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Purpose
The success of the XX is dependent on the high performance of its employees. The [church name] provides effective management and support, so that employees are clear about their roles, provided with appropriate training, up-to-date job descriptions and annual personal development reviews to enable them to perform their roles safely and effectively. 

In return staff are expected to fulfil their role and responsibilities. However, there may be occasions where, despite support and advice, an employee does not meet the required performance standard.  This policy sets out the procedure that should be used in such cases. 

Scope
The focus is to support employees in achieving or restoring satisfactory standards of performance. Line managers will, initially, attempt to resolve performance issues through informal discussions and support. If performance does not improve to the required standard, the formal stages of the XX Performance Improvement Policy will apply.  
This policy applies to all staff employed by the [church name]. 

Unsatisfactory performance which arises from lack of application or negligence on the part of the employee will be dealt with through the XX Disciplinary Policy.
Where safeguarding issues are alleged, line managers should refer to and comply with the ‘Safeguarding Allegations Management Process’.

General Principles 
Right to Representation  
An employee has the right to be accompanied by an accredited Trade Union representative or colleague in any formal meeting. 
  
It is an employees’ responsibility to arrange representation, and it should not cause unreasonable delay to the process.    

Informal stages 
It is understood that performance issues may arise, and the expectation is that these will be addressed as soon as possible. Line managers should discuss their concerns with the employee, with the aim of ascertaining the reason(s) for the underperformance, and then explore how to address it, and monitor effectiveness in more depth during regular 1:1 or supervision meetings. In most cases rectification can be agreed between the line manager and the employee without initiating a formal procedure. 

The formal stages of the procedure will only be used when informal routes have failed to bring about a positive change in performance, consistently sustain an improvement in performance, or where the performance deficit is significant. 

During any informal monitoring period the employee should be clear about.
· Exactly what the concerns are regarding their performance, 
· The standards expected of them, 
· The support/training which will be put in place, and 
· The objectives that they are required to achieve within the agreed timescales. The objectives need to be SMART (Specific, Measurable, Achievable, Relevant and Time bound) and regularly reviewed by the line manager and the employee during the review period and recorded on a ‘Performance Improvement Plan’.

A written record should be kept of all informal discussions regarding performance.

The employee should be advised that should their performance not improve to the required standard, the formal process will be initiated, which could lead to their dismissal.  Employees do not have the right to be accompanied at informal meetings.

Where an employees’ performance improves to the required standards, the employee should be notified in writing.  This letter should:
· Recognise the member of staff’s achievement in reaching the required performance standard, and 
· Clarify the fact that the individual needs to maintain satisfactory levels of performance and 
· Explain that failure to consistently maintain improvements may result in further action under the formal stages of the procedure. 

Where performance does not meet the required standard at the end of the informal monitoring period (or sooner should performance levels deteriorate) then the employee should be invited to stage 1 meeting.

If within a period of 12 calendar months of the completion of the informal process the improved standards are not consistently maintained at the required level, the line manager will escalate the performance issues to a Formal Stage 1 Meeting.

Issues to consider prior to commencing the formal process
Before progressing to the formal process, consideration should be given to the following: 
· The support or training that has have already been provided to the employee and whether this has been adequate and appropriate.
· Whether the employee has engaged in the training, taken responsibility for their own learning, and applied what they have learned.
· Whether the objectives and deadlines which have been set are realistic and appropriate.
· How well the employee understands their role in the department and team. 
· How well the employee understands their responsibilities within the department.
· The significance and potential risk arising from the employee’s performance failure 
· Whether there were any factors beyond the employee’s control which have resulted in them being unable to meet the standard(s) set.
· Whether there is evidence of a lack of supervision or management which may have impacted negatively on the employee’s performance. 
· Whether or not the employee was acting in accordance with DBF strategy, policy or management guidance.
· Whether the instance of underperformance is a one-off occurrence which requires greater exploration with the employee, in order to understand the cause. 
· Whether the employee has indicated that their performance may have been affected by ill health or a disability and, if so, 
(a) what actions have been taken under the DBF Absence Management Policy
(b) has Occupational Health advice been sought? 
(c) have any reasonable adjustments to the role been requested and made?
Formal Process 
Where the underperformance is of a sustained or serious nature, and the line manager is unable to identify any mitigating circumstances which require action other than formal performance measures, the line manager should arrange a formal Performance Management Meeting.  
The formal process can be initiated at any stage, depending on the seriousness of the performance issue(s), or their actual impact or potential risk to the organisation and prior to this meeting, the employee must be informed that they are now being formally managed under the XX Performance Improvement Policy, and provided with a copy of this policy. The employee will be advised that if their performance does not improve to the required standard after further support and appropriate warnings, that they may, ultimately, be dismissed. 
Employees have the right to be accompanied to at any formal meeting. 

