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1. Scope

1.1. This procedure applies to all Council employees except teachers, lecturers and school-based staff, who have their own procedures.
1.2. Similarly it does not apply to Newly Qualified Social Workers (NQSWs) who are undertaking their ASYE Programme (Assessed and Supported Year in Employment) which has its own procedure incorporating a 12 month probation period.
1.3. All appointments of staff to Croydon Council are subject to a probationary period of not less than 6 months.  All internal appointments, including redeployment, are excluded.  

2. Principles 

2.1 A copy of this procedure should be given to all new employees on starting with the Council. The purpose of the probationary period is to: 

· Ensure that the new employee settles into their job and understands their role, accountabilities, objectives and performance standards. 

· Support the new employee in meeting the required standards of performance. 

· Assess the new employee's performance so that where they meet the required performance standards they may be confirmed in their new job. 

2.2
Employees will not normally be eligible to apply for temporary, permanent, secondment or “acting-up” opportunities, until they have successfully completed their probationary period.

2.3
Croydon’s Commitment to Equalities places equal opportunities at the centre of its employment practices and the Council strives to ensure that all employees are treated fairly and equitably. This procedure supports the aim in two ways: 

· By setting out a framework for ensuring that new employees know what is expected of them, understand the process of probationary assessment and receive the support and encouragement necessary to enable them to be successfully confirmed in appointment.  
· By requiring Line Managers to be explicit about the standards and criteria that will be used to assess probationary employees and establishing a framework for supervising and supporting new employees throughout their probationary period. 

2.4
It is recognised that starting a new job in new surroundings can be, not only an exiciting opportunity, but also an anxious time.   Line managers are expected and required to recognise and discuss with the individual any concerns or adjustments within the individual employee's personal induction. If it seems likely that such issues may arise, line managers should plan in advance of the employee's start date how to respond and should contact the HR Consultancy for advice on how such employees may be supported throughout their probationary period and beyond. 
3.
Data Protection
3.1
The Council processes any personal data collected during the probationary period in accordance with the workforce data protection policy. 
3.2
Any data collected is held securely and accessed by and disclosed to, management only for the purposes of operating the probationary period. 
3.3
Inappropriate access or disclosure of employee data constitutes a data breach and should be reported in accordance with the Council’s workforce data protection policy immediately. It may also constitute a disciplinary offence, which will be dealt with under the Council’s disciplinary procedure.

4.
Induction 
4.1

Effective induction is crucial to a successful probationary assessment. Information on induction including the online induction process, inspire programme and an induction checklist are on the intranet under Learning and Development.

4.2
It is the responsibility of line management to ensure that all new employees fully complete the induction process during their probation period, including all mandatory e-learning.

5.
Sickness

5.1
The Council’s Sickness Management policy only applies in its entirety to external appointees on satisfactory completion of their probationary period.  However, some sections of the Sickness Management Policy will apply from the first day of service.  Any incidental or long-term sickness during the probationary period which gives cause for concern should be addressed as soon as it arises with targets and timescales for improvement set as appropriate.  These concerns should be formally monitored as part of this procedure during the First, Interim and Final reports.
6.
Probation: Assessment Criteria 

6.1
Objective assessment criteria need to be determined before the new employee starts work.  Whilst the Role Profile/Job Description and Person Specification are the starting points for identifying assessment criteria, it should be remembered that the purpose of the probationary period is to assess performance in the job rather than confirm judgments made at selection about whether the new employee meets the selection criteria.  In addition to the relevant elements of the Person Specification, other areas for the development of assessment criteria might include:

· Targets (including quantity and quality of work) 

· Conduct 
· Punctuality and timekeeping
· Attendance
· Corporate competencies
· Departmental competencies
6.2
Target Setting 

Key result areas linked to the Role Profile and targets/timescales relating to these should be discussed with the new employee from the start and confirmed in writing. Progress on achieving them, including the quantity and quality of work should be monitored regularly. Performance against the set targets will form a key part of the probation reports detailed in the section below.

