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PROBATION PROCEDURE POLICY
	Policy Number 50


	Issue No.
	Date completed
	Details of amendments

	01
	29.09.2008
	GP.039.09.08

	02
	22.05.2018
	Revisions made to appendices 2 and 3 in the Probation Procedure Policy for consideration of General Purposes Committee on 29.05.2018

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


1.0
INTRODUCTION
This document sets out the process to be followed to establish that newly appointed employees satisfy the requirements of the post to which they have been appointed.

2.0
SCOPE

This procedure applies to all new entrants to the Council.

3.0
THE PROBATIONARY PERIOD
The length of the probationary period is six calendar months, unless extended with the agreement of the employee (see Section 5).

Dismissal may occur at any stage during the probationary period, so long as an employee has been advised of the way in which their performance does not meet the requirements of the role and has been given the opportunity to improve.

A decision to dismiss may only be made by an employee’s manager in consultation with the Town Clerk.

4.0
REVIEW PROCEDURE
This procedure will be applied taking into account all relevant circumstances and having regard to the Council’s statutory obligations, including the requirement to make “reasonable adjustments” for employees with a disability as defined in the Disability Discrimination Act 2005.

Accurate records of probationary reviews must be kept at each stage.

4.1
Procedure for carrying out probationary reviews


A flow chart of this process is attached as Appendix 1.

The manager will meet with the new member of staff in the first week to set out the standards and assessment criteria that will be used to evaluate their performance during the probationary period.  This will include setting appraisal objectives and agreeing a programme of induction and appropriate training, taking into account the development needs identified at recruitment.

A programme of review dates must be scheduled for the end of one, three and five months. 

4.2
First review meeting (one month)

4.2.1
If the employee is making satisfactory progress:

1)
The manager will meet with the employee and review the employee’s performance against the standards and objectives that have been agreed.   This must take into account:

· The limited time the employee has had in post.
· Any training and development needs yet to be met.

If there are any minor concerns where performance is not satisfactory this must be discussed and recorded.  The employee must be encouraged to respond to any issues and discuss any additional support or training required. 

2)
A written record must be made of the discussion and the conclusions of the meeting.  A copy of this should be given to the employee and a copy placed on their personnel file.  The pro-forma attached at Appendix 2 should be used to record the conclusions of the meeting. 

4.2.2
If the employee’s performance or progress is not satisfactory: 

1)
During the meeting the manager must inform the employee where performance is falling short of expectations and give them the opportunity to improve.  The manager will state clearly, in writing, what is expected of the employee and in what way the performance is falling short of expectations.  This will involve: 

· Setting specific measures in relation to the quantity and quality of work required to be delivered. 

· Establishing the criteria by which required improvement will be measured. 

· Establishing any training and support measure to assist the employee in meeting those improvement targets. 
· Setting timescales for improvement and review. 

2)
A written record must be made of the discussion and the conclusions of the meeting.  A copy should be given to the employee and a copy placed on their personnel file.  The 
pro-forma attached at Appendix 2 should be used to record the conclusions of the meeting. 

4.3
Second review meeting (three months)

4.3.1
If the employee is making satisfactory progress: 

1)
The manager will meet with the employee and review the employee’s performance against the standards and objectives that have been agreed.   This must take into account: 

· The limited time the employee has had in post. 
· Any training and development needs yet to be met. 

If there are any minor concerns where performance is not satisfactory this must be discussed and recorded.  The employee must be encouraged to respond to any issues and discuss any additional support or training required.

2)
A written record must be made of the discussion and the conclusions of the meeting.  A copy of this should be given to the employee and a copy placed on their personnel file.  The pro-forma attached at Appendix 2 should be used to record the conclusions of the meeting. 

4.3.2
If the employee’s performance or progress is not satisfactory: 

1)
The employee has the right to be represented by a single companion, who is either a:- 

1) work colleague 
2) employee representative 
3) trade union official (trade union officials must be certified as trained to act as a workers companion at discipline or grievance hearings), or 
4) a family member or friend.  
In some circumstances additional aides may be required e.g. an interpreter or signer.  Legal representation is not allowable. The Council will not bear costs.
2)
During the meeting the manager must inform the employee where performance is still falling short of expectations and given them further opportunity to improve. 

3)
The manager will state clearly, in writing: 

· In what way targets set have not been achieved. 

· Setting further specific measures in relation to the quantity and quality of work required to be delivered. 

· Establishing the criteria by which required improvement will be measured. 

· Establishing the training and support measures to assist the employee in meeting those improvement targets. 

· Setting timescales for improvement. 
· Formal notification that failure to improve will lead to termination of their employment. 

4)
A written record must be made of the discussion and the conclusions of the meeting.  A copy of this should be given to the employee and a copy placed on their personnel file.  The pro-formas attached as Appendix 2 and 3 may be used to record the conclusions of the meeting. 

4.4
Final review meeting (five months) 

4.4.1
If the employee is making satisfactory progress: 

1)
The manager will meet with the employee and review the employee’s performance against the standards and objectives that have been agreed.  
If there are any minor concerns where performance is not satisfactory this must be discussed and recorded.  The employee must be encouraged to respond to any issues and discuss any additional support or training required.