Following any formal meeting the outcome of the meeting must be confirmed in writing, setting out:
· The nature of the unsatisfactory performance,
· Any steps identified to remedy the situation, and
· The timescale for review.  

Where appropriate, the letter following a formal meeting will state that a first or second warning of unsatisfactory performance has been issued and describe the likely consequences of a failure to improve performance by the review date.

Each review stage of the policy will usually last between four and six weeks.  In some cases, it may need to be longer. where improvements can be achieved more quickly the review stage may be reduced. 

Stage 1 First Warning 
If the required standard(s) have not been reached in the informal procedure or maintained in the period following an informal stage, then a meeting should be held to move the employee to the first formal stage.

The line manager should write to the employee to invite them to this meeting giving reasonable notice. The written confirmation of the meeting must include: 
· An explanation that the employee has reached Stage 1 of the XX Performance Improvement Policy and that therefore a meeting under this stage of the policy will take place
· Clear details of the identified shortfalls in performance
· All necessary supporting documentation
· Details of any informal discussions which have taken place up to this point 
· Confirmation of the right to be accompanied. 

The employee should take all reasonable steps to attend the meeting. 

At the meeting the following points will be addressed: 
· The employee’s understanding of the nature of their role and the standards expected 
· Clarification of the objectives, confirmation of the standards of performance expected and explanation of where and how the individual has failed to meet these (providing specific examples)
· Potential causes of shortfall in performance 
· Appropriate assistance and support to the employee to help to achieve the required standards
· Any training and support which the employee needs, in order to improve (e.g. training, counselling, training, equipment, mentoring etc.)
· Details of an appropriate period for monitoring improvement (usually 4 to 6 weeks), along with confirmation of the method(s) which will be used to review, monitor, and measure performance. 
· The consequences of failure to improve performance – including the fact that this could, ultimately, lead to dismissal on the grounds of capability.

Following the meeting, a letter summarising the main points of discussion, and the outcome of the meeting will be sent to the employee.  

During the review period the employee’s performance will be closely monitored, and regular meetings scheduled to discuss progress and any further support which may be needed. 

If at the end of the review period an employee’s performance improves to the required standards, the employee should be notified in writing.  This letter should:
· Recognise the employee’s achievement in reaching the required performance standard 
· Clarify the fact that the individual needs to maintain satisfactory levels of performance
· Explain that, if within a period of 12 calendar months from the end of the review period, the agreed standards are not consistently maintained then the line manager will escalate the performance issues at a Formal Stage 2 meeting.

Stage 2- Second Warning 
If the required standard(s) have not been reached during Stage 1, and has not been sustained during the 12-month period following the Stage 1 meeting, or under-performance has significant impact and/or raises organisational risk then Stage 2 of the policy should be invoked.  The same meeting format as Stage 1 should be followed.

At the meeting a review date will be set to assess whether or not the required improvement in performance has been met.  The employee will be informed that failure to reach the standard required may lead to dismissal. The review will usually take place within 4 to 6 weeks depending on the circumstances of the case and the availability of any required support or training which has been identified, however there should be regular meetings throughout the plan to check on progress against targets and ensure that the employee has adequate support. 

Following the meeting, a letter summarising the main points of discussion, and the outcome of the meeting will be sent to the employee.

If at the end of the review period an employee’s performance improves to the required standard, the employee should be notified in writing.  This letter should:
· Recognise the employee’s achievement in reaching the required performance standard
· Clarify the fact that the employee needs to maintain consistently satisfactory levels of performance and that failure to do to so may result in a direct return to the formal stages of the procedure
· Explain that, if within a period of 12 calendar months from the end of the review period, the agreed standards are not consistently maintained then the line manager will escalate the performance issues at a Formal Stage 3 hearing. 

Stage 3 - Dismissal   
Prior to the hearing 
If the employee does not make satisfactory progress by the review date, or fails to sustain performance within 12 months of being at Stage 2 and it is evident to the line manager that the required standards are not being met and are unlikely to be met within the time scale set, or the under-performance is of such significance in impact or organisational risk that dismissal may be the appropriate sanction, then the employee may be dismissed following a final review hearing by a performance panel. 

