APPENDIX III

REQUEST TO ATTEND REVIEW MEETING

(Where problems have been highlighted)

Date:

Ref:

Name

Address

Dear ………………………..

PROBATIONARY PERIOD REVIEW MEETING

In accordance with the Probationary Period Procedure a meeting has been arranged for (date, time and place) to discuss (Be specific about the problem eg failing to meet payroll deadlines).

You are entitled to be accompanied by a Trade Union representative or a colleague if you wish.

Yours sincerely

…………………………

(Manager)
[image: image1.jpg]



APPENDIX IV

FORMAL LETTER NOTIFYING OUTCOME OF REVIEW MEETING

(Where problems have been highlighted)

Dear ………………………..

PROBATIONARY PERIOD

As a result of our meeting on …………… I am now writing to inform you of the outcome.

The purpose of the meeting was to discuss the problems you have encountered during your probationary period.  This is being addressed under the Probationary Period Procedure.  The parties present were (Employee), (Manager) and ………………………… who was your representative.

The areas of concern, which we discussed, were ……………………………

This letter is a formal notification of the outcome of our meeting.  Your performance is below the standard required and failure to improve could ultimately lead to your dismissal.

I have enclosed a copy of the Probationary Period Action Plan, which we completed and agreed.  I would ask you to pay particular attention to the requirements.  We agreed that the timescale for improvements was by (date) ………………

If you feel that at any time you are in need of any further support in addition to what we agreed please let me know.

Your performance will be reviewed formally on (date) ……………. however, I will speak to you informally on a daily/weekly/monthly basis.

Yours sincerely

…………………………

(Manager)

cc
HR Team


Trade Union
APPENDIX V

FORMAL LETTER NOTIFYING OUTCOME OF FURTHER REVIEW MEETING 

(Where problems have been highlighted)

Dear ………………………..

PROBATIONARY PERIOD

Further to the meeting you attended on …………………………………………………………….

Those present at the meeting were ………………………………………………………………

The meeting was held to consider your continued problems during your probationary period.  The areas of concern we discussed were ……………………………………………. despite you already being on a monitor since………………………….. for…………………….

I must inform you that unless there is an immediate and sustained improvement in your performance in the areas of ……………………………………………………………….. then termination of your employment as a consequence of your failure to meet the standards expected during your probationary period could result.

Therefore, I confirm that your performance will continue to be reviewed in line with the agreed action plan, and which will be reviewed formally on …………………., however, I will continue to speak to you informally on a daily/weekly/monthly basis.

Yours sincerely

…………………………

(Manager)

cc
HR Team


Trade Union

APPENDIX VI

FORMAL LETTER NOTIFYING OUTCOME OF THE FINAL REVIEW MEETING 

(Where problems have been highlighted)

Dear ………………………..

PROBATIONARY PERIOD

I am writing to you in connection with the meeting you attended on ……………..  Those present at the meeting were ………………………………..

The meeting was held to consider your continued problems during your probationary period despite being continually monitored and having received assistance/training/retraining with regard to …………………………..

You had previously been notified that unless there was an immediate and sustained improvement in …………………………, then it would be necessary to review your continued employment.

Option 1

I am pleased to inform you that there has been a satisfactory level of improvement with regard to ……………………….. and therefore I confirm your continued employment.

Option 2

I am pleased to inform you that there has been an improvement in relation to ……………………….., however, to allow me to assess whether this improvement can be maintained I am extending your probationary period for a further …………… weeks/months.

Option 3

During the period since your last review meeting there has been no improvement/little improvement in …………………………..  As a consequence of this, I am recommending to __________________ (Third Tier Officer) that your employment be terminated with appropriate notice as a consequence of your continued failure to meet the standards required of you as a (job title), during your probationary period.

In line with this decision you are required to attend a meeting with _____________ (3rd Tier Officer) on {insert date} at {insert time} at  {insert location}.

The purpose of the meeting will be for the facts of the case in relation to your work performance to be presented to the {insert name of Third Tier Officer} to enable a judgement to be made as to whether the following areas of work performance are still considered to be unsatisfactory: -
{Insert Details}
I must inform you that if {insert name of Third Tier Officer} determines that your work performance remains unsatisfactory this may result in dismissal from employment.

Yours sincerely

(Manager)

cc
HR Team


Trade Union


APPENDIX VII

FORMAL LETTER - TERMINATION OF EMPLOYMENT

Private and Confidential

Dear ………………………..

PROBATIONARY PERIOD

I am writing to you in connection with the final review meeting, which you attended on …………….. to discuss your continued failure to meet the standards required of you during your probationary period.
I confirm, that having listened very carefully to all the evidence presented, I concluded that your performance has failed to improve to a satisfactory standard during the agreed periods of review supported by the action plan.  The deficiencies in your performance are: -

Give Details

I confirm that your level of performance is of such an unsatisfactory standard that I have decided to terminate your employment with contractual notice with effect from _______ and your employment will cease with effect from ___________. 

I confirm that you have the right to appeal against this decision.  If you wish to exercise that right you must write to me, within 10 days of receipt of this decision, stating the reason for the appeal.  
Yours sincerely

Assistant Director / Third Tier Officer