7.
Probation: Procedure

7.1
Meetings 
The Line manager should meet with the new member of staff within their first few days to: 

· Set out the standards and assessment criteria that will be used to evaluate the new employee's performance during their probationary period.

· Outline the process that will be followed during the probationary period, including a programme of regular meetings with the Line Manager and key review dates. 

· Clarify responsibilities. 

· Establish priorities.

· Ensure that they understand the teams's objectives and their role in achieving them.
· Identify any initial training that the employee will need in order to carry out their duties and to make arrangements for such training to take place.

7.2
Meetings should continue regularly throughout their probationary period e.g.: 

	· 1st month:
	Weekly

	· 2nd and 3rd month, up to the initial report:
	Fortnightly to monthly

	· 4th and 5th month, up to the Final Report:
	Monthly, if the employee is making satisfactory progress, 

or: 

Weekly, if the line manager has identified difficulties.


N.B.: the actual frequencies will vary depending on the type of job, the seniority of the post, the degree of the change in role and responsibilities undertaken and whether the employee is new to local government.

7.3
Reports 
Formal reports during the probationary period are as follows:
	TWO MONTHS

	First Probation Report
At two months, an initial assessment takes place, which will either indicate that the employee is making satisfactory progress or will identify areas of difficulty that need to be addressed with more intensive support. If the report identifies that the employee is experiencing difficulties, they will be given written confirmation of:

· what they need to do to demonstrate their suitability for confirmation of appointment.

· the measures that will be taken to support them in achieving the required standard of performance.

· formal notification that if they fail to achieve the required standard by the date of their Final Report their employment will be terminated. 



	FOUR MONTHS
	Interim Review 

At four months, an interim review will be necessary if there has not been a satisfactory improvement following difficulties being raised at two months with the employee – managers must seek advice from Human Resources in these cases.  At this point, the line manager may also consider if an extension of the Probationary Period is appropriate – see Extensions.  
The interim report will specify: the areas where there are difficulties; the improvements required; any measures being taken to support an improvement; and a reminder to the employee that their employment will be terminated if the required standard is not reached by the end of the extended probationary period.  
If an extension to the probationary period is being considered, please refer to the section below on Extensions. 
The interim report should be signed by the employee, their line manager and the senior manager for the service.


	SIX MONTHS
	Final Probation Report:
By the final 2 weeks of the probation period (six months, or longer if there has been an extension - see Extensions), when the final assessment will be made on whether the employee will be confirmed in their post.

Line managers will meet with employees to go through the Interim and Final Reports to explain their conclusions.  This gives the employee an opportunity to comment before reports are forwarded to the HR Consultancy. 

Line managers will submit the Final Report to a more senior manager with a recommendation to either: 

a) confirm the employee in their post, or 

b) terminate their employment 




Line manager sends a copy of the Final Report to humanresources@croydon.gov.uk 

7.4
Difficulties 
If at any stage during the probationary period an employee appears to be having difficulties in achieving the required standard of performance, the line manager must meet with the employee to explain the problem.  The meeting should seek to agree ways in which the employee can be supported to achieve the necessary standards.  Line managers should document any concerns and confirm these to the employee in writing.  In addition to the above, the line manager must also explain to the employee that if they do not achieve the required standard they will not be confirmed in post and their employment will be terminated. 
7.5
Extensions 
In exceptional circumstances, it may be appropriate to consider an extension to the probationary period. This option may be used where the employee's performance is borderline and there are sound reasons for concluding that they will be able to achieve the required standard with appropriate support within the extended period.  The probationary period may also be suspended, or an extension granted where an employee has had a long, unavoidable period(s) of absence during which it is not possible to undertake a reasonable assessment. 