A performance panel will consist of.
· The chair of the panel, 
· A Human Resources Practitioner who will advise on process 
The chair of the performance panel hearing should not have been actively involved in the performance management process to date, and must have the authority, or written delegated authority to dismiss:
 
The manager who dealt with Stage 2 will need to write a case for dismissal in preparation for the hearing.  This should be done with the support of a member of the Diocesan HR team.  When writing the report, the manager and HR Practitioner should: 
· Ensure that any evidence that will be presented at the hearing is sufficiently robust and balanced.
· Offer an analysis of why the previous stages under the Performance Improvement process have not resulted in satisfactory performance being achieved/maintained. 
· Consider any arguments and mitigating factors the employee might put forward and how they may respond to these.
· Think about whether the expectations of the employee were set out clearly, whether the objective and timescales were reasonable, and whether the employee was given sufficient training and support.

When arranging the hearing, the line manager should:
· Ensure that the hearing is arranged as quickly as possible, allowing time for report writing/any necessary investigations and giving adequate notice to the employee.
· Remember that the employee is entitled to be accompanied.
· Ensure that the employee (and representative) are given a copy of any documentation which will be used at the meeting, together with a copy of the XX Performance Improvement Policy.  This information should be provided at least 5 calendar days before the meeting.

Performance Hearing 
At this hearing the Chair of the Stage 2 hearing (presenting officer) will present their case for dismissal to the hearing panel, the employee and their companion.  The presenting officer will detail the areas in which the employee has failed to achieve an acceptable level of performance as set out in the agreed standards and/or objectives, and  the steps taken to date to support the employee.

The employee and their representative will have the opportunity to ask questions of the presenting officer, and to present their own evidence in relation to the employee’s performance. 

The panel will have the opportunity to ask questions of both the manager and the employee before adjourning to make a decision. 

Having heard all the evidence the panel will adjourn to determine the outcome, including possible mitigation.  They will then draw a conclusion about the outcome to be applied. 

This outcome will be one of the following:
1. If the panel concludes that the employee’s performance has improved so that it adequately meets the required standards, then this will be confirmed to the manager and the employee.

The chair will confirm both at the hearing and, subsequently, in writing that, provided the standards continue to be met within the 12 months following the meeting, no further action will be taken, and the employee’s performance will continue to be monitored by the employee’s line manager in the usual way. 

If, however, there is a failure to maintain the agreed standards during the next year, the line manager will recommence the performance improvement process at Stage 3. 
2. If the panel concludes that the employee’s performance is below a minimum acceptable standard, then they will consider the following options:
a. Downgrading
Downgrading should be considered as an alternative to dismissal if 
a) an appropriate post is available, and 
b) it is apparent that the employee has the appropriate skills and experience to successfully carry out the alternative post 

The normal process of downgrading is that an employee moves to a lower graded post in the department (or, sometimes, the wider organisation) which has been identified as suitable, and in which it is considered that the employee will be able to perform effectively.

Where an employee is downgraded in line with this policy the changes to terms and conditions (including the lower salary) will be permanent.  There will be no protection of pay for any employee redeployed to a lower graded post through the performance process.  The employee will receive the appropriate salary for the lower graded post which has been made available to them. 

b. Dismissal
If the employee:
a) refuses down-grading, or 
b) if an appropriate post is not available, or 
c) if downgrading is not considered to be appropriate (i.e. if the employee’s performance and capability issues are such that it is not considered that they would be able to perform effectively in another post)

Then the panel may conclude that there is no alternative to dismissal of the employee. In such a case, the employee’s contract will be terminated on the grounds of capability (performance), with the appropriate contractual notice period, or exceptionally PILON. 

The decision of the panel will be given in writing within 10 working days of the hearing.  The employee will have a right of appeal against the decision, as set out in the Appeals Process. 

Non-Attendance a Performance Hearing 
Hearings under the formal process may be re-arranged once if the employee or their representative is unable to attend, providing they have given prior warning. At the second attempt, the hearing will take place, and a decision will be made, following consideration available, in the employee’s absence unless there are highly exceptional circumstances.

Right of Appeal  
Any employee dismissed or downgraded under the XX ‘Performance Improvement Policy’ has a right to appeal against that decision in accordance with the XX Appeal Policy.  

If an employee wishes to appeal, then they may write a letter of appeal to the [insert name and contact details].
The letter of appeal should be submitted within 10 working days of receipt of the outcome letter.
 
Any appeal will be dealt with in line with the XX Appeal Policy. The appeal will be the final stage of the process, and this decision is final.

Sickness Absence 
Extended or frequent absence or sick leave will be managed under the XX Absence Policy.  Sick leave may make the monitoring and assessment of the employee’s performance difficult at any stage of the procedure.  If the length or frequency of absences is such that the employee has not had a reasonable opportunity to improve their performance the procedure should be put on hold pending the employee’s return to work. On their return to work the procedure should be re-entered at the stage which had been reached prior to the absence.
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