A written record must be made of the discussion and the 

conclusions of the meeting.  A copy of this should be given to the employee and a copy placed on their personnel file.  The pro-forma attached at Appendix 2 should be used to record the conclusions of the meeting.

2)
Following this meeting a decision should be taken that the probationary service has been successfully completed and  the employment can be confirmed. 

3)
The manager must inform the Town Clerk accordingly using Appendix 4 and the Town Clerk will confirm this decision to the employee in writing. 

4.4.2
If the employee’s performance or progress is not satisfactory: 

1)
If performance requirements are still not being met the employee must be invited, in writing, to a final review meeting. 

The employee must be advised of their right to be accompanied at this formal review meeting by a trade union representative or a work colleague of their choice.

The final review meeting must be arranged to include:

· The Town Clerk
· The manager
· HR adviser
· The employee
· The employee’s chosen representative. 

The letter to the employee inviting them to this meeting must state:

· The date, time and location of the meeting and their right to be accompanied. 

· Details of how their performance has fallen short of requirements. 
· State clearly that one outcome of the meeting could be termination of their employment. 

To allow the employee sufficient time to prepare for the meeting and consider a response, this letter must be sent at least seven working days in advance of the meeting date.

2)
At the meeting the manager will present details of the case to the Town Clerk, and explain: 

In what way performance has fallen short of expectations.
· The measure, objectives, targets and criteria that were used to assess this performance. 

· The training and support measure that were in place. 

3)
The employee must then be given the opportunity to respond. 

4)
The Town Clerk may question both the manager and the employee throughout the proceedings and must ensure that both have full opportunity to state their case. 

5)
At the end of this meeting a decision will be taken either to: 

· Extend the probationary period to give further opportunity to improve (see Section 5). 

· Terminate the employment. 

6)
If a decision is made to terminate the employment, the employee must be advised immediately following the decision.  This decision must then be confirmed, in writing, within five working days of the meeting.  The letter will set out:

· The reason(s) for the termination. 

· The effective date of dismissal. 

· The right to appeal against the decision. 

· To whom the appeal must be made. 

· The prescribed timetable for appeal (see below). 

There is a minimum notice period of one week from the date of dismissal during which time outstanding leave should be taken.  All equipment, passes, etc, must be returned to the Council at a time agreed with the manager.  This will be no later than the last day of service on which the employee attends their place of work.

7)
A written record of the conclusion of the probation procedure should be placed on the employee’s personnel file.  The pro-forma at Appendix 4 may be used for this purpose, along with a copy of the letters as at (6) above. 

5.0
EXTENSION OF THE PROBATION PERIOD
There may be circumstances where it is appropriate to extend the period of probation, for example:

· Where necessary training has been delayed.
· The employee has been absent for a significant period of time. 

· The employee has made considerable improvement in performance but further review is necessary before employment can be confirmed.

If an extension is required the employee must be informed before the six month probationary period elapses.  A revised date to conclude the procedure and the reason for the extension must be confirmed in writing.

In conjunction with the Town Clerk, the manager should adjust this procedure appropriately to fit within the new timescales.

6.0
RIGHT TO APPEAL
An employee may appeal against a decision to dismiss.  The employee must set out the grounds for their appeal, in writing, to the Town Clerk within ten working days of receiving the written confirmation of dismissal.
The appeal will be heard by the Personnel Sub-committee.  A letter confirming the decision of the Sub-committee, signed by the Chairman of the Personnel Sub-committee, will be sent to the employee within five working days of the date of the hearing.

Appendix 1
Probation Procedure – Flow chart of process
	Within first few days of employment

(
	(
	Manager to meet with employee and set out the standards and assessment criteria that will be used to assess performance.

· set appraisal objectives, programme of induction and training

· programme review meetings for one, three and five months.



	FIRST REVIEW
- one month

(
	(
	If performance is satisfactory, confirm in writing

OR
If performance is not satisfactory:

· set specific measures and criteria for improvement

· establish training and support measures

· set timescales for improvement

· Involve HR adviser



	SECOND REVIEW
 - three months

(
	(
	If performance is satisfactory, confirm in writing

OR
If performance is not satisfactory:

· set specific measures and criteria for improvement

· establish training and support measures

· set timescales for improvement

· give written warning that failure to improve may lead to dismissal



	FINAL REVIEW
- five months

(
	(
	If performance is satisfactory, confirm in writing.
OR
If performance is not satisfactory invite to final review meeting, in writing, with:

· The Town Clerk

· The manager

· The HR adviser

· The employee

· The employee’s chosen representative.

Set out:

· The date, time and location of the meeting

· The right to be accompanied

· Details of how performance falls short of requirements

· That the outcome of the meeting could lead to dismissal.