Managers considering extending a probationary period must seek advice from HR.  
All extensions must be approved by the senior manager for the service; and it is advisable that a meeting is held with the line manager, employee and senior manager to discuss and agree the length of any extension period.  This must be recorded on the probationary report and confirmed to the employee in writing.   
Under no circumstances will the extension to a probationary period exceed 3 months.  For clarity, this means that the total probationary period must not exceed 9 months, i.e. the normal 6 month probation plus a 3 month extension.
Employees will be given written confirmation of the reasons for and duration of any extension to their probationary period.
7.6
Termination of Employment 
Where the recommendation is to terminate employment, the senior manager will invite the employee and the line manager to a meeting – a representative from Human Resources must also be present at the meeting.  The meeting provides the opportunity for the senior manager to review the conclusions of the line manager and allows the employee to state their case.  At least 7 calendar days notice should be given of this meeting. 
 The employee may be represented at the meeting by a trade union representative or work colleague.  The senior manager will confirm in writing their decision to:

· dismiss the employee, with notice; or

· dismiss the employee without notice, where there has been a finding of gross misconduct (see Gross Incapability and Gross Misconduct); or

· defer a decision and extend the probationary period to allow a final opportunity for improvement.  This should not be for longer than 3 months and will not normally be appropriate where there has already been an extension to the probationary period; or

· confirm the employee in post. 

7.7
Gross Incapability and Gross Misconduct

If at any time during the probationary period, the new employee demonstrates gross incapability to undertake the responsibilities of the post, or is found to have committed gross misconduct, the Final Report and termination process may be implemented immediately.   An investigation will need to be carried out for the Final Report to recommend terminating employment under such circumstances.  

8.
Probation: Appeal Against Dismissal 

8.1
Employees have a right of appeal to their Director against a decision to terminate their employment.  The appeal may be made on the following grounds: 

· That the Probation Procedure has not been complied with and that this has detrimentally affected the new employee's ability to demonstrate their competence in the post. 

· That the standards of performance and/or assessment criteria applied were not reasonable. 

· That their line manager's assessment of their performance was inaccurate. 

8.2
To exercise their right of appeal, the employee must write to the Director within 5 working days of receiving the written notice of termination of employment, stating the grounds of their appeal and enclosing any documentary evidence.  

8.3
The appeal will be heard by the Director, or nominee, and an HR representative.  Where possible, the appeal will be held during the employee's notice period.

8.4

The employee’s line manager will submit documentary evidence to the Director, or nominee, within 5 working days of receiving notification of the appeal and the grounds of the appeal. There will be a minimum of 5 working days written notice of the date and time of the Appeal Hearing. The written notice of the Appeal Hearing will state that it may proceed at the time and date specified whether or not the employee attends. 

8.5

The Appeal Hearing will proceed as follows: 

· The Director (or nominee) and an HR representative will consider the documentary evidence 
· The employee, or their representative, will be given the opportunity to make a statement in support of their appeal. 

· The line manager will be given an opportunity to make a statement in response. There will be no calling of witnesses unless the Director (or nominee) decides that a particular witness has evidence that will assist him/her in reaching a fair decision.  If witnesses are called, the Director (or nominee), the employee or their representative and the line manager will normally be given the opportunity to question the witness(s). 

· Witnesses will leave the hearing once they have given their evidence. 

· Both sides will withdraw at the conclusion of the hearing whilst the Appeal Panel reaches a decision. 

· Both sides will be recalled to be told the decision, which will then be confirmed in writing within 3 working days. 

8.6

The Appeal Panel’s decision will be final.  There is no further right of appeal. 

End

Appendix A – Probationary Report
The Council treats personal data collected during the probationary period in accordance with the workforce data protection policy. Information about how your data is used and the basis for processing your data is provided in the Council’s workforce privacy notice
	Employee’s Name:
	
	Start Date:

	Dept:
	
	Employee No:

	Job Title:
	

	Line Manager’s Name:
	


It is recommended that the line manager and employee diarise dates at the start of the process, and record these in the table below.  Please use the additional space to record any other key meeting.
Dates of key meetings:
	MEETING
	DATE

	First Probation report - 2 months
	

	Interim report (if appropriate) – 4 months
	

	Final report – by 6 months*
	

	
	

	
	


*Final report needs to be completed at least 2 weeks before the end of the probationary period which will normally be 6 months but could be longer if an extension has already been agreed.

	FIRST PROBATION REPORT 
Deadline for completion …………………….    (2 months from start date)

	Assessment of ability and performance in the job – to be applied to all areas of accountability

Assessment criteria

Standard for job

Remarks

Met

Not

 met

Achievement of targets

(identify each target as appropriate assessing both the quantity and quality of work)

Conduct

Punctuality and Timekeeping

Attendance

Corporate Values 

(identify as appropriate)

Departmental Competencies

(identify as appropriate)

Other relevant criteria

(identify as appropriate)

Mandatory training
Other training and development 
Do any measures need to be put in place to improve performance or support the postholder to achieve the standard necessary to complete a satisfactory probationary period?

Yes   **         No:   

**If yes, these measures should be listed below:



	This first probationary report was discussed with the postholder on …………….. and they have been given a copy for their own records. 

SIGNED (Line Manager)….……………………………..    DATE ……………

SIGNED (Postholder)……………………………………    DATE ……………

	INTERIM REVIEW (if appropriate) 
Deadline for completion …………………….    (4 months from start date)

	Is the postholder’s performance satisfactory?                     YES  /   NO**



	If no, list the areas of difficulty

Improvements required

Any measures put in place to support the postholder and/or improve performance

Is an extension to the probationary period necessary?        YES  /   NO**
If yes, state reasons why and proposed date of Final Report which is subject to senior management approval
Reason for extension (if applicable):

Start and end date of extension (if applicable):

Please discuss with HR before agreeing an extension.
Extensions must be approved by the senior manager for the service.


	This interim review was discussed with the postholder on …….....…… and they have been given a copy for their own records. 

SIGNED (Line Manager)…………………………………… DATE …………….

SIGNED (Postholder) ……………………………………… DATE …………….
SIGNED (Senior Manager) ………………………………... DATE …………….



** If performance is not satisfactory, line managers should contact the HR Consultancy for guidance**
FINAL REPORT - RECOMMENDATION TO SENIOR MANAGER
(Complete Section A or B as appropriate)- 

Please return this report to humanresources@croydon.gov.uk 
Section A (where postholder’s performance is satisfactory)
1.0
	1.0 I confirm the postholder’s performance has been satisfactory and recommend that their employment be confirmed.

	SIGNED (Line Manager)………………….……………..     DATE ……………….
SIGNED (Postholder) ……………………………………    DATE …………….….
Postholder comments:



2.0

	I am in agreement with the line managers assessment and I am therefore confirming ……………………(name of employee) appointment to the post.. 

{IF APPLICABLE} Also, as they are a Keyworker, I am authorizing the Welcome Payment as part of the recruitment and retention initiative
A copy of this form is being given to the employee as confirmation of their appointment.


	SIGNED (Senior Manager) ……………………………  DATE ……………….
Print Name ………………………….




Section B (where postholder’s performance is not satisfactory)
	I do not consider the postholder’s performance/conduct to be satisfactory** and recommend:

  that the employee is called to a meeting with a senior manager, where their
      employment may be terminated 

 My reasons are as follows:



	This Final Report was discussed with the postholder on ………………….. and they have been given a copy for their own records. 

SIGNED (Line Manager)…………………………………. DATE………………..

SIGNED (Senior Manager) ……………………………… DATE ……………….


**If performance is not satisfactory, line managers should contact the HR Consultancy for guidance**
Appendix B – Model outcome letter for interim review meeting
(where concerns continue)
Private & Confidential
<Name>

<Address>

Dear <name>

I write further to our meeting on [Enter date], which was an Interim Review meeting under the Council’s Probationary Procedure.