Immediately following the meeting decide:

· Whether to extend the procedure and give further opportunity to improve

· To terminate employment

If employment is to be terminated set out in writing:

· Reasons for termination

· Notice period

· Right of appeal

· To whom the appeal must be made

· Timescales for appeal

	RIGHT OF APPEAL 
	(
	Employee may make appeal in writing within ten working days of receiving written confirmation of dismissal.
Personnel Sub-committee will hear the appeal and this decision is final.  Written confirmation of decision to be sent within five working days of appeal meeting.


Appendix 2
Probation Report – ONE/THREE/FIVE MONTH REVIEW* (* delete as appropriate)

	Name of Employee

	

	Employee’s chosen representative
(if appropriate)
	

	Manager


	

	HR advisor 

(if appropriate)
	

	Date


	

	This form should be used to aid discussion between the manager and the employee on progress during the probationary period and to provide a summarised record of that discussion.  It must be completed with reference to the job description, person specification and attendance record.  Comments must be made against each category.  The grading columns should be ticked as an overall observation which nearest matches the comments made.  Where there are shortfalls in any area of performance, details must be completed in Appendix 3.



	1. GENERAL ASSESSMENT OF PERFORMANCE:

	Assessment of Performance
	Excellent
	Good 
	Average
	Poor
	Examples and Comments
	Striving for continuous improvement

	1.Punctuality and timekeeping



	
	
	
	
	
	

	2. Attendance record

	
	
	
	
	
	

	Assessment of Performance
	Excellent
	Good 
	Average
	Poor
	Examples and Comments
	Striving for continuous improvement

	3. Understanding of job role and remit
(employee demonstrates understanding of role and relates to all areas of job description, standards and assessment criteria)


	
	
	
	
	
	

	4. Understanding and implementing core values
(e.g. understanding and incorporating core values in early work performance)


	
	
	
	
	
	

	5. Providing quality customer service
(e.g. employee demonstrates that they can provide good quality customer service to residents, partners, councillors and staff)

	
	
	
	
	
	

	6. Effective communication and engagement
(e.g. demonstrates able to communicate effectively in person, written format and online)


	
	
	
	
	
	

	Assessment of Performance
	Excellent
	Good 
	Average
	Poor
	Examples and Comments
	Striving for continuous improvement

	7. Working with others
(e.g. able to relate to colleagues at varying levels in a polite, clear and constructive manner – will consider relationship with peers, direct reports and managers and equality and diversity)


	
	
	
	
	
	

	8. Planning and organising
(e.g. able to plan, prioritise, and balance workload effectively using a variety of techniques in order to meet deadlines)


	
	
	
	
	
	

	9. Conduct and competency
(e.g. ability to work without close supervision, positive attitude expressed towards work and demonstrates ability to perform to person specification of role)


	
	
	
	
	
	

	10. Personal learning and development needs



	Record any identified personal learning and development needs here:

	2. HAS THE EMPLOYEE SATISFACTORILY COMPLETED THIS STAGE OF THE PROBATIONARY REVIEW?
YES (                            NO (                         NOT CLEAR  (
If “no” or “not clear” expand using form at Appendix 3.



	Manager


	

	Date:


	

	Employee


	

	Date: 


	


A copy of this form should be retained by the employee and a copy placed on their personnel file.  

Appendix 3 
Probation Report - SPECIFIC AREAS OF DIFFICULTY AND SUPPORT IDENTIFIED

	Areas of Difficulty
	Improvement Required
	Progress or Evidence
	Support Required
	     Update by Manager

	Example
Communication skills
	To listen actively and ask questions

To demonstrate clarity of understanding through letter and report writing

To accurately communicate information to relevant parties
	Polite and courteous handing of telephone and personal callers.

Sufficient information gained from caller to answer (or pass on) query and response relayed accurately and clearly.

Clear and comprehensive and accurate letters and reports produced that relay the necessary information in plain English.
	Attendance at telephone skills and report writing course (date)

“Buddy” available for support on enquiry desk for a further week.
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Areas of Difficulty
	Improvement Required
	Progress or Evidence
	Support Required
	     Update by Manager

	
	
	
	
	

	
	
	
	
	

	Signature of Manager                                                                         Date


	

	Signature of Employee                                                                       Date


	


Appendix 4
Probation Procedure – CONCLUSION
To be completed at the conclusion of the Probation Procedure and to be placed on the
employee’s personnel file.

	EMPLOYEE DETAILS
Name: _______________________________________________________

Date of Commencement: ________________________________________

Designation: ​​​​​​​​​​​​​​​​​​__________________________________________________

Department: ___________________________ Location: _______________

Initial meeting to set assessment criteria: _____________________ (date)

Review Dates:

· First Review (1 month): _______________________________(date)

· Second Review (3 months): ___________________________ (date)

· Final Review (5 months): _____________________________ (date)



	OUTCOME OF PROCEDURE
The Town Clerk must complete either of the following.

1. This employee’s probationary service is satisfactory.  

Signed: ___________________________________ Date: ______________

OR
2. This employee’s probationary service is unsatisfactory.  A decision has been taken to terminate this employment with effect from _______________ in accordance with the Council’s probationary procedure.

Signed: ___________________________________ Date: ______________
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