As you are aware from this meeting, and our previous meeting/meetings on [enter dates], I have explained that your performance/conduct* [delete/amend as applicable] continues to be of concern.  The areas of concern are as follows:-

(1)  

(2)  

(3) 

The attached Probationary Report, outlines the improvements required [if appropriate, also add: and the measures/support that we have agreed that should assist you in improving your work performance].

I therefore need to remind you that your offer of employment to the post of [enter job title] is subject to you successfully completing your probationary period.  If you do not meet the required standards of performance needed for your post, then I must warn you that the offer of employment will be withdrawn at the end of your probationary period and your employment terminated, in accordance with the Council’s probationary procedure.

A copy of the probationary procedure is enclosed.

I sincerely hope this is not the case, and if you wish to discuss this with me further at any stage of the process then please do not hesitate to speak with me directly.

Yours sincerely

[Line manager’s name]

[Job Title]

Encl:
Probationary Report / Record of Interim Review Meeting
Appendix C – Model invite letter to a final meeting 
(where employee has not passed their probationary period)

Private & Confidential
<Name>

<Address>

Dear <name>

I write further to our meeting on [enter date of the last review meeting], where I explained that despite the concerns raised with you at the Interim Review meeting on [insert date], your work performance/conduct continues to be unsatisfactory.

As a result, I am now writing to inform you that you are required to attend a final meeting under the Council's Probationary Procedure on: [procedure requires 7 calendar days notice of meeting to be given]

Date:

Time:

Venue:

The purpose of this meeting is to consider your performance in the post of [insert job title] and the management recommendation that your employment with the Council is terminated on the basis that you have not successfully passed your probationary period, in accordance with your offer letter.  At this meeting you will have an opportunity to state your case, before a final decision is made.
The areas of concern are as follows :-

(1)  

(2)  

(3) 

If you wish, you may be accompanied at the meet by a trade union representative or appropriate fellow worker of your choice.  Please be aware that it is your responsibility to arrange this, but if you are gong to be accompanied please let me know before the interview who your companion will be.  

If, due to a disability, you require any special arrangements to be made to assist you with this meeting, please inform me as soon as possible.

A copy of the documentation which I will present is enclosed, together with the Council’s probationary procedure.  I enclose an additional copy of this letter and the documents so that you can forward them to your representative.  Please note that it is your responsibility to retain this documentation after the hearing in the event that an appeal is lodged.

The meeting will be chaired by [insert name] Director of [insert job title] with [insert name and job title of HR representative] as other panel member, and [insert name] as note taker.  

Should you wish to submit any documentation, please provide me with a copy at least three days before the date of the meeting.  

Please be aware that unauthorised or covert audio or audio-visual recording of any meeting or interview held under this procedure is not permitted and will not be admissible as evidence in this procedure; please note these types of covert recordings may in themselves be regarded as a disciplinary offence.  Employees should also be aware that covert recording of any individual, including those working for or on behalf of the Council, is governed by legislation and may be considered unlawful.

The council treats personal data collected during the disciplinary process in accordance with the council's workforce data protection policy. Information about how your data is used and the basis for processing your data is provided in the council’s workforce privacy notice.
I understand that this may be a difficult time for you, so please be aware that the Council does provide an Employee Assistance Programme (EAP).  They have a freephone number and can be called 24 hours a day: 0800 243 458.

To access the EAP area on the Workplace Options website go to: www.workplaceoptions.com, click on 'Member Log In' and enter the username: Croydon and password: Employee
Yours sincerely
[Line manager’s name]

[Job Title]

Encl:
Probationary Report


Evidence of any training/support provided


Notes of one to one meetings


Written outcome of interim review meeting


Other relevant docuemnts – please state
1
1
Probationary Procedure (updated November 2019